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COMPTROLLER GENERAL'S REVIEW OF RELIABILITY OF THE
REPORT TO THE CONGRESS AIR FORCE PERSONNEL DATA SYSTEM
B-164471

BIGEST

WHY THE REVIEW WAS MADE

The General Accounting Office has examined into the reliability of the
U.S. Air Force’s multimillion-dollar personnel data system. The Air
Force, by combining the latest computer applications with the services
of 17,600 personnel specialists, designed the system to furnish timely
and accurate management data on its 135,500 officers and 758,600 en-

listed men.

Data contained in the system influence decisions on assignments, promo-
tions, school selections, separations, retirements, et cetera.

Because the effectiveness of any automated system generally is limited

by the quality of information which it provides management, the General
Accounting Office {GAO)--using random statistical sampling techniques--
tested the reliability of data entered and being retained in the system.

FINDINGS AND CONCLUSIONS

During the review of the operation of the Air Force personnel data sys-
tem for the period April through October 1967, GAQ found that the system
was nut furnishing the Air Force with data of the reliability desired.

Base-level records were inaccurate and certain types of source documents

were missing. (See p. 7.)
The reasons coritributing to the inaccuracies were:

--lack of adequate review procedures to ensure the accuracy of person-
nel infovmation;

--absence of standards for evaluating the reliability of system data;

--ineffective guidance and instruction by higher levels of command;
and

--inadequate staffing and training of personnel.

Tear Shast

JULY 25,1968

[

—-———




RECOMMENDATIONS OR SUGGESTIONS

GAD suggested that the Air Force consider taking various actions {see
pp. 11 to 16), such as:

--standardizing the review procedures of personnel assistance teams;

--requesting the audit services of the Air Farce Auditor General for
an assessment of the validity of system data;

--establishing appropriate standards for validating system data;

--improving staffing and training of supervisory and operating per-
sonnel.

AGENCY ACTIONS

Air Force officials agreed with our finding and suggestions. Extensive
measures have been taken under a personnel data improvement program to
increase the reliability of information In the personnel data system.
(See pp. 43 to 46.)

LEGISLATIVE PROPOSALS

None.
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COMPTROLLER GENERAL'S REVIEW OF RELIABILITY OF THE
REPORT TO THE CONGRESS AIR FORCE PERSONNEL DATA SYSTEM
B-164471

DIGEST
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The General Accounting Office has examined into the reliability of the
U.S. Air Force's multimillion-dollar personnel data system. The Air
Force, by combining the latest computer applications with the services
of 17,600 personnel specialists, desigred the system to furnish timely
?_nd agcurate management data on its 135,500 officers and 758,600 en-
isted men.

Data contained in the system influence decisions on assignments , promo-
tions. school selections, separations, retirements, et cetera.

Because the effectiveness of any automated system generally is Timited

by the quality of information which it provides management, the General
Accounting Office (GAO)--using random statistical sampling techniques--
tested the reliability of data entered and being retained in the system.

FINDINGS AND CONCLUSIONS

During the review of the operation of the Air Force personnel data sys-
tem for the period April through October 1967, GAO found that the system
was not furnishing the Air Force with data of the reliability desired.
Base-level records were inaccurate and certain types of source documents
were missing. (See p. 7.)

The reasons contributing to the inaccuracies were:

--lack of adequate review procedures to ensure the accuracy of person-
nel infonnation;

--absence of standards for evaluating the reliability of system data;

--ineffective guidance and instruction by higher levels of command;
and

--inadequate staffing and training of personnel.




RECOMMENDATIONS OR SUGGESTIORS
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pp. 11 to 16}, such as:

--standardizing the review procedures of personneil assistance teams;

--requesting the audit services of the Air Force Auditor General for
an assessment of the validity of system data;

--establishing appropriate standards for validating system data;

—-improvling staffing and training of supervisory and operating per-
sonnel.
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Air Force officials agreed with our finding and suggestions. Extensive
measures have been taken under a personnel data improvement program to
increase the reliability of information in the personnel data system.
(See pp. 43 to 46.)
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INTRODUCT ION

The General Accounting Office has made a review of se-
lected aspects of the Air Force personnel data system. Our
review was made pursuant to the Budget and Accounting Act,
1921 (31 U.S.C. 53), and the Accounting and Auditing Act of
1950 (3L u.s.c. 67),

Our examination of the operation of the Air Force per-
sonnel data system €or the period April through October
1967 was directed primarily towards evaluating the accuracy
of the data recorded and did not include an overall. evalua-
tion of the system. During our review we applied the tech-
nigues of random statistical sampling. These techniques
were used at each Alr Force base that we visited to deter-
mine the number of officer and airman records to be iIn-
cluded i1n our sample and to select individual personnel
records for detailed examination, The scope of our review
IS described on page 20 of this report.

BACKGROUND

The Air Force conducts its military personnel opera-.
tions, which encompass the management of about 135,500 of-
ficers and 758,600 enlisted personnel, at three management
levels--Headquarters, United- States Air Force; major com-
mands; and consolidated base personnel offices (CBPOs), At
the time of our review, there were 20 major commands and
about 260 cBPOs located at about 200 bases throughout the
world,

The personnel operation of Headquarters, United States
Air Force, is divided between two groups--the Deputy Chief
of Staff, Personnel, located at the Pentagon, Washing-
ton, D.C., and the Military Personnel Center, located at
Randolph Air Force Base, Texas, The personnel functions of
planning, budgeting, and predicting Air Force personnel
resources are accomplished at the Pentagon office, whereas
those of assigning, promoting, separating, and retiring all
officers and enlisted personnel are performed at the Center
which is a Field extension of Headquarters, United States
Air Force, under the operational control of the Deputy
Chief of Staff, Personnel,

To accomplish the efficient and effective management
of 1ts personnel resources, the Air Force has established
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an automated system which is designed to provide personnel
managers with accurate and timely personnel information.
This automated system, known as the personnel data system,
Is operated by about 17,600 personnel specialists. The
system 1s divided into two parts: one for officers and the
other for airmen.

A detailed description of the two parts of the system,
as well as the future plans for the system, is presented
below.

OFFICER SYSTEM

The officer system was originally designed and imple-
mented to process personnel data on about 135,000 officers
and to meet the need of each major command. The system was
installed iIn 1963. Subsequently, the Ais Force developed
an improved standardized officer system which became opera-
tional in 1965.

The present officer system is an integrated system in
that the Center, the major commands, and the CBPOs at the
base level participate iIn its operations. The principal,
types of equipment utilized by these management levels for
processing personnel data are as follows:

Management level. Equipment
Center Burroughs 5500
Major commands Honeywell 800/200
CBPOs Punched card accounting
machines

The annual rental cost for the Burroughs 5500 at the Center
is about $936,300, The annual costs allocable to the sys-
tem for the Honeywell 800/200's and the punched card ac-
counting machines were not readily available since the
equipment was not used exclusively for personnel operations,

The standard data base under the officer system, IS
known as the uniform offices record (UOR) and is maintained
at all management levels, In this connection, the Center
maintains AlIS Force-wide UOR data on magnetic tapes and
discs and the major commands maintain officer data on
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magnetic tapes. The CBPOs maintain UOR data in the form
of 10 punched cards.

The UOR contains information relating to an officer's
assignments, training, and education and to other personnel
data. Included as appendix | is a copy of a sample UOR

showing the types of personnel data maintained for officers.

Changes to most of the UOR data in the continental United
States are transmitted to the various command levels
through the Automatic Digital Network (AUTODIN) which is
part of the Defense Communications System,

ATRMAN SYSTEM

The present airman system was set up by the Air Force
In October 1965. In the airman system, the vertical flow
of data transmitted through AUTODIN terminates at the major
command level. "TheCenter maintains no Air Force-wide data
base for airmen, but designated major commands maintain a
central data base €or airmen.

The standard data base under the airman system, known
as the uniform airman record (UAR), is maintained at the
CBPOs 1n the form of five punched cards. The UARs do not
contain as much personnel information as the UORs contain;
however, the data are of the same general nature. Included
as appendix 11 is a copy of a sample UAR showing the types
of data maintained for enlisted personnel,

The flow of Information between major commands and the
Center has been confined to some summary information on all
airmen and limited individual information on enlisted per-
sonnel in pay grades E-6 through E-9,

FUTURE PIANS FOR THE SYSTEM

The Air Force 1s iIn the process of making extensive
modifications to the system that will result in the estab-
lishment of a personnel system known as the personnel man-
agement system, In this connection, it is currently
planned that the personnel management system will be imple-
mented during 1970,
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Some of the major modifications planned €or the pres-
ent system Include the installation of computers at base
levels to replace the present punched card accounting ma-
chine equipment and the establishment of a central stan-
dard personnel. data base €or airmen at the Center. Under
the present system, a standard data base for airmen 1is
maintained only at CBPOs and designated major commands.
The Center will be responsible for the design and mainte-
nance of the personnel management system.

A list of the principal officials of the Department of
Defense and the Department of the Air Force responsible for
the administration of the activities discussed In this
report is included as appendix IIT,
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FINDING

[ SmttudmseLi Sey

NEED FOR IMPROVING RELIABILITY OF
INFORMATION IN THE PERSONNEL DATA SYSTEM

During our review, we found that the data provided by
the personnel data system was not of sufficient reliability
to the various levels of command for use in the management
of personnel resources. In this connection, we found that
base-level records were inaccurate and that some source
documents were missing. VW& believe that the inaccuracies
in the personnel data were primarily due to the following
management weaknesses:

1. Lack of adequate review procedures to ensure the ac-
curacy of personnel information.

2. Absence of standards €or evaluating the reliability
of the data in the system.

3. Ineffective guidance and instruction by higher Lev-
els of command to personnel at the base level.

4. Inadequate staffing and training of personnel at
the base level.

The system was designed to provide personnel managers
with timely and accurate information for the efficient and
effective management of Air Force military personnel. The
effectiveness of this multimillion-dollar system as a man-
agement tool depends on the accuracy of the data entered
and retained in it, since the data provide the bases upon
which management decisions are made. Therefore, the report-
ing of inaccurate personnel data, such as we found during
our review, could result in inappropriate management deci-
sions. These decisions could have an effect on both the Air
Force and the individual service member because the system
provides data which influence decisions on such matters as
assignments, promotions, school selections, separations,
and retirements.

During our review, we met with representatives of the

Air Force 'to apprise them of our observations and to dis-
cuss possible solutions to the problems found and correctiv-
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actions needed to improve the reliability of the data within
the system. At the completion of our review, Alr Force of-
ficials informed-us of actions which either had been taken
or were planned to correct the matters brought to their at-
tention. They apprised us that review procedures had been
standardized and that personnel data system reliability
standards had been established for the evaluation of the

data maintained in the system.

In addition, we were advised that clarifying instruc-
tions had been issued to personnel at the base level regard-
ing the proper coding of personnel data and that actions had
been taken to improve the training of personnel specialists.
Included on pages 43 through 46 of this report is a list of
actions included in the personnel data improvement program
which the Air Force has initiated.

A detailed discussion of our finding follows.

Inaccurate personnel data

Our review of the accuracy of data in the uniform of-
ficer records and uniform airman records at the base level
showed that these records contained erroneous data. W
measured the results of our review against the system re-
liability standards established by the Air Force (see p. 13)
and found that the data in the system were not of the re-
liability required by the Air Force, In addition, we found
that 5 percent of the officer data and 2 percent of the air-
man data were not susceptible to audit due to the absence
of source documentation in the individuals' personnel fold-
ers. Presented below are the results of our review of the
accuracy of UOR and UAR data.

Uniform officer records

Our examination of 378 UORs involving 32,337 applicable
blocks of iInformation showed that these records contained a
total of 1,725 errors, or an error sate of 5 percent. Our
analysis of the records showed that 356 of the 378 UORs con-
tained one or more errors. The number of errors on the UORs
examined averaged five for each record. More significantly,
however, we found that the error rates for 52 percent of the
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critical data items and 28 percent of the noncritical data
items did not meet the Air Force's reliability standards.
Included as appendix IV is a schedule of UOR data items
that did not meet the Air Force's reliability standards.

The following case illustrates our finding.

The UOR contains five information blocks which should
identify, by use of coded data, the five most recent
technical or flying training courses that officers
have completed. These information blocks are used to
identify those officers who have completed the spe-
cialized training that is a prerequisite for their se-
lection for assignment to particular Air Force posi-
tions.

The Air Force reliability standards for these informa-
tion blocks provides for a minimum accuracy rate of
90 percent. W found, however, that accuracy rates
for these information blocks ranged from 51 to 77 per-
cent. This high frequency of error could adversely
affect the assignment of officers.

Uniform airman records

Our examination of 480 UARs involving 25,180 appli-
cable blocks of information showed that these records con-
tained a total of 1,461 errors, or an error rate of 6 per-
cent. Our analysis of the records showed that 457 of the
480 UARs contained one or more errors. The number of er-
rors on the UARs examined averaged three for each record.
More significantly, however, we found that the error rates
for 47 percent of the critical data items and 39 percent of
the noncritical data items did not meet the Air Force's re-
liability standards. Included as appendix V is a schedule
of UAR data items which did not meet the Air Force's re-
liability standards.

The following case illustrates our finding.
One of the UAR data items classified as critical by
the AIr Force is date of rank (permanent grade). This

date establishes the seniority of an individual con-
pared with that of others in the same grade. The
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principal use of this item is to identify airmen who
are eligible to be considered for promotion.

The Air Force reliability standard for this informa-
tion block provides for a minimum accuracy rate of

99 percent. W& found, however, that the accuracy rate
for this information block was 98 percent. Because of

this frequency of error, eligible airmen m y not have
been considered for promotion.
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Management weaknesses contributing
ta inaccurate personnel data

During our review, we observed several management weak-
nesses which we believe contributed to Inaccurate personnel
data, Examples of each of the specific management weaknesses
identified during our review are discussed below,

Lack of adegquate review procedures

Annual records review--One of the principal tools used
by the Air Force to ensure that the personnel data recorded
IN the system are accurate IS the annual records review.
Under this program, each officer and airman is required to
review his personnel record annually to determine whether it
is accurate. To show that this review has been accomplished,
the officer or aizman records the date and his signature on
the iInside cover of his persennel record folder.

In our review of the administration of the annual rec-
ords review, we found that 8 percent of the officers and
15 percent of the airmen included in our sample had not re-
viewed their records iIn over a year. We found also that at
one CBPO the personnel elerk conducting the reviews had not
made an 1tem-by-i1tem verification of the personnel data with
the individual who was reviewing his record. The assistance
of CBPO personnel is necessary because most of the data shovm
on UORs and UARs are 1IN code form and require the use of the
appropriate Air Force manuals to iInterpret the meanings of
the codes.

We found at another CBPO that changes were processed
directly into the system, on the basis of statements necle by
an officer during his annual records review, without a verifi-
cation being made of the validity of those statements.

As our review progressed and after we brought out find-
Ings to the attention of local CBPO officials, we found a
definite improvement in the manner iIn which the annual rec-
ords reviews were belng administered. For example, at one
CBPO new procedures were initiated Whereby one personnel
clerk would assist the individual. reviewing his records, At
another CBPO, we found that procedures were revised so that
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no changes would be made to the UORs without a verification
of the accuracy of the change to the applicable source docu-
ments first being made. In addition, Air Force officials ad-
vised us that they had initiated action to improve the ad-
ministration of the annual records review. (See p. 43))

Personnel assistance teams--The Center utilizes person-
nel assistance teams (PATs) to monitor the accuracy of data
in the system and to assist the individual personnel offices
in improving personnel administration. In our review of the
work performed by the PATS, we were informed by Center repre-
sentatives that, prior to March 15, 1967, the PATs had lim-
ited review procedures and evaluation guides. Hence, the
procedures used and the areas reviewed varied with each PAT,
depending on the interest and knowledge of each member OF
the team, We were advised also that there had been no man-
agement procedures whereby problem areas could be brought to
the attention of cognizant Center officials for corrective
action.

Subsequent to March 15, 1967, the PATs adopted audit
techniques similar to those used by our audit staffs In our
review. For example, the PATs initiated a uniform method of
recording errors, adopted the use of statistical sampling
techniques, established a uniform method of accumulating data
for analysis and evaluation, and adopted the management-by -
exception principle whereby only problem areas would be
brought to the attention of management for corrective action.

We found that major commands also had PATs which re-
viewed the operations of the personnel offices under the
respective commands, Although these PATs were not under the
control of the Center, they performed work similar to the
PATs from the Center, Inasmuch as the Center had standard-
ized 1ts review procedures, we proposed that consideration
be given to having the PATs from the major commands adopt
the same standardized review procedures. In addition, we
suggested to Center officials that they consider requesting
the audit services of the Air Force asuditor General for an
assessment of the validity of the data.

Center officials have taken action on these proposals

and have initiated an improvement program tO implement our
proposals. (See pp. 43 and 44.)
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Absence of management reliability standards

We found that the Air Force had not established formal
standards for evaluating the degree of reliability of UOR and
UAR data, During a meeting with Air Force officials on
May 17, 1967, we suggested that appropriate standards be es-
tablished since we believed that management should have a
standard by which to measure the reliability of these data.
Accordingly, the Air Force officials developed reliability
standards for individual UOR and UAR data items and provided
us with copies in July 1967. We were advised that these
reliability standards were interim standards which would be
subject to adjustment when more refined statistical data
were accumulated.

Subsequent to the completion of our review, we were iIn-
formed that the Air Force had adjusted the reliability stan-
dards for UOR and UAR data items. These adjusted standards
require a higher degree of accuracy than the standards ini-
tially furnished to us. However, we used the initial stan-
dards in determining the UOR and UAR data items that did not
meet the Air Force's reliability standards (apps. IV and V),

In furnishing us with the UOR reliability standards, a
Center official stressed the importance of maintaining ac-
curate personnel data by stating that:

x%% a 1% error in forecasting strength can equate
to over a $15,000,000error in the officer portion
of the military appropriation and could result in
an over-obligation of funds *%% "

We believe that the establishment of reliability stan-
dards will be a valuable tool to the Air Force in bringing
problem areas to the attention of management for corrective
action. In this connection, we have been advised that the
PATs are utilizing reliability standards in evaluating the
reliability of the data in the system. (See p. 44.)

Ineffective suidance and instruction
by higher levels of command

Many of the errors found during our review were caused
by ineffective guidance and instruction to base-level

13
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personnel by higher levels of command, In this connection,
we found that (1) a major command had directed a personnel
office to deviate from the governing regulations regarding
the proper coding of data, (2) the applicable Alr Force man-
uals contained conflicting and/or vague instructions, and
(3) the applicable Air Force manuals did not provide suffi-
cient codes to properly classify certain personnel 1nforma-
tion.

An illustration of the insufficiency of the codes can
be found in the coding instructions relating to the informa-
tion block fur an airman's Intention to reenlist. Many of
the airmen included in our sample were undecided about re-
enlisting upon the completion of their present terms, How-
ever, the applicable Air Force manual did not provide a code
for "undecided" but required that an airman be shown as el-
ther *intending" Or ''not intending" to reenlist. We found
that some personnel offices were coding the undecided airmen
as intending to reenlist, while others were coding them as
not intending to reenlist. Consequently, the data being ac-
cumulated and retained iIn the system regarding airmen®s in-
tentions to reenlist were not reliable for use by management.,

To determine the effect that erroneous reenlistment in-
tention data could have on individual airmen and on the Air
Force, we inquired into the use made of this information by
the Air Force. We found that this information was not being
used by the Air Force managers at the Center. W brought
this matter to the attention of Center representatives who
thereupon requested all management levels to report to them
the use being made of this data 1tem. As a result of this
request, Center representatives found that this 1tem was no
longer required by management and advised us that it would
be deleted from the system.

We brought these matters to the attention of Air Force
officials who concurred with our findings and iInitiated an
improvement program designed to correct the above conditions.
(See pp. 45 and 46.)

Inadequate staffing and
training of personnel

Since many of the errors that we found during our re-
view were the result of human error cn the part of base-Level
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personnel, we examined Into the staffing and training of per-
sonnel at the five personnel. offices we visited, We found
that the total. number of persons assigned was generally equal
to the total number of manpower spaces authorized. However,
at several CBPOs, there were personnel shortages in the super-
visory positions and overages In the apprentice positions.
For example, at one CBPO, we found that 14 supervisory posi-
tions were not filled and that 12 more apprentice personnel
were assigned than were authorized, At another CBPO, we
found that the position of the Chief, CBPO, had been vacant
intermittently for almost 2 years.

With respect to the training of CBPO personnel, we found
that most personnel had received either formal or on-the-job
training in their career field. However, at one CBPO, three
of the five officers had received less formal training than
was shown in the applicable Air Force manual as '‘desirable"
for their positions. For example, one officer had a degree
In physical education rather than in the preferred area of
administration oxr management. In addition, we found instances
where the personnel office had only one person who was knowl-
edgeable of the operations of the system.

During our meeting With Air Force officials at the con-
clusion of our review, we advised them that, in our opinion,
the lack of required supervisory personnel as well as trained
personnel contributed to the inaccuracies revealed in our
review. We advised the Air Force officials also that we be-
lieved that there was a need to instill in CBPO personnel,
particularly personnel in the lower pay grades, an awareness
of the importance of the work being performed in order to
reduce or eliminate Inaccuracies resulting from human error.

At that meeting, we proposed that the Air Force prepare
a general information handbook which would emphasize both
the importance of maintaining accurate data and the interre-
lationship of the individual functions within the system.
In addition, we suggested that the Air Force consider pub-
lishing a primer for use by operating personnel as a reference
to individual data items. We proposed that this primer in-
clude such information as definitions of particular data
items, references to applicable source documents, necessary
coding instructions regarding data items, and illustrations
of common problems, areas.

15
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Air Force officials were receptive to6 our proposals and
have taken actions designed to improve the matters brought to
their attention, For example, we have been advised by Air
Force officials that they have published a general booklet
similar to the type we suggested. Air Force officials have
informed us also that they have published a primer for use
by operating personnel. In addition, we have been advised
that, effective July 1, 1967, all airmen entering the person-
nel field were being given formal training in personnel oper-
ation prior to reporting to their first duty stations, (See
p. 46.)

16
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Conclusion and agency actions

The personnel data system was designed to retain and
provide to Air Force management officials information that
they need to manage the service's personnel resources. Us-
ing the Air Force's reliability standards, we found that
the information being retained in the system was not suffi-
ciently reliable to effectively serve this purpose. Also
we identified what we believed to be the basic management
weaknesses that contributed to this condition.

On February 27, 1968, we brought our findings to the
attention of the Secretary of Defense, The Assistant Sec-
retary of the Air Force (Manpower and Reserve Affairs), by
letter dated April 26, 1968, commented on our findings on
behalf of the Department of Defense. (See app. VI.)

. The Assistant Secretary informed us that the Air Force
generally agreed with our findings and proposals and had
taken action to correct the management weaknesses revealed
by our review. (See pp. 34 to 40.)

The Assistant Secretary advised us that, although the
Air Force generally agreed with our findings and proposals,
It questioned the implication that the system was not pro-
viding personnel data of sufficient reliability to the var-
ious levels of command for use in the management of person-
nel resources. In this connection we were advised that the
Air Force was able to use the data in the system to manage
its personnel resources, particularly its Southeast Asia
operations,

W based our opinion that the personnel data system
was not providing personnel data of sufficient reliability
to the various levels of command for use in the management
of personnel resources on the following factors:

1. Fifty-two percent of the UOR critical data items
and 47 percent of the UAR critical data items did
not meet the Air Force's reliability standards.

2, The Department had designed the system to provide
personnel managers with timely and accurate

17
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information for the efficient and effective manage-
ment of Alr Force personnel. Therefore, to the ex-
tent that erroneous data were being retained, we
believed that the system was not meeting the objec-
tive €or which i1t was designed.

The Assistant Secretary also pointed out that there
were many checks and balances in the Air Force's overall
management of its personnel that were designed to detect
and correct decisions which may have been based on erroneous
UOR and UAR data in its personnel data system, For example,
the Assistant Secretary said that the assignment system had
been designed to permit a reclama--an action in contest of a
decision by a panel, committee, or the like to restore what
has been taken away--when a review of manual records indi-
cated that an individual was not qualified or was ineligible
for reassignment.

VW recognize that there are manual checks and balances
in the Air Force's overall personnel management system that
are designed to correct initial management decisions, such
as reassignment of personnel, which are proved to be in
error because of incorrect personnel data in the system.
However, to the extent that additional management actions
are required to correct errors caused by inaccurate data in
the system, we believe that these actions are both time con-
suming and costly, Furthermore, it should be noted that,
although manual checks may correct initial management de-
cisions such as those relating to the reassignment of per-
sonnel, there may be other qualified individuals who have
not been considered €or reassignment because the inaccurate
personnel data in the system precluded them from being con-
sidered eligible for reassignment.

The Assistant Secretary stated that the accuracy of
the data within the Air Force's personnel system was para-
mount in the management and operation of the system and
that the irreducible minimum or a 100-percent data accuracy
rate was a major management objective of the Air Force per-
sonnel program. Moreover, the Assistant Secretary informed
us that the Air Force had taken actions to increase data
accuracy in the personnel data system and that these ac-
tions had resulted in a far-reaching data improvement pro-
gram.

18
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In view of the actions taken by the Air Force, we are
making NO recommendations at this time since these actions,
if properly implemented and monitored, should result in Im-
proving the reliability of the data. in the system.
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SCOPE OF REVIEW

In conducting our review, we used random statistical
sampling techniques, To determine sample sizes, we fol-
lowed the principles of sampling for attributes, using a
confidence level of 95 percent, and selected for review per-
sonnel records for 378 officers and 480 airmen from a uni-
verse of 2,020 officers and 15,303 airmen who were perma-
nently assigned to the following Air Force bases at the
time of our review:

McConnell AIr Force Base, Kansas

Reese AIr Force Base, Texas

Selfsidge Air Force Base, Michigan
Vandenberg Air Force Base, California
Francis E. Warren AIr Force Base, Wyoming

At the base level, we verified the accuracy of the per-
sonnel data maintained in the system by comparing the infor-
mation shown on the source documents--which, €or the most
part, were contained in the individuals' personnel folders--
with the information shown on the uniform officer records
and the uniform airman records, Where we found errors, we
discussed them with responsible personnel to obtain confir-
mation of the errors and/or comments. V¢ also interviewed
38 percent of the officers and 56 percent of the airmen in-
cluded in sample and, to the extent practicable, attempted
to identify the causes of the errors.

W examined into the staffing and training of the per-
sonnel assigned to the CBPOs visited and inquired into the
work performed by the various internal audit groups as it
related to verifying the accuracy of personnel information.

As a part of our examination, we compared the personnel
data maintained at base level with the personnel data re-
ported to the Military Personnel Center, Randolph Air Force
Base, Texas, and to the following major commands:

Air Defense Command, Ent Air Force Base, Colorado
Air Training Command, Randolph Air Force Base, Texas
Strategic Air Command, Offutt Air Force Base, Nebraska

We also reviewed applicable Air Force regulations, man-
uals, and directives relating ta the system.
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SAMPLE UMIFORM AIRMIE RECOMD (UAR)

ROR OFFICIAL USE ONLY (WHEN FILLED IN)

Current Grada

37

AFSN

19999999

Nams

DOE JOHN R JR

Date of Rank
Permanant Grada

g19666

g

Category of
Enlistment

4

Rece
& Sox

A

Security Clearance

A

Term of
Znlistment

4

Service Category

X

Academnle PCS Codo

Educetion Lovel

2 E

Spot P 1 c
Identifier

g " 1

Category

B

Charactar of
Dlacharge

4 g

SDN

)

» EDCSA/
Effactive Date

ghrge7

Organlxatlon

RJWJQ2

Datc Departed
Lant Duty
Statton

2200667

Date Ascived At
Statton

290667

Functicnal Account

-3
16g4MDS

Program Element

*
1 fufiivis]

Duty Location | Major Alr Command

of Asaignment Aras

TYMX 1

Subsisience
Allowanco
Authorfzation

2

Date of Birth

gegsak

Eligibllity

Date of Avsilabillty
For Ragmt or

Reenlistment

7 308671

Reason not Reent

Status/ [ E Intent

! 1

*These blocks of :Lnformat.ic-m were
not included in our review because

Marital Stalus & Praficiency Pay Currant Yeare Active TAFMSD Pay Date Expirstion Term Date of
Nr Dependents Statos Not Receiving Pro-Pay Accompanied | Commisaioned and of Service Separation
Reanons Status WO Service

£ g 1 118155 114154 7#11267 #1¢568
Length of ODLD/DERQOS Non-CONUS Assignmant Actlan NCO Cltizenshlp Rellglous Mental Category
Current/Last O3 Reasldent, Country/ Nr/Vol Oversen Area Professional Status Denom!ination

our State Schoo!

X 190865 YY GV3736 T 1 ¢ 2

PAFSC

2d AFSC

CAFSC DAFSC

Tralning Stotus “Training-In AVSC

Date Entered/

73201 ]

73281

W73274 ¥

gered

Completad /Withdrawn | AFSC
Trainisg

g

‘Training-Out

2oved

Reannlgnmant OJT ] USAF
Tralning Siatus Supervinory
& Examloation

they either were problem areas
known to the Alr Force or were not
applicable to the Air Force per-
sonnel whose records we reviewed,

Last APR Last APR Dato Good Conduct Gaod Canduct Extonded Actlve RSEPP In-Service Veslable Human Rellabliity Detormination
Rating Sade! Number Meda! Dato Duty Date e}
" Optlon Annulty Home Loan Boaus 8 Stetus Date
A 229667 16166 | 11g15h | g3xdes £48 2 gegags
7
1 RJWJO2
ACADEMIC EDUCATION MARITAL STATUS & NR OF DIPENDENTS REASON NOT REENLISTING SECURITY CLEARANCE TRAINING STATUS

1 — Mon-hlgh achool graduate

2 ~ High achoa) graduate

3 — Collee, completed lons then 2 yoars

% — College, completed 2 yra but not 3 yeara

5 ~ Collegs, camp'eted 3 or mure yaars but did

. ° not earn a degroe

& = Colloga graduate and awarded  bachalor
degrno or oquivalent

T = Post-graduste coilega but no post-graduate
degres

8 — Masters degraw

9 « Doctors degrse

© - Unknown

HUMAN RELIABILITY STATUS

1 — tnterviewed f qualltied under AFM 35.90
firnt screening without medical interviow

2 - Interviowed & qualified undee AR 35-09
aecond or subsequent sereening without
medical tnterview

3 — Interviewod & qualified under ATM 35.09
firct creaning with medical Interviow

4w Interviewnd % quallfiod under ALM 35-99
second of subsequent screenlng with
medical inters Love

$ — Permanent dluquatification

6 = Tompoeary dlaquatification

7 — Ponding Interview for currant ansignmant

@ ~Hot applicable to curent asslgament

SMOLE MARRIED
A —Two
B e

C Thre.
our
E iva

F - Sux
= Saven

{ = Seven HZ Elghl or more
8 T Eight or more

9 T Unknown J - Ncns

NCO PROFESSIONAL SCHOOLS

T — NCO Acsdemy

U — NCO Prepacatory School

¥ — Not applicabls

Z — Unknown

PROFICIENCY PAY STATUS

@ ~ Alrman not posseseing a proflclancy pay APSC
and not recelving proflclency pay.

1 - Atrman possessing prolicloncy pay AFSC and
recelving first atep of proficiency pay (P-1)

2 ~ Abrman posscssing proficiency poy AFSC and
recelving necond atep of mreficlancy pay (P-2).

3 ~ Alrmen poasoasing proficiency pay AFSC and
recelving third step of proficlancy pay (P.3).

4 = Alrten ponaeasing & peoficicncy pry AFSC and
not recelving proficisncy pay.

9 < Unknown

RACE AND S7X

) - Hete rbor

2 -1 omale Negra

U venatenie
Poania s mua

K -

# - Not applicable
~ Doos nat elect to roeniist
3 — Selccted & ertended but declined at ET8
# « Quota !imitation
§ — Quatitative Stwedards

REENLISTMENT ELIGIBLLLTY
— Not appliceble

1 — ta oligible to resntlat

2 ~ Is not eligibla to reenilat

9 « Unknown

REEZNLISTMENT INTENTTON
% — Not applicable

1 « Intenda to reenlist

2 = Do2s not Intend to resutlst
9 ~ Unknown

REEZNLISTMENT SELECTION STATUS
— Not applicabla
1 — Selected « firat term etrman
4 = Not selected quota-timltation
5 = Naot neleced, rp-!llntlvo standarda
6 o SELLCTED D YEARS SER}HCE
™ »

7 -
8 - " z—, " »
9 - Unknown

s

@ ~ None

1 - Speclal Invostigative Background
2 — Cryptographic

3 - Top Secre!

4 - Secret

5 « Confidentis!

6 — Clearance Revoked

7 ~ Not Clearnble

8 - Clearance temporarlly auspended
9 — Unknown

SPOT PROMOTION IDENTIFIER

@ = Never held & spot promotion greater
than his cument grade

1 = Currently seiving In & apot grade, ong

grade above normal active duly grade

2 - }lll held & npot grade higher than current grady
3 — Cumently serving In m spot grade two grades

above normal active duty grade
9 — Unknown

SUBSISTENCE ALLOWANCE AUTHORIZATION

& ~ Not mpplicable

1 — Not authorized

2 = Granted permlssion to mess separately
3 — Ratlons in kind not avellablo

4 = Sug

5 -E ¥ conditions where no G

masning facilition arc nvailable
D —~ Unknown

A ~ Upgrads Truining (1 to 3 skill lavel)
B~ Upgrade Training (3 to 5 skitl Tevel)
C — Upgrade Training (3-7, 5-7 skitt lovel)
D - Upprade Tralning (capability only
AFR 39-4) (3-7, 5-7 ski

F — Cross Tralning (not under selective
teonlistment)

G = Cross Trainlng {first term nirmen who
oxlend their enliatment 48 months and/
of reenlist under the setactlve

cogram for

¥ — Withdrawn from OJT (fov any <ause)

Y —Not In tralning

Z — Completed Tralnlng (Includes award of
the AFS for which trained)

USAF SUPERVISORY
EXAMINATION RESULTS

@ T Nat testad
| = Quatifted
2 Unqualified
9 = Unknawn

FOR OF"ICXAL USE ONLY (P/’-IEN FILLED IN)
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PRINCIPAL OFFICIALS OF
THE. DEPARTMENT OF DEFENSE

AND THE DEPARTMENT OF THE AIR FORCE

APPENDIX 111

RESPONSIBLE FOR ADMINISTRATION OF ACTIVITIES

DISCUSSED IN THIS REPORT

Tenure of office

From

DEPARTMENT OF DEFENSE

SECRETARY OF DEFENSE:
Clark M. Clifford Mar. 1968
Robert S. McNamara Jan. 1961

ASSISTANT SECRETARY OF DEFENSE
(MANPOWER AND RESERVE AFFAIRS) :
Alfred B. Fitt Oct. 1967
Thomas D. Morris Oct. 1965

DEPARTMENT OF THE AIR FORCE

SECRETARY OF THE AIR FORCE:
Dr. Harold Brown Oct. 1965

ASSISTANT SECRETARY OF THE AIR
FORCE (MANPOWER AND RESERVE
AFFAIRS) :
J. William Doolittle Apr., 1968
Dr. Eugene T. Ferraro (acting) Jan. 1968

DEPUTY UNDER SECRETARY OF THE AIR

FORCE (MANPOWER) (abolished) :
Dr. Eusrene T. Ferraro June 1966
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APPENDIX IV
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SCHEDULE OF UOR DATA ITEMS NOT MEETING

AIR FORCE RELIABILITY STANDARDS

Total
number
of appli-
cable In-
formation
Data item description blocks
CRITICAL DATA ITEMS:
Date of rank--current grade 378
Effective date of change In
strength accountability 378
Military service obligation 378
Date of separation 378
Total years service date/
promotion list service
date 378
Combat area--days temporary
duty 378
Personnel accounting symbal 378
NONCRITICAL DATA ITEMS:
Date departed last duty
station 378
Date arrived at station 378
Overseas tour length-- b
current/last 209
Assignment preference--first
continental United States
area 378
Assignment preference--sec-
ond continental United
States area 378
Assignment availability date 378
Assignment limitation--first 378
Assignment limitation--sec-
ond 99b
Home of record 378

e

k.
Total
num-  GAO  Air Force
ber com- reliabil-
of puted ity stan-
er- error dards
rors rate (note a)
(Percentages)
13 3.4 1.0
40 10.6 0.5
8 2.1 1.0
21 5.6 0.5
9 2.4 0.5
9 2.4 1.0
3 0.8 0.5
46 12.2 10.0
41 10.8 10.0
24 11.5 5.0
43 11.4 10.0
60 15.9 10.0
39 10.3 5.0
31 8.2 5.0
5 5,1 5.0
27 7.1 5.0
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APPENDIX IV
Page 2

SCHEDULE OF UOR DATA ITEMS NOT MEETING

AIR FORCE RELIABILITY STANDARDS (cont nued)

Data item description

NONCRITICAL DATA ITEMS (continued

Legal residence

Place from which entered ac-
tive duty

Assignment status

Academic education--highest

Special experience identity
other/Research and devel-
opment work area--last

Special experience identity
other/Research and develop-
ment work area--second

Retired serviceman's family
protection plan

Current tour--reason unac-
companied

Technical or flying train-
ing--last

Technical or flying train-
ing--second

Technical or flying train-
ing--third

Technical or flying train-
ing--fourth

Technical. oxr flying train-
ing--£fifth

Date suspended/grounded

Date removed/suspended/
grounded

27

Total Total

number num- ‘GAO  Air Force
of appli- ber com- reliabil-
cable in- of puted ity stan-

formation er- error dards
blocks rors sate (note a)

(Percentages)
):

378 56 14.8 5.0

378 41 10.8 5.0

378 44 11.6 50

378 54 14.3 5.0

378 35 9.3 5.0

160° 12 7.5 5.0

96b 9 9.4 5.0

21P 7 33.3 10.0

378 87 23.0 10.0

290P 82 283 10.0

213P 74 34.7 10.0

152b 64 42.1 10.0

107b 52 48.6 10.0

95b 5 5.3 5.0

48P 3 6.2 5.0
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SCHEDULE OF UOR DATA ITEMS NOT MEETING

AIR FORCE RELIABILITY STANDARDS (continued)

%The Air Force provided us with reliability standards ranging from j
90 to 99.5 percent. However, for purposes of comparison, we have !
subtracted these reliability standards from 100 percent. i

bThe total number of applicable information blocks is less than the
total sample size because the particular information was not ap-
plicable to all the individuals whose records we reviewed.

(e



APPENDIX V

Page 1
SCHEDULE OF UAR DATA ITEMS NOT MEETING
AIR FORCE RELIABILITY STANDARDS
Total Total
number . num-  GA0O  Air Force
of appli- Dber com- reliabil-
cable in- of puted ity stan-
formation er- error dards
Data item description blocks rors rate (note a)
(Percentages)
CRITICAL DATA ITEMS:
Date of rank--permanent
grade 480 12 2.5 1.0
Permanent change of station
code 480 56 11.7 1.0 =
Effective date of change iIn i
strength accountability 480 68 14.2 0.5
Organization 480 3 0.6 0.5
Proficiency pay--status - 480 7 1.5 1.0
Proficiency pay--reason not b
receiving 35 6 1/7.1 1.0
Expiration term of service 480 7 1.5 1.0
Date of separation 480 10 2.1 0.5
NONCRITICAL DATA ITEMS:
Date departed last duty
station 480 60 12.5 10.0
Date arrived at station 480 67 14.0 10.0
Subsistence allowance au-
thorization 480 26 5.4 5.0
Eligibility for reassign-
ment 480 27 5.6 5.0
Date of availability for
reassignment 480, 57 11.9 5.0
Reason not reenlisting 68 6 8.8 5.0
Eligibility 480 103 21.5 5.0
Marital status and number
of dependents 480 47 9.8 5.0
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SCHEDULE OF UAR DATA ITEMS NOT MEETING %
AIR FORCE RELIABILITY STANDARDS (continued) f
Total Total
number num- GAO  Air Forcd
of appli- ber com- reliabil.
cable in- of puted ity stan.
formation er- error dards
Data item description blocks rees- Iate- (note a:
(Percentages)

NONCRITICAL DATA ITEMS (continued) :

Current accompanied status 270 40 14.8 10.0
Overseas duty selection
. date/Date eligible for

return from overseas 480 42 8.8 5.0
Mental category 480 78 16.2 10.0
Date entered/completed/ b

withdrawn training 332 50 15.1 5.0
United States Air Force b

supervisory examination 25 3 12.0 5.0
Retired serviceman's family b

protection plan option 50 10 20.0 5.0
Retired serviceman's family b

protection pilan annuity 51 9 17.6 5.0
Human reliability determina-

tion--status 480 52 10.8 5.0

®The Air Force provided us with reliability standards ranging from

90 to 99.5 percent. However; Tor purposes of comparison, we have
subtracted these reliability standards from 100 percent.

K

£ S S

bl sl

IOThe total number of applicable information blocks is less than th: .

total sample size because the particular information was not ap-
plicable to all the individuals whose records we reviewed.
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DEPARTMENT OF THE AIR FORCE
WASHINGTON 20330

OFFICE OF THE SECRETARY

APR 26 1968

Dear ¥Mr., Newman:

The Secretary of Defense has asked me to reply to your letter of
February 27, 1968, providing copies of your draft report on the Review
of the Air Force Personnel Data System (0SD Case #2739).

A key objective of the Air Force Personnel Data System has been
and is the accurate and timely reporting of personnel information, We
will not be satisfied with anything Less than the irreducible minimum
data accuracy rate, hence our goal is 100%accuracy. As a result, the
Air Force has been fully responsive to the GAO findings and initiated
aggressive action while the review was in progress to improve Air Force
directives, policies and procedures. Immediately following the exit
briefing, a comprehensive and detailed USAF Data Improvement Program,
in greater depth than originally described to GAO, was implemented.
Significant achievements have been made towards the goal of an error-
free data system.

Each of the main topics in the GAO report is discussed below:

a. Need for Improving the Reliability of Information in the
Personnel Data System,

(1). Summary of GAO findings:

(a). During our review, we found that the Personnel
Data System was not providing personnel data of sufficient reliability
to the various levels of command for use in the management of personnel
resourceso

(b). The reporting of inaccurate personnel data, such
as we found during our review, could result in inappropriate management
- decisions, These decisions have their effect on both the Air Force and
the individual service member because the System provides data which
influences decisions on such matters as assignments, promotions, school
selections, separations and retirements.

(2. Air Force comments:
(a), V¢ confirm that there were and are certain data

items that: do not meet the desired degree of reliability., The report
reflects an ove.211 error rate of 5% for officer data and 6% for airman
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data, or stated positively, a 95% and 94% accuracy rate. However we
question the implication that the Personnel Data System was not providing
personnel data of sufficient reliability to the various levels of command
for use in the management of personnel resources. This judgment is
overstated so long as we are, in fact, able to use the data in managing
our resources, particularly in connection with Southeast Asia operations.

(b). The total Air Force personnel system used in the
management of personnel resources encompasses more than just the Personnel
Data System. Personnel policies and procedures contain many checks and
balances designed to detect and correct management decisions which may
have been based on errors in UOR and UAR data. The computer does not
reassign people, but is used as a management tool to select personnel
eligible for reassignment according to established criteria. Recognizing
the probability of some errors in the system, it is possible that the
individual selected for reassignment is not qualified or eligible for
reassignment. However, the assignment system includes "fail~safe"
procedures as indicated in the following examples to preclude the

malassignment of personnel. The assignment system is designed to permit
Consolidated Base personnel Offices (CBPOs) to submit a reclama when a
review of manual records indicates an individual is not qualified or 3

eligible for reassignment.

(c). For example, at the time of the GAO review, about
1,500 airmen in grades E-6 through E-9 were centrally selected each month
for overseas assignment by the Military Personnel Center. UAR summary data
furnished by each major command was consolidated into a priority sequence
listing for the selection of the most eligible airmen in these grades for
overseas assignment. A study conducted from February through August 1967
indicated 10,427 name selections were made by the Military Personnel Center.
Of those selected, only 417 requests for release were submitted and airmen
replaced based upon erroneous data reported in the major coumand UAR.
Although a replacement rate of about 4% is not acceptable, effective
management was achieved in selectively manning all overseas requirements,
including Southeast Asia, through the reclama and relevy check and balance
provisions within the assignment system." Using the UOR/UAR data base,
approximately 20,000 airman and 3,500 officer assignment actions are
consummated monthly.

(d). Information in the UOR/UAR has also provided the basis
for a continuing series of analyses directed toward major revisions and
improvements in personnel policies and procedures. An example is a recently
completed study of officer and noncommissioned officer rotation to Southeast
Asia. By using available UOR/UAR information, and through statistical
methodology, it was possible with a completely acceptable degree of accuracy :
to project the rotation of the eligible resource to Southeast Asia, .
forecast when second involuntary tours would become necessary and take
actions to delay the advent of involuntary second Southeast Asia tours.
Several major policy and procedure changes were. based on the detailed !
results which made possible a more equitable sharing of this dcty among ’
Air Force personnel and a delay in involuntary second tours.
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(e). V¥ agree that the reporting of inaccurate personnel
data could result in errors in some initial management actions. The
probability of errors in the system and their influence on management
decisions is accepted. However, the implication that errors in initial
management actions would have an adverse effect on both the Air Force
and the individual is questioned. As indicated above, and in the
examples that follow in paragraphs b and c, the personnel system has
checks and balances designed to make the system "fail-safe™ by detecting
errors in UOR/UAR data and correcting them prior to consummation of
management decisions.

b. Uniform Officer Records (UORs).

(1). Summary of GAO findings: The Air Force reliability standard
for these information blocks (the five most recent technical or flying
training courses for officers) provides for a minimum accuracy rate of 90
percent. We found, however, error rates for these information blocks
ranging from 23 percent to about 49 percent. This high frequency of error
could adversely affect the assignment of officers.

(2). Air Force comments:

(a). W agree that this error rate could adversely affect
the assignment of officers. It is accepted that the high degree of error
may have had an effect on the selection process of officer assignments.
However, the '"fail-safe' procedures (reclama, review and relevy actions)
similar to those indicated above are designed to assure that officers
have the proper prerequisites for assignment to a particular Air Force
position,

(b). The difficulty encountered by CBPOs in determiniung the
proper codes by course description in ADE CO-820, AFM 300-4 was identified
and action initiated to alleviate the problem. AFMM 50-5 has been revised
to include the corresponding code with course titles. Also, certificates
now issued upon completion of training reflect the applicable code for entry
into the UOR. In addition, since ARMM 300-4 did not include codes for new
courses, it was amended in October 1967 to provide for some 1500 additional
codes for courses not previously included. Another 1500 new codes are
being added in April 1968.

c. Uniform Airman Records (UARs).

O. Summary of GAO findings: The Air Force reliability standard
for this information block (date of rank - permanent grade) provides for a
minimum accuracy rate of 99 percent. VW& found, however, the error rate for
this information block was about two percent. This frequency of error could
result in eligible airmen not being considered for promotion,
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(2). Air Force comments:

(a). V¥ agree that the frequency of error of about two
percent in date of rank {(permanent grade) could result in eligible airmen
not being considered for promotion. Again, there are checks and balances
built into the airman promotion system, similar to those indicated above
for the assignment system, and more importantly, to find the error and
correct it, as indicated below, thereby preventing eligible airmen from
being overlooked for promotion,

et taTie SR AL,

factors, such as primary Air Force specialty, used as criteria to prepare
a machine listing of airmen eligible for promotion. Eligibility listings
are checked by the Special Actions Unit of the CBPO for necessary correction

additions or deletions to insure eligibility for promotion consideration, \

1, Date of rank (permanent grade) is one of several %
st

Copies are also sent to the unit commander for evaluation of eligibles.’
In addition to this manual audit, eligibility listings are posted on the

bulletin board seo interested personnel may insure their information is
correct

2. Additionally, an ineligible listing is now being
prepared indicating the reason why an airman is not eligible for promotion.
Copies of this Listing are available in Unit Administration of the CBPO
to afford the individual an opportunity to verify the accuracy of
eligibility data and know why he is not being considered for promotion,
This tightens control procedures €or the identification of any UAR errors
that may cause an airman to be overlooked and builds an audit trail as
the total of the eligible and ineligible listings must equal total assigned
in that grade.

(b). During the Fiscal Year 68-2 and 68-3 airman promotion
cycles, 0.14% of the airmen selected for .promotion in these cycles were
initially overlooked by virtue of UAR errors. Due to the "fail-safe"

procedures outlined above, errors were identified and the airmen promoted 4
on schedule.

e

d. Lack of Adequate Review Procedures -~ Annual Records Review.

(1), Swmmary of GAO findings: 'In our review of the administra-
tion of the annual records review, we found that about eight: percent of the
officers and about 15 percent of the airmen included in our sample had not
reviewed their records in over a year. Additionally, at one CBPO, we found
that the personnel clerk conducting the reviews did not make an item by
item verification of the personnel data with the individual who was reviewing |
his records. The assistance of CBPO personnel is necessary because most 4
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of the data shown on the UOR and UAR print-outs are coded and require the
use of the appropriate Air Force manuals to interpret the meaning of these

codes. We also observed at another CBPO that changes were processed directly

into the System based on statements made by an officer during his annual
records review without verifying the validity of these statements to the

underlying source documents.
(2). Air Force comments:

(a). We agree that: records review procedures previously
outlined in Air Force directives did not explicitly cover every detailed
aspect of a records review, Also, no report was required to measure the
degree of participation. A comprehensive program has been devised and

included in Air Force directives,  to evaluate participation and improve the
effectiveness of the records review program (see Appendix IIL).1

(b). The new procedures specify that a qualified personnel

technician will review the record with the individual concerned, checking
each data item against the hard copy validation document filed in the unit
personnel records. Any errors or disagreements Will be resolved by the

Office of Primary Responsibility (OPR) in the CBPO, The OPR will also be
responsible for entering the corrected data into the system by use of a
correction form.

{c). An Annual Records Review Participation Report is
now submitted each month from CBPOs through the major commands to Hg USAF.
The report depicts the number of personnel scheduled; the number excused
who did not complete the review; the percent of compliance and the percent
of completion of reviews. This provides managemsnt at Hq USAF and major
commands a means to monitor participation and take corrective action when

required.

e, Personnel Assistance Teams (PATSs).

(1). Summary of GAG findings:

(a). In our review of the work performed by the PATS, we
were informed by Center representatives that prior to Marech 15, 1967, the
PATs had standard review procedures and evaluation guides of a limited
nature. Hence the procedures used and areas reviewed varied with each
personnel team depending upon the interest and knowledge of each member
of the team. Consequently, there was no systematic procedure for
accumulating data for statistical analysis. We-were also advised that
prior to March 15, 1967, there was no management procedure whereby problem
areas were brought to the attention of cognizant Center officials for

corrective action.

1GAO note: The agency®"s comments appear as appendix VI 1In
this report. Accordingly, appendix IIT to the

agency"s comments is also identified in this
report as appendix VI,
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(b). During our review, we found that major commands have
PATs which also review the operations of the Personnel Offices under their
respective commands. While these PATs are not under the control of the
Center, they perform work similar to the PATs from the Center. Inasmuch
as the PATs from the Center have standardized their review procedures, we
proposed that consideration be given to having the PATs from the major
commands adopt the same standardized review procedures. In addition, we
suggested to Center officials that they consider requesting the audit
services of the Air Force Auditor General in order to have an independent
audit group assess the validity of the data.

(2). Air Force comments:

(a). The Personnel Assistance Program, prior to March 15,
1967, as cited by GAO, had no management procedure whereby problem areas
were brought to the attention of appropriate Air Staff agencies for
corrective action. Since 1963, the PATs have prepared a written report
(AFPMC Form 5) of their observations and recommendations, copies of which
were left with the CBPO visited and forwarded to all functional managers ,
within the Center. To strengthen this area of Air Force personnel manageme: |
the CBPO Division was organized on March 15, 1967 with a Management Branch i
to work with Air Staff agencies on a continuing basis to recommend correctiv."
.action and follow-up as required.

(b). W concur with the GAO recommendation and have
implemented standard review procedures for use by Personnel Assistance
Teams at both Hq USAF and major commands. |In addition, the Air Force
Auditor General will conduct a one-time world-wide examination of data
reliability in the current system. Further, Base Resident Auditors will

Beri_odically validate the reliability of data in the system on a selected
asis, Appendix ITI contains the current status of these actions.

(c). Using standard review procedures, Personnel
Assistance Teams made a follow-up visit to Reese AFE and Vandenberg AFB
in January 1968 to determine the results of actions since the GAO review
to improve data accuracy. The following comparison shows the results of
the GAO review versus subsequently observed reliability rates and the
percentage of improvement.

Percent
GAO Rate PAT Rate Improvement
Reese AFB
UOR 93.5% 94.0% 0.5%
UAR 94, 2% 97.0% . 2.8%
Vandenberg ARB
UOR 96.7% 99.23 2.5%
UAR 94.9% 99.0% 4,1%
1 See p. 35,

GAO note: Referenced citation changed,
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f. Absence of Management Reliability Standards.

(1). Summary of GAO findings: V¢ found that the Air Force
had not established formal standards for evaluating the degree of
reliability of UOR and UAR data. During a meeting with Air Force
officials on May 17, 1967, we suggested that appropriate standards
. be established, since we believed that managemeant should have a standard
by which to measure the reliability of these data. Accordingly, on
July 5, 1967, and July 10, 1967, Air Force officials provided us with
copies of their newly developed reliability standards for individual
UOR and UAR data items respectively. We were advised that these reliability
standards were interim standards which would be adjusted when more refined
statistical data are accumulated.

(2). Air Force comments:

The finding by GAO that the Air Force had not
established formal goals (except the implicit standard of 100 percent
accuracy) is correct. Standards or goals (Personnel Data Reliability
Rates = PDRRs) have been established for each data item on the soft
copy print-out of the UCR and UAR based on accumulated statistical data.
These PDRRs (goals) were distributed to all major commands in December 1967
and observed reliability rates by PATs are compared to these standards.

(b). Due to increased emphasis on data accuracy, the
reliability of certain UOR data items rose above the December 1967
Personnel Data Reliability Rates. As a result, PDRRs (goals) in the
following UCR data items were raised significantly in March 1968, as
shown below,

Interim PDRR Dec PDRR Mar FDRR

Permanent Grade 95.0% 97.5% 99.0%

Third Assignment Limitation 95.0% 99. 0% 100. 0%

Third Professional/Military School 95.0% 99.5% 10G,0%

Retired Serviceman's Family 95.0% 95,.0% 98. 0%
Brotection Plan = Option/Annuity

Dependent Children, Fifth 90.0% 99.5% 100. 0%
and Sixth

Number of Additional Children 90.0% 99.5% 100. 0%

Additional Aeronautical Rating 95.0% 98. 0% 100. 0%
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(3). The intent in the future is to continually raise our
standards as data reliability increases until we have attained our
objective of 100 percent data accuracy, or achieved an irreducible
minimum.

g. lIneffective Guidance and Instruction by Higher Levels of Command.

vague instructions, and (3) the applicable Air Force manuals did not

(b). In addition, more definitive procedures have been
established for the review and coordination of Hq USAF personnel publica-
tions and major command supplements thereto. Specifically, designated
HJ USAF personnel directives in the 30, 31, 34, 35, 36, 39, 45, 50, 211,
213, and 900 series are given a technical review by the Directorate of
Personnel Data Systems prior to publication. This insures the procedures
are compatible with personnel data systems, and that data element definitions
and codes agree with AAMM 300-4, Major command supplements to directives
will be submitted to the Air Staff OPR for review and approval prior to
publication, and will contain the OPR's authority for publication,
Existing command supplements must also be submitted for Hq USAF OPR
approval or automatically superseded. A retroactive review of major
command supplements is being accomplished. An implementing directive
in the AR 5 series and a revised Personnel Operating Instruction 35-1
have been prepared and are being finalized within Air Staff agencies
to establish responsibilities and procedures for the implementation of
this program,

h. Inadequate Staffing and Training of Personnel.

(1). Summary of GAO findings:

(a), We found that the total number of personnel assigned
was generally equal to the total number of personnel authorized. However,
at several bases there were personnel shortages in the supervisory positions
and overages in the apprentice positions.,
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(b). With respect to the training of CBPO personnel,
we found that most personnel had either formal or on-the-job training
in their career field. However, at one base, three of the five officers
had less formal training than is shown in the applicable Air Force manual
as ""desirable'™ for their position,, In addition, we found instances where
the Personnel Office had only one person who was knowledgeable of the
operations of the System.

(c). W further advised Air Force officials that we
believed there was a need to instill in CBPO personnel, particularly in
the lower pay grades, an awareness of the importance of the work they
are performing in order to reduce or eliminate inaccuracies resulting
from human error,

(d). W proposed that the Air Force prepare a general
information handbook which would emphasize both the importance of main-
taining accurate data as well as explaining the interrelationship of each
individual's function within the System. In addition, we suggested that
the Air Force consider publishing a *“primer' for use by the operating
personnel as a reference to individual data items,

(2). Air Force comments:

(a), W agree with the GAO that there has been a shortage
of personnel qualified to fill supervisory positions at many CBPOs. The
two principal causes of this condition are: (1) CBPO manpower authoriza-
tions were increased during Fiscal Years 1967 and 1968 throughout the
Air Force as the result of a comprehensive management engineering survey,
This survey established that prior manpower authorizations in the personnel
area were inadequate for the tasks to be performed and added approxinately
1200 authorizations to the CBPO work force. (2) The unexpected and
continuing requirement to man Southeast Asia with great numbers of the
most highly qualified personnel specialists available.

(b). As noted by the GAO, airmen were entered into the
personnel career field at the apprentice level to £i11 these increased
requirements. To improve the quality of airmen entering the personnel
career field, all airmen at the apprentice level beginning July, 1967 are
given formal personnel training at Air Training Command courses prior to
reporting to their first duty station. To further manage this area, a
program has been developed at the Military Personnel Center which permits
closer monitoring of CBPO supervisory manning by grade and Air Force
specialty.

(c). Some officers are entered into the personnel career
field with academic backgrounds other tban those listed as "desirable™
in the Air Force Classification Manual. Our experience has shown that
those officers who possess only the mandatory qualifications and who
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receive appropriate technica training through on-the-job training' or
formal means satisfy the knowledge requirements of the job at CBPO level,
"Desirable™ qualifications are listed to show those which would enhance
an individual's ability in the specialty, provide qualification for higher
levels of skill and responsibilities and to serve as a guide for occupa-
tional development, Mandatory and desirable qualifications listed in the
classification directives receive constant Air Force attention and are
modified as necessary to keep pace with changes in specialty requirements.,

(d). W agree with the need for Personnel Data Systems

- training of those CBPO functional managers not directly involved with data!
reporting, As a means of assisting in training such personnel, we have
distributed a training package to all CBPOs for use in their in-house
training programs, It illustrates mechanized products, explains their 3
content and use, and emphasizes the importance of their accuracy to all
product users. These packages have been provided since June 1967 and are
updated when system changes occur,,

(e), W agree with the GAO that a need exists to improve *
in our personnel specialists an awareness of the importance of their work,
This area is emphasized at the formal personnel school which all airmen
must attend prior to assignment to duty in a CBPO, as indicated above.

Also, a General Personnel Data System Description Pamphlet has been
developed and approved for publication. It is designed to explain the
overall operation of the system in laymen's terms and provide a better
understanding of the manager's and individual's role in the total system.
Emphasis is placed upon the responsibilities of the individual and the
manager for data accuracy. B

(f). Based on suggestions by GAO and our feasibility
study, a Personnel Data System Data Item Cross Reference Index (Frimer)
was developed and distributed to all CBPOs in December 1967 for use as a
quick-reference guide for all UOR/UAR data items. The index was expanded
to include even more cross reference data than recommended by the GAO
to make it as comprehensive as possible. Responses received from major
commands after 60 days use indicate a favorable reaction and acceptance
of the index as a training aid and management tool. The following
examples of comments received from major commands are quoted in part:
"The Cross Reference Index should be of valuable assistance in the traininf;
of inexperienced personnel and as a ready reference to managers and K
supervisors,”™ and "The Cross Reference Index is one of the best products

. distributed to assist personnel in gaining a better understanding of the
Personnel Data System."
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i. Conclusion and Agency Actions.
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(1). Summary of GAO findings: The Personnel Data System
was designed to retain and provide to Air Force management officials
information that they need to manage the service's personnel resources.
Using the Air Force's reliability standards, we found that the information :
being retained in the System was not sufficiently reliable to effectively
serve this purpose, and we identified what we believe to be the basic
management weaknesses that contributed to this condition.

(2). Air Force comments:

(a). The USAF Personnel Data System is a new, far-reaching :
venture into highly sophisticated and heretofore uncharted data processing 3
areas. Many of the innovations and breakthroughs, as a result of pioneering
efforts by the Air Force, are now being accepted and utilized by other
governmental agencies as well as civilian industry. During the design
and day-to-day operation of the system, situations continue to arise in
which there are no known solutions or outside source of experience to which
the Air Force can turn €or assistance. W will continue to solve these
problems in-house while searching for new ideas and advanced techniques
to further enhance the USAF Personnel Data System, regardless of the source.

(b). It is the USAF Personnel goal to have in-being at
all times a personnel data system that is visionary in scope, responsive
to the needs of Air Force management and always abreast of the latest
data processing technique. Accuracy of the data within the USAF personnel
system is paramount in the management and Operation of the system, therefore
the irreducible minimum or a 100%data accuracy rate is a major management i
objective of the Air Force personnel program. Due to the complex inter-
working of a world-wide data system of such magnitude as the current
Personnel Data System, data accuracies within the system will unavoidably
have peaks and valleys. Changes and modifications normally result in
increased errors until assimilated; this is accepted as a way of life.
W are continually searching for answers to problems associated with large-
scale systems management and are directing our efforts to minimizing
the impact of these conditions where possible.

PRI
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(c). As pointed out earlier in the report, we question the
GAO position that information retained in the system was not sufficiently
reliable to effectively serve the purpose for which the system was designed,
The degree of reliability found by the GAO is not acceptable to the Air
Force, but cannot be used as the sole or gross measure of overall system
-effectiveness in terms of how well. personnel resources have been managed.

(d). Actions taken to increase data accuracy in the
Personnel Data System are included in the attached Appendix III,lwhich has
been updated for inclusion in the final report. These actions have resulted
in a far-reaching data improvement program based on our own, as well as
GAO's, findings and suggestions.

1540 note: Referenced citation changed. See p. 35.
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(e). The effort expended in the 1700 mandays by the
General Accounting Office in this review has been of immeasurable
assistance in identifying and recommending actions to enhance USAF
personnel system objectives, The cooperative attitude and professional
approach, plus the GAO audit team member's individual experience, have
rendered the Air Force a significant service. GAO's efforts, plus the
aggressive actions by the Air Force, will. play a major role in more
effectively managing current and future USAF Personnel Data Systems.
The assistance rendered by the General Accounting Office is appreciated.

Sincerely, )
¢ I e
Wi APV I
W
1 WiLLIAM DOOLITTRE
Besistant Secretary of the Alr Fore2

1 Atch 1 Manpower and Reserve Affairs
Revised Appendix ITI

Mr. William A. Newman, Jr.
Director, Defense Division

U. S. General Accounting Office
Washington, D. C. 20548

1(;A0 note: Referenced citation changed. See p. 35,
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UNITED STATES AIR FORCE

PERSONNEL DATA IMPROVEMENT PROGRAM

to correspond with the management weaknesses discussed in this report.

Outside Agency Audits

The Comptroller and Auditor General of the Air Force have concurred
in the use of the Base Resident Auditor to validate the reliability
of data in the Personnel Data System (UOR/UAR). A proposed Audit
Package was forwarded to the Auditor General in February 1968. Final

arrangements for conducting this type of audit are being established
in coordination with the Auditor General.

Personnel Data Review Program

A program has been initiated to identify and correct selective UOR/
UAR data items on a periodic basis. The first group of data items,
selected because of their significance and/or low reliability rate,
was furnished all CBPOs (except those in PACAF) in February 1968.
Results of the initial Personnel Data Review Program were forwarded
to the USAF Military Personnel Center by major commands in March 1968.

Reports will be correlated with the computed reliability rates and

used to identify areas where even greater corrective emphasis is

required. This program will be continued on a bi-monthly schedule.
Records Review Program

A program has been established to increase and evaluate participation
in the annual records review program. Instructions have been issued
€or reporting annual. records review participation to Hq USAF. The
first report was submitted in March 1968. Detailed standard record
review procedures have been included in the records maintenance
manuals to accomplish a more effective records review. These
procedures have been published and distributed.
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Ajr Force Standardized Personnel Assistance Teams Program

Standardized review procedures for use by USAFMPC and Major
Command PATs were developed, staffed, coordinated with all
commands and officially implemented in February 1968. 1In
addition, a standardized evaluation guide has been developed
for use by all commands.

Air Force Validation Plan

A study was made to determine the most appropriate level of
command at which to provide the capability to validate UOR and
UAR data and to provide retention of source validation documents
at that level. Appropriate directives were revised and published
in March 1968 identifying validation documents for each PDS data
item, including filing and disposition of these documents.
Directives now specify that appropriate documents in the unit .
personnel records will be compared with the data in the system y
at the time of records review. These validation documents will
provide an audit trail for inspectors and auditors.

PERSONNEL DATA SYSTEM EVALUATION

Air Force Personnel Data System Evaluation Program

Personnel Data Reliability Rates (PDRRs} have been developed and
disseminated to all commands. PDRRs developed and forwarded to all
commands in December 1967 are considerably higher than the ™"™interim
standards™ originally given to and used by the GAO in this survey.
These December 1967 PDRRs for certain UOR data items were subsequentl.
raised in March 1968 when observed AF mean rates for these items

rose above the December rates.

Functional Managers Responsibilities

A program has been initiated for functional managers at Air Staff

and the major commands to participate with complementary actions

to improve the reliability of UOR and UAR data. Directives have

been revised to specify responsibilities of Offices of Primary
Responsibility (0PRs) for the accuracy of data they enter into the
system. This includes continued Air Staff surveillance of reiiabilit:
of data entered by functional counterparts at subordinate levels.

Lk
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Responsibilities of Data Managers

A clearly defined Quality Control program has been established
at each echelon of command. Specific responsibilities of major
commands and CBPOs for the management of this program to improve
data accuracy have been published in appropriate directives.

GUIDANCE AND INSTRUCTION

Improvement and Control of Air Force Personnel Publications

Major

The following directives are being finalized within the Air Staff:
(a) A revision of Personnel Office Instruction 35-1, for use of Air
Staff DCS/Personnel offices, which outlines control and coordination
procedures for issuance of Hq USAF directives governing Personnel
programs, and (b) A new regulation which will contain detailed
procedures for controlling the issuance of supplementary instructions
(to Hg USAF Personnel Directives) within the major commands. This
regulation, among other control measures, will require advance

approval from the Hgq USAF OFR for all supplements to Hq USAF
Personnel directives.

Command Management Information Office Meeting

A workshop for representatives of all major command management
information offices was held during December 1967. Positive guidance
was given to correct errors uncovered by the GAO review and to
establish continuing procedures to maintain increased data accuracy.
Primary emphasis was placed upon implementation of the USAF Personnel
Data Improvement Program and the establishment of. an effective
guality control program at all levels,

Personnel and Finance Procedures

As an integral part of this continuing improvement program, Personnel
and Accounting and Finance representatives of Hgq USAF and represen-
tatives of the Accounting and Finance Center meet monthly to resolve
problems and discuss improved methods to accomplish the interrelated
actions of various Finance and Personnel programs at all levels of
command. All proposed directives that involve interface between the
Personnel and the Accounting and Finance functions ai-e reviewed and
coordinated by the respective staffs before implementation, and
problem areas are resolved by face-to-face contact or telephone
discussions on a day-by-day basis,
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Rapid Information Communications Systems

Contact point listings have been prepared to encourage telephonic
communications between the Center 2nd major commands, and between
major commands and CBPOs. These listings identify persons to

contact for clarification of instructions or interpretation of
procedures when reliability of data in the system is involved.

STAFFING AND TRAINING CF CBPO PERSONNEL

CBPO Manning Improvement Program

A functional manager for CBPO manning has been established at

the Center to monitor and, in conjunction with the major commands,
improve skill and grade manning of CBPOs for officers and airmen.

A Personnel Management Record at the Center will provide detailed

manning information to more closely monitor and control CBPO manning
and assignment actions to and from the personnel function.

.Personnel Data System Training Program

In-house training requirements for support of the Personnel Data
System have been specified in Air Force Manual 30-3. Continued
emphasis has been placed on the urgency of the requirement to
implement, and enlarge upon this training program, Progress of
training programs at base level will continue to receive close
attention by the USAF Personnel Assistance Teams. Vu-graphs
illustrating base level products and their use, with an accompanying
narrative, have been furnished all CBPOs. This training tool is

updated by the Center each time the content, format, or use of
products change.

Personnel Data System General Description Pamphlet

A pamphlet has been developed and approved for publication which
provides a simple description cf the system for all users and

managers. This pamphlet is designed to increase the understanding

of the individual's and manager's role in the total system and
provide an orientation of the overall operation of the system.

Personnel Data System ""Primer"

A Personnel Data System Data Item Cross Reference Index has been
developed and is now in use at CBPOs as a quick reference guide for
all UOR/UAR data items. This index assists personnel. in gaining a
better understanding of the coding and procedural complexities of
the system by providing in one document the definition, location,
source and coding instructions for each data item.
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