Chapter 2

Planning, Programing, and
Budgeting

T

o insure that the security responsibility of an installation or activity receives
maximum emphasis, the security manager
must be totally aware and involved in the
installation planning, programing, and
budgeting process. This involvement includes preparation of manpower reports and
appropriate submissions.
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Planning

Planning for the security defense of an
installation must remain constant, practical,
flexible to the mission and certainly responsive to the needs of the commander. Only
through adequate planning can we provide
an effective counter response to security
threats-as outlined in chapter 1.

2-1

Planning Basis

a. Implementation of Department
of the Army (DA) policy, AR 190-13, and those
supplemental directives by installation and
higher commanders is imperative to having a
sound security, program.
b. The following must be considered when
planning security measures for an installation:
(1) Mission.

Section I

c. Probability of the most serious incident.
d. Implementation in the interest of continuity of all security operations.

2-3

Pre-operational Phase
(Estimate)

a. Sound prior estimates of the
security operational situation will reap big
dividends when planning is ongoing. As a
minimum, the preoperational estimate
should be concerned with the latest
(1) Security Analysis and Vulnerability
Estimate (SAVE)
(2) Security Vulnerability Assessment
(SVA)

(2) Vulnerability.
(3) Impact on operations.

(3) Operational Security (OPSEC).

(4) Budget limitations.
(5) Personnel and equipment limitations.

2-2

Objectives

To be effective, planning must involve a phased approach, be flexible in
incorporating changes, and have clearly
defined courses of actions. It must be concerned with realistic protection in depth and
be based on:
a. Relative standards.
b. Personnel, materiel and equipment
available.

b. The estimate must involve determination of all available resources and acts as the
basis for developing a sound security plan.
c. The estimate should entail maximum
use of existing organizational structures,
supervisors, materiel and equipment, and
available technical skills.
(1) Identification of unknown factors and
limitations.
(2) Identification of the necessary augmentation of personnel and equipment to
support the operational phase.
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2-4

Operational Phase

Planning for the operational phase
must be all inclusive. It involves training
programs concerning duties and responsibilities prior to, during, and after the operational
phase. As a minimum, this phase should
cover:
a. Employment of assigned and attached
personnel.

procedures will identify plan deficiencies and
allow for necessary corrections and adjustments.
b. Evaluation of the plan will actually
acquaint personnel with their duties and
responsibilities as well as the mechanics of
the plan.
c. The methods of evaluation should include:

b. Serviceable equipment.

2-5

Awareness Phase

To insure that the operational phase
is sound and that the plan is workable and
practical, all personnel must be aware of their
duties and responsibilities. Contents of the
plan must dictate requirements and courses
of action to include the interface of security
personnel.
Extracts of the plan must be provided to key
personnel and supervisors to insure areas of
responsibility are executed. Also, supervisors
must brief their personnel on appropriate
duties and responsibilities, and monitor their
actions to insure a successful plan exists.

2-6

Development

Developing a sound security plan
must involve an integrated approach as to
who, what, when, where and how. Specifically, the development should be in accordance with appendix F of this manual.

2-7

Evaluation

a. This is an important element of
any plan to insure the plan’s overall appropriateness and workability. Sound evaluation
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(1) Testing techniques in which all portions of the plan are exercised individually
and collectively.
(2) Testing conditions which are as close
as possible to real world conditions and
which simulate security threats as appropriate.
(3) Quality control through selecting evaluators who can provide a complete critique
of the workability and appropriateness of
the plan. Evaluators should be instructed
to place special emphasis on personnel
actions, both individually and collectively
as a team, when weaknesses in training
are evident. The evaluator should make
note. An essential element of the evaluation is the feedback by evaulators. This
feedback acts as a procedure for revising
and modifying the plan. Revision should
be immediate and all personnel must be
made aware of the changes.
(4) Evaluation Frequency:
(a) The plan must be evaluated at
irregular intervals based on published
directives and as deemed necessary by .
the responsible commander.
(b) Mechanics involving development
of a security plan should consider the
processes outlined in figure 2 and
incorporate the data set forth in appendix F.

Figure 2—Process steps in effective planning.

Programing and Budgeting
As the Army continues to mature in terms
of complexity and sophistication of weapons
and equipment, the management of Army
resources becomes an increasing responsibility. Inherent to this responsibility is the need

Section II

for advanced security equipment, more and
better trained security personnel, both civilian and military. Therefore, the security
manager must be knowledgeable in resource
management.
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It is essential, in the management of
installation security measures and requirements, that the security manager knows the
working relationships and necessary requirements involving budget formulation and
execution of the following:
❑ Command Budget and Manpower Guidance (BMG).
❑ Program Budget Advisory Committee
(PBAC).
❑ Command Operating Budget Estimate
(COBE).
❑ Major Activity Directors (MAD).
❑ Budget Requests.
❑ Manpower Procedures.
❑ Justification for Additional Security Personnel and Equipment.

2-8

Budget and Manpower
Guidance (BMG)

a. Budget and manpower guidance
is generated at Headquarters, DA, to insure
that Army responsibilities spelled out in the
FYDP are passed down to major commands
and agencies.
b. Through this guidance DA spells out for
each major command and agency precisely
what will be required and what limitations
are to be imposed. Based on this guidance,
major commands and agencies update their
5-year programs and generate budget estimates for the budget year. The document each
command or agency develops is its budget
and manpower guidance (BMG).

b. This document provides higher headquarter’s approval for use of all assigned
resources for a specific period. The document
is an extract from the Army portion of the
FYDP of those resources that have been
contemplated for allocation and contains
goals and workloads that such resources are
designed to support.

2-10 Concepts
a. Major command/agency 5-year
programs, written in terms of appropriations,
budget programs, and elements of expense,
are detailed statements of the planned
application of the resources (based on DA
guidance) to accomplish assigned missions,
goals, and workloads of the command for 5
years.
b. DA’s budget and manpower guidance
for major commands and agencies does not
constitute authority to obligate finds.
Rather, it is guidance to which recipients
respond with their budget estimates and,
finally their command operating budget
estimates (COBE). This guidance document
from Headquarters, DA, is formally updated
three times a year.
c. Each successive headquarters translates the guidance it receives from above into
expanded guidance for its subordinate commands. This action carries guidance from
Headquarters, DA, down to the operating
levels where, in response, the COBE is generated.

2-11 Command Operatin
Budget Estimate (COBE)
2-9

BMG Objectives

a. The BMG is the basis for planning, programing and budgeting for all
assigned missions, objectives and workloads.
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a. The command operating budget
estimate (COBE) is the field commander’s
estimate of resource requirements for the
approaching fiscal year and an estimate of
the following fiscal year based on advanced
budget plans. Headquarters, DA, will advise

field commands of their approved operating
budgets through four interrelated actions.
(1) June update of program and budget
guidance.
(2) DA issuance of the resources guidance.
(3) Issuance of approved operating budget.
(4) Command operating budget markup.

b. Missions are assigned and resources are
allocated to the installation commander in
the command operating program of higher
headquarters. The allocation is expressed in
terms of the Army management structure,
AR 37-100 (basic fiscal code), and AR 37-100XX (FY fiscal code). Within this broad framework the installation commander develops a
more detailed description of activities to be
performed during the year. When approved,
the COBE becomes the plan of action for executors of the program.

2-12 Purpose of COBE
a. To record in one place the activities to be conducted for a given year and the
resources for their support. These are the
activities necessary to achieve objectives
assigned by higher authority based on
guidance extracted from the Army portion of
the FYDP.
(1) Identify that portion of the budget to
be accomplished by each subordinate element in terms of objectives, policies, priorities, and resources available.
(2) Establish a basis against which accomplishments and resource utilization
can be measured.
b. Each command, agency, and installation in the Army establishment prepares an
annual COBE covering operations for which
it receives funds. These COBEs are prepared
in sufficient detail to identify
(1) What has to be done.
(2) When it must be done.
(3) What resources are available.

c. The COBE is a command, agency or
installation plan of action for a specific fiscal
year covering the activities for which it was
responsible.

Installation Management
We have already noted that the resource
management system requires installation
commanders to identify the costs of their
military personnel. In the future, therefore, a

c. The COBE is prepared by each command and developed in response to program
and budget guidance received from higher
headquarters.

Section Ill

much higher portion of the DOD budget will
be reflected annually in Army installation
budgets.
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2-13 Budget Formulation

prepares the draft installation BMG.

At the installation level, you will be
concerned with a budget cycle divided into
two phases—formulation and execution.

e. To facilitate and coordinate preparation
of program/budgets, the staff forms a program budget advisory committee (PBAC) to
serve as atop management advisory group to
the commander. The Chief of Staff is normally chairman. Other members are the
principal staff officers responsible for the
functional areas of personnel, operations,
and logistics, and other representatives as
desired by the commander.

a. The budget cycle for operation and
maintenance, Army, appropriation which
finances most of the day-to-day operating
costs of the Army, actually starts 18 months
ahead of the target budget year (BY). Most
installations do not become formally involved in the actual budget until 6 to 8 months
before the beginning of the target BY. As soon
as the annual Army budget estimate has been
finalized [following joint DOD/Office of
Management and Budget (OMB) hearings on
the Army budget estimate], DA revises its
guidance by sending to all of its major
commands revised budget and manpower
guidance (BMG) in January (about 6 months
before the target BY). Based on this revised
guidance, each subordinate command makes
necessary changes in its local plans and
programs.
b. On receipt of the guidance document at
the installation in October—six months prior
to the BY—it is sent to the Directorate of
Resource Management (DRM), who is the
primary staff officer charged with financial
management responsibility. After briefing
the installation commander and adding the
commander’s desires, the DRM breaks down
the guidance into terms and segments that
are meaningful at the installation level. He
then distributes guidance with a minimum of
delay to the major activity directors (MADs).

f. The committee considers all aspects of
the internal management of the command.
g. Each member insures that his area of
staff responsibility is accorded full consideration by the committee.
h. The use of financial data (that is,
expressions of resource requirements in
dollar terms) permits comparison of total
input, using a common unit of measure.
i. The goals and requirements of individual areas are coordinated and molded into
overall goals and requirements for the command.
j. Recommendations of the PBAC represent the consensus of the top management
officials of the command.
k. The comptroller presents the draft BMG
to the PBAC along with any unresolved
differences that could not be settled by staff
coordination.

2-14 PBAC Functions
c. The DRM develops a time-phased schedule of actions necessary for completion of the
installation budget. This is similar to a
suspense-date calendar.

a. Interpretation of BMG from
higher authority and integration of the local
commander’s guidance.

d. Aided by his staff, the DRM establishes
objectives and resource limitations, using
local historical data and experience. He then

b. Development of a plan for preparation
of a proposed program/budget that will
effectively and efficiently accomplish the
command’s mission.

14

Figure 3-Installation budget cycle.
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c. Application of judgment and experience
to specific program areas.
d. Achievement of reasonable balance and
coordination between proposed missions,
activities, and resources assigned to subordinate commands and agencies.
e. Presentation of a staff-coordinated proposed command operating budget estimate
(COBE) to the commander.
f. Review of the reports of program/budget
execution and preparation of recommended
revisions to the operating program/budget
based on the results of operations.
g. Principal members of the PBAC are
assisted by their subordinates who function
as a junior or working PBAC. Representation
in this junior group is expanded to include at
least one representative of each category
within each functional area. For example, the
DPCA represents the provost marshal (security officer). The program/budget officer from
the comptroller’s office also participates as a
working member. Much of the detailed work
for the senior PBAC is done by the junior
PBAC prior to the senior PBAC’s being
convened. The junior PBAC works up detailed alternative courses of action for consideration of the senior PBAC.
h. Action agencies receiving the BMG are
the major activity directors (MADs). They are
also frequently called program directors.
Specific determinations of what is a major
activity and of the designation of the MAD
depend on the installation and its mission.
However, primary staff officers are normally
designated MADs for activities falling in
their areas of primary staff responsibility.
Major activities usually follow the breakdown of the Army management structure.

Also, the Guard and Reserve forces program
would belong to the director of plans and
training. Physical security equipment (provost marshal’s office) belongs to the director
of personnel and community activities
(DPCA).
a. At the installation level, organization
more clearly reflects the functional management requirements, but does not clearly address the program as a whole. The installations have subdivided their programs by
functional area responsibilities. The name
coined for the subdivisions is “key accounts.”
b. One rule that must be followed in this
subdivision is that the data collected for the
accounts must be identifiable to insure that
when this data is combined with data
concerning other key elements in the program, it does not lose its identity with the
major programs that it supports.
c. Guidance is analyzed by the major
activity directors and passed down to the
activity chiefs who report to them. The
activity chiefs analyze their guidance and
pass appropriate guidance down to subactivity chiefs who report to them. For example,
the DPCA is the MAD for G-641. Under him
there are normally activity chiefs and subactivity chiefs (physical security managers).
d. When the guidance finally gets down to
the activity/subactivity chief, it is translated
into budget requirements. This is the turnaaround point. Detailed budget segments are
prepared by subactivity chiefs; reviewed, and
consolidated by activity chiefs; again reviewed and consolidated by major activity
chiefs; until the draft installation COBE is
consolidated by the DRM. Requirements are
justified by use of performance factors (PF)
listed for budget codes in the Army management structure.

2-15 Major Activity Directors
For example, the director of industrial operations (DIO), is responsible for the
central supply and maintenance program.
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e. The basic program/budget document
prepared at the installation is the activity
budget schedule, reflecting, within cost guidance, dollar requirements for resources by

Figure 4-Typical organization for programing and budgeting (OM
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type (element of expense), manpower by manyears and type, and work output in terms of
PF. Data is projected for each quarter of the
fiscal year. The same three types of data are
provided for unfinanced requirements; that
is, the workload considered essential for
mission accomplishment and its associated
resource requirements that cannot be performed within the cost guidance received. The
activity budget schedule establishes a standard cost per unit of output, composed of labor, supply equipment, and other costs at the
programed level of output.
f. The activity budget schedule is normally
supported by schedules of temporary duty
travel, supply requirements, contracts, and
unfinanced requirements and a narrative
statement by the activity manager. When
automatic reimbursements are expected to be
earned by the activity, a list of sources and
anticipated amounts is also prepared.
g. Activity budget schedules are reviewed
by functional category managers. Particular
attention is paid to the balance of unfinanced
requirements of activities having similar
priorities. When balance has been achieved
among activities of the same functional
category, functional category managers,
acting now as the working PBAC, propose
adjustments in activity cost ceilings to
achieve balance installation wide among all
functional categories and activities.
h. The PBAC will review and make necessary modifications to the draft COBE before
submitting it to the commander with its
recommendations. Those items that the
installation feels are necessary for the accomplishment of its mission, but cannot afford
within the dollar guidance received from
higher headquarters, are included in the
COBE as unfinanced requirements. Unfinanced requirements are listed in order of
priority with justification and impact statements supporting the installation’s request
for additional funds.
i. The installation COBE is a plan of

18

action for a specific fiscal year and has a
threefold purpose:
● Record activities to be conducted and
resources needed for the installation’s support.
● Identify action to be accomplished by each
subordinate element.
● Establish basis to measure accomplishment and resource consumption.

j. Of special interest in the COBE is section
I, Commander’s Narrative Analysis. In this
section, the commander is provided the
opportunity to defend his views on the
adequacy or inadequacy of his COBE which
has been developed in response to guidance
received from parent headquarters.
k. After review and approval, the COBE is
submitted to the major command which
reviews all COBEs submitted to determine
consistency with guidance, magnitude, and
type of resources requested and also the
urgency of unfinanced requirements.
l. Major command COBEs are reviewed,
adjusted, and consolidated at Headquarters,
DA, and form the basis of the Army’s annual
apportionment request, which is submitted
through DOD to OMB.

2-16 Budget Execution
a. The installation budget execution phase begins 1 October with receipt of the
approved operating budget (AOB) or marked
up COBE indicating the action taken in
response to the DA-approved COBE. The
markup of the installation COBE at this
point reflects all changes to the installation’s
COBE resulting from budget reviews at all
levels of DOD, OMB, and Congress. As such,
it represents the approved installation plan of
execution for the BY.
b. An approved budget establishes annual
limitations and/or objectives to include the
amount of expense or obligations that maybe
.

incurred for a specific program (or other
classification) for the BY.
c. The installation marked up COBE and
the AOB for the first quarter of the fiscal year
are sent to the DRM for action. The DRM
reviews and analyzes these documents,
determines adjustments required, and informs major activity directors concerned of
pertinent adjustments.
d. Through the coordinated efforts of the
DRM and the working PBA, the installation
program is updated. The DRM sends the
original of the AOB to the finance and
accounting office. Authority to obligate the
Government comes to the installation in the
form of a Funds Authorization Document
(FAD). This authority is provided on a
quarterly basis.
e. If the magnitude of changes warrants,
the PBAC meets to review the revised
installation program for balance in resources, levels and workloads. When satisfied
with the plan of operation, the PBAC recommends that the plan be approved by the
installation commander. The commander
either approves the recommended program or
directs that changes be made. After final
approval, the program is returned to the
installation DRM. The DRM finalizes, publishes, and distributes the approved installation operating program which serves as the
overall plan of operations for the fiscal year.
f. The budget execution review (BER) is the
midyear review report and provides the basis
for funding adjustments by higher headquarters during the latter half of the current fiscal
year. In preparing the BER, program and
activity directors should carefully review all
resource requirements to insure that estimates are accurate, and that the unfinanced
requirements are completely justified to
insure that no mission-essential activities are
hampered by the lack of resources.

2-17 First-half-year Data
a. Actual data (experience) on expenses incurred and performance (workload)
accomplished for the first 3 months (that is 1
October through 31 December).
b. Cumulative projected data for the first 6
months that include the first 3 months of
actual data plus 3 months (1 October through
31 March) of projections of the expense to be
incurred and the performance (workload) to
be accomplished.
c. Cumulative projected data for the entire
fiscal year. The last half estimated data are
included in the cumulative projections or
expenses to be incurred and performance to
be accomplished for the entire fiscal year.
d. Segments of the BER are submitted
similar to sections of the COBE; they are
reviewed, analyzed, and consolidated by
activity chiefs and the major activity directors, and finally, the draft installation COBE
is composed of five sections.
e. Section I, Commander’s Narrative Analysis, is the one in which the installation
commander informs higher headquarters of
major problems involved in performing
assigned missions, programs, and workloads
within existing resources. It is the highlight
feature of the BER on which all reviews are
finally focused for decision and action. It is
developed under the management-byexception concept and oriented to facilitate
budget execution, management, review, and
analysis processes at each succeeding level of
command. See section IV, chapter 2, AR 1-1,
for a more detailed explanation of the Army
budgeting system.
J-SIIDS issue is based on request made to
the National Inventory Control Point
(NICP). Other equipment may be obtained,
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as a result of an annual unprogrammed and unfinanced request, by providing the necessary
justification for input to the command operating budget estimate (COBE).

2-18 Security Equipment
Procurement Procedure
a. Security manager conducts an
inspection to determine the need.
b. Determine requirement authority
(DOD/DA letter, AR, directive, etc.).
c. Brief provost marshal/installation com-

Sample Budget Request
Budget requests provide for police services,
maintenance of order, traffic control, criminal investigations, correctional facility, and
physical security services, equipment,
and inspections. The physical security manager must review the design of Military Construction Army (MCA) projects and provide
recommendations.
The cost estimate must be submitted with
the appropriate transmittal document, according to local policy. DA Pamphlet 140series explains this subject in great detail.
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mander on installation vulnerability, equip
ment criticality, and need. This will also
assist the commander in preparing section I
of the commander’s narrative analysis.
d. Coordinate with necessary installation
primary staff elements and solicit documented support.
e. Prepare the installation budget forms
and a security equipment decrement list to be
submitted to the comptroller. (The decrement
list is a priority list for items to be removed
from the program if resource guidance is
reduced. As such, the document list goes from
lowest priority to highest priority in terms of
the critical needs of the installation.)

Section IV

The samples included in the next 15 pages are
physical security oriented (6 pages for COBE
and 9 for SPE funding).
If the DPCA receives cuts in its request, the
budget request may be returned to the
installation in initial FY 80 budget guidance
because of cuts in the DPCA request. If, for
instance, the security manager’s request for a
radio network was not funded, he must
submit a second request for special equipment finding to the installation DRM.

Sample COBE (1 of 6 pages).
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COBE summary (2 of 6 pages).
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COBE summary continued (3 of 6 pa
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Sample COBE continued (4 of 6 pages)-Travel and transpo
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Sample COBE continued (5 of 6 pages)-Contrac
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Sample COBE continued (6 of 6 pages)-Supplies and ma
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Sample SPE funding request (1 of 9 pages).
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Sample SPE funding request continued (2 of 9 pages).
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Sample SPE request continued (3 of 9 pages)—Enclosure 7.
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Sample SPE request (4 of 9 pages)—Enclosure 2.
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Sample SPE request (5 of 9 pages)–Enclosure 3.
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Sample SPE request (6 of 9 pages)—Enclosure 3 continued.
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Sample SPE request (7 of 9 pages)—Enclosure 4.
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Sample SPE request (8 of 9 pages)—Enclosure 4 continued.
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Sample SPE request (9 of 9 pages)—Enclosure 4 continued.
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Section V

Manpower Procedures

Review and revision of tables of organization and equipment (TOEs) is accomplished
on a recurring basis, coinciding with HQDA
planning requirements and the Army implementation of the Five-Year Defense Program
(FYDP) as discussed earlier.
The TOE Documentation Program is controlled by the TOE program letter and
schedule. This letter specifies the TOE to be
developed or revised during the fiscal year,
and is published in July and updated in
January. Security managers are not involved
in the revision and development of TOEs.
This action depends on the TOE proponent
agency within the TRADOC school system. It
is based upon and in concert with, DA
approved doctrine and concepts, etc. (See AR
310-31.)

2-19 Security Manager’s
Interface
a. Security managers, at various
times, must be involved with revision of
modification tables of organization and
equipment (MTOEs) and tables of distribution and allowances (TDAs)-mainly the
latter. This involvement usually requires an
interface with the supporting force development officer or the next higher headquarters
operation section (S3) to prepare documents
in accordance with the Army Authorization
Documents System (TAADS) which is a
system used for:
❑ Developing organizational structures
❑ Requirements
❑ Personnel authorizations and equipment.
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b. The final product of this system is a
unit’s authorization documents (MTOE/
TDA), which provide for subsequent personnel and equipment transactions. The MTOE
provides the commander with the means to
modify or adjust the DA approved TOE to
meet specific operational requirements. The
TDA, on the other hand, establishes its own
organizational structure to meet the needs of
each specified unit. A flow chart showing the
processing of a TAADS authorization document is at figure 5. Authorizations to support
this document are as follows:
• MTOE
• TDA
• Augmentation TDA
• Mobilization TDA.
c. TDA security units organized to support
the Army’s peacetime posture may not be
sufficient in terms of personnel strength and
equipment. The requirements column of the
TDA must be based on requirements recognized in an approved manpower survey.
Adjustments by the survey authority maybe
made when changes in mission, function, or
workload occur between manpower surveys.
Requirements for a new TDA unit must be
based on the mission, projected workload,
and applicable staffing guides.
d. The manpower authorizations column
of the TDA must be based on allocations of
resources, and normally will be equal to or
less than the manpower reflected in the
requirements column. When authorizations
are less than requirements, reduced capabilities must be reflected in the appropriate
paragraphs of section I of the TDA.

* Security manager involvement

Figure 5—Flow chart for TAADS data.
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e. Grades of DA civilian personnel positions in the TDA must be established by
application of civil service and DA civilian
personnel policies, regulations, and procedures.
f. Organizational structures of TDA units
must adhere to applicable DA regulations
governing organization of specific units; or in
the absence of such regulations, they must
adhere as closely to the appropriate DA
staffing guide as local conditions permit.
g. Military and civilian manpower utilization policies in AR 570-4 must be followed
when organizing and staffing TDA units to
perform security missions.

2-20 Manpower Management
The objective is to achieve optimum
use of manpower in accomplishing the
security mission.
a. The security manager must realize that
the two primary constraints on manpower
are:
(1) Man-years generated during a fiscal
year.
(2) Strength at the end of a fiscal year.
b. The total strength of an activity at any
given time in the year is important because it
is the basis for computing man-years.
c. As security strengths change during a
fiscal year, adjustments must be made to:
(1) Total man-years and, if appropriate,
(2) End-year strengths.
Manpower planning and allocation documents, as discussed previously, are as announced in Chapter IV of the Program and
Budget Guidance (PBG) provided to major
activity directors (MADs).
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2-21

Establishing Manpower
Requirements

a. The security manager must obtain the following documents to prepare his
requirement:
(1) TOE manpower authorization criteria
(2) DA staffing criteria
(3) DA staffing guides
(4) Manpower surveys
(5) Various work measurements
(6) The physical security plan.
b. The civilian personnel officer will actively participate in TDA development involving civilian security positions. Civilian
position structures in the TDA will be in
accordance with regulations of:
(1) The office of management and budget
(2) Civil Service Commission (CSC)
(3) HQDA.

2-22

Grade and Position
Change

a. To change security grade level
or position at the local level, unless instructed
otherwise, must be done IAW the following:
(1) Civilian Personnel Regulation 501.
(2) Job reengineering.
(3) Civil Service Commission Research &
Development Engineering Grade Evaluation Guide.
(4) Civil service classification guidance.
b. Grade levels and position structure of
positions in grade GS-15 and below, and in
wage board pay categories may be submitted

as proponent-approved, unless HQDA instructs otherwise.

tional elements for greater security mission
efficiency.

c. Evaluation of civilian personnel officer
positions are subject to the provisions of
Civilian Personnel Regulation (CPR) 501.

b. Proponent-initiated changes must comply with organizational policies, as set forth
in chapter 2, AR 310-49.

d. Application of job evaluation decisions
of the CS or HQDA is mandatory. Action on
such mandatory decisions must be taken in
accordance with civilian personnel regulations and instructions, even though application results in grade levels that exceed the
current approved TDA.

c. Changes in the organization and manning of units and activities must conform to
the manpower management policies in AR
310-49, and to information on position categories, classifications, and grading.

e. Prior approval requirements. The security manager must realize that successive
echelons of command are not authorized to
establish prior approval requirements beyond the provisions of CPR 501, unless
determined to be necessary to improve
position management and the civilian position structure. The HQDA policy of decentralizing authority for civilian personnel management and for position classification to the
lowest practicable level must. be observed
both in principle and in practice.
f. Civilian grades listed in DA-approved
TDA. Civilian grades listed in DA-approved
TDAs are not authorized until finalized by
the security element’s supporting civilian
personnel office in accordance with the above
paragraphs. DA review normally will be
accomplished on a post audit basis. Comments addressing civilian positions in approved TDAs, if any, will be furnished
separately by DAPE-CPP.

d. Requests for additional security personnel spaces required because of increased
workload or similar factors must be made in
accordance with AR 570-4.

2-24 Justification
For Personnel Changes
a. Justification is an explanation of
the situation and circumstances which require personnel changes to cope with the
security mission.
(1) Your justification is the major basis on
which the Army staff forms its judgment
regarding the request.
(2) Explanations must be sufficiently
clear, well-organized, concise, and complete to allow an analyst who is unfamiliar
with the unit and local conditions to
understand the rationale for the proposed
action.
b. Organization charts and diagrams help
to clarify the reasons for a justification
proposal.

2-23 Proponent-Initiated
Changes
a. The organization structure of
security units and activities may be changed
at the initiative of commanders. Changes
may be necessary to respond to changes in
mission or to realine resources and organiza-

c. A citation of Army directives, previously
obtained approval of actions, and approved
manpower survey reports frequently are
adequate justification.
d. Section VI shows conditions that influence personnel spaces and the actions re-
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quired by proponents to justify specific
changes.
e. When new security organizational elements are formed, an explanation of the
mission or functions of the newly formed
organization and an estimated workload will
often suffice to justify positions, grades, and
MOSs of members.
(1) Job descriptions provided must be fully
explained to assist in the justification.
(2) To further substantiate the requirement for a position, the grade and MOS or
civilian series code, workload data, and an
indication why the work is performed,
must be included in the justification.
f. Guidance for preparation and sub
mission of justification for security personnel
changes in TAADS is reflected in AR 310-49.

2-25 Justification for Security
Personnel and Equipment
a. The security manager must document necessary justification in accordance
with:
(1) AR 570-2
(2) AR 611-1
(3) AR 611-101
(4) AR 310-34
(5) AR 310-49
(6) AR 750-43.
b. As a security manager, you realize that
TDA units rely primarily on manpower to
establish manpower requirements. Therefore, between surveys, manpower survey
forms must be used and documented to assist
in developing changes in requirements
caused by changes in the activity’s security
mission and/or workloads.
c. To increase the personnel strength level
of the local security office in an effort to
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supplement the TDA, you will be required to
justify the increase IAW DA Pamphlet 570-4,
The Manpower Procedures Handbook. Acting as a check and balance to strength levels,
manpower surveys by specialized teams are
conducted on a programed basis; therefore, as
a security representative of the commander,
the burden of proof that additional manpower
is needed to accomplish the security mission
rests with assessment of individual capabilities and documentation of normal workloads.
d. In accomplishing this documentation,
there are several survey documents that
present data about the operation of the
security office in terms of:
(1) Organization
(2) Manpower utilization
(3) Workloads
(4) Estimated manpower requirements in
relation to existing guides.
e. The security manager, when preparing
for manpower surveys, must take a two-prong
approach—(1) strong justification must be
documented to prevent loss of existing
manpower, and (2) strong detailed justification must be documented to obtain additional
manpower spaces. Survey documentation
involves the following forms:
(1) DA Form 140-1 (Remarks)
(2) DA Form 140-2 (Schedule A - Manpower Inventory)
(3) DA Form 140-3 (Schedule T-Identification of Manpower)
(4) DA Form 140-4 (Schedule X - Manpower and Workload Data)
(5) DA Form 140-5 (Schedule A - Manpower Inventory Continuation Sheet).
f. Initial entries on the forms must be made
by the security manager, and the applicable
portions must be completed during the on-site
visit by the manpower teams.

2-26 Staffing Guides
Appropriate staffing guides must
be used in preparing TDAs. It is essential that
the security manager use the correct yardstick for manpower appraisals and requirements to accomplish the following:
(1) Indicate the total number of positions
required to perform a security function.
(2) Consider:
(a) Annual leave
(b) Sick leave
(c) Training
(d) Orientation
(e) Other activities not contributing
directly to the performance of the designated function.

2-27 Yardstick Examples
a. The following yardstick determination for 8-hour-day/7- and 5-day-week
positions involve basic man-years (BMY) and
nonavailable time (NAT) computations for
security positions. The computations are a
modified version of those outlined in DA
PAM 570-4; however, they have been accepted
by various manpower survey teams as unique
to a security unit or depot.
b. Eight-Hour-Day-Week Position
(1) Determine nonavailable time (NAT):
(a) Days off (2 days per week)=2 x 8 x 52
= 832 hours.
(b) Leave (30 days per year)=30 x 8 = 240
hours.
(c) Sick (1/3 day per month) = 1/3 x 8 x
12 = 32 hours.
(This should be based on historical
records taken from sick slips but in lieu
of accurate data, 1/3 day per month is
acceptable average per man.)
(d) Training (3 days per month) = 3 x 8 x
12 = 288 hours.

(Again, this number must be based on
actual and programed training, including time for SQTs, SQT preparation,
actual job training, and mandatory unit
training such as RR/EO, etc., per man.)
(e) Total nonavailable time = 1,392
hours.
(2) Determine available time (AT):
AT= BMY - NAT

2,920 - 1,392 = 1,538

(3) Determine yardstick (YS):
YS = BMY divided by AT
2,920 divided by 1,528 = 1.9 men
per required position.
(a) For a 24-hour-7-day-week position,
multiply the basic yardstick by 3 (5.7).
(b) For a 16-hour-day-7-day-week position, multiply the basic yardstick by 2
(3.8).
(c) For less than a 7-day position,
multiply the proper yardstick by the
number of days required and divided by
7 (such as, 24-hour day, 6 days per week =
1 . 9 x 3 x 6 = 4.9).
7
c. Eight-Hour-Day-5-Day-Week Position
(1) It is necessary to determine basic manyears.
(2) Determine nonavailable time without
considering days off, since it is a 5-day
week position:
(a) Leave (30 days per year) = 30 x 8 = 240
hours.
(b) Sick (1/3 day per month) = 1/3 x 8 x
12 = 32 hours (determined the same as
for 7-day week position).
(c) Training (3 days per month)= 3 x 8 x
12 = 288 hours (determined the same as
for 7-day week position).
(d) Total nonavailable time= 560.
(3) Determine available time:
2,920-560 = 2,360
(4) Determine yardstick:
2,920 divided by 2,360= 12.
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