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UNITED STATES GENERAL ACCOUNTING OFFICE

REGIONAL OFFICE
ROOM 403, U.S CUSTOMHOUSE, 610 SOUTH CAMNAL STREET
CHicAaco, ILLINOIS 80607

) /'57/7747/
Commanaen e RN

T. 3, Army Armament Cormmand LM093073
Rock Island, Illinois 61201

Dear Genaral Raaen:

We havae completed a survey of industrial management activ-
ities at Rock Island Arsenal, Rock Island, Illinois. Although we
do not plan to do additional work at this time, we would like to
call your attenticn to ocur obsarvations which, in our opinion,
offer potential for improving the efficiency and effectivenass
of the arsenal's current operations, as well as its planning for
production in the event of a national sumergency.

These matters wers discussed with the Commander, Rock Island
Arsenal, and his comments ars included, wheres appropriate.

WCRK MEASUREMENT

High productivity levels generally cannet be achievad in an
industrial facility without techniques to msasure parformanca.
Labor standards are generally recognized as the best tool to meas—
ure productivity of the labor foree. Such standards indicate the
time necessary for an operation to be performad by an experienced
opzrator working effectively at a normal pace in 3z predetarmined
manmer, allowing adequate time for fatigue smd pazrsonal nsads.

Labor parformance standards at Rock Island Arsenal ars usad
in determining manpower and equipment needs as well as avaluating
the pzrformanca of the workforce. Our survey indicated that the
work measurement program could be improved in the following arsas.

Orgznization

The Arsenal Opsrations Directorate (AOD), the Logistic Support
Dirsetorate (LSD), and the Comptroller's Office have staff respon-
sible for developing parformance standards. Both AOD and LSD sat
thair own standards while the Comptrollar's Office sats standards
for the other organizational units at the arssnal.
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In April 1973, the Army Material Command (AMC) directed tha
arsznal to consolidate the work measuremsnt activity into the
Comptrollar's Office to achleve a mors efficient and effective
program. 1In a series of latters the arsenal objectad to tiils pro-
posal and in May 1974, AMC agreed to the decentralizad arrangement.

Wa believa AMC's initial recommendation that the work measure-
ment function be consolidated is sound. Objectivity on ths part of
the staff responsible for setting standards is a basic ingredient
in a successful work measurement program, i.e., parsons setting
standards should be organizationally indepsndent of the activity
baing servad.

The Arsenal Commander acknowledged that consolidation of the
work measurement staff is generally considered to be desirable,
but he sald he relies on the honesty and integrity of his people
to achieve objectivity.

Updating allowances for unavoidable delays

Within AOD enginserad performance standards are increased by
10 to 30 percent to allow for unavoidable delays. Our survey showed
that many of the allowancss have not been updated sineca tha 1950's.
A methods and standards official estimates that gbout 50 percent of
AOD's jobs are "loose" (too much time allotted to the job) because
of the outdated allowances. We ware told that updating allowances,
while nszeassary, is time-consuming, low-priority work and that ths
limited (12-man) methods and standards staff is nsedad for other
purpossas,

The Arsenal Commandar agress that updating of allowaneces should
be given higher priority.

Documentation of standaxds

An arsznal regulation providss that all Category I and II 1labor
performance standards be supported by a methods study, dsscriptiom
of the approved method, work place plan or deseription, summary of
elzmental times or categories and the number of actual observations
made of gach, a rscord of the mathematical compilations, and actual
work sheets from the study. Category I are snginserad performance
standards and Category I1 are standards based on statistical data
and technical estimates,

After a recent review of LSD's Category 1 labor standards the
ARMCOM comcluded that:



"Standards back-up files raviewad did not contain ade-
quate data to establish an audit trail supporting the
category assignad to standards."

About 77 percent of the 84,558 hours worked in L3D during the quarter
endad Jung 30, 1974, were against these standards.

The arsenal agread to document the standards in accordance with
regulations over a two-yaar peried.

There is no support for Category IT labor standards within AQOD.
An offielal stated that such standards are "guesstimates'-~with no
documentation. About 25 parcent of the 177,048 hours worked in AOD
during the quarter ended Jums 30, 1974, ware against those standards.

The Arsenal Commander agraes that the derivation of standards
should be documented.

FORCE DEVELOPMENT

In February 1974, the arsenal developed justification for 195
employsaes to be added to the permenent work force in support of firm
and projected workload through Deczmber 1975. On April 24, 1974,
the arsenal received approval for this increasz.

To determine manpower needs in the AO0D, the projectad workload
is converted to standard dirget labor hours by applying labor stand-
ards. Factors such as annual leave, sick leave, and workforce effi-
ciancy ars applied to the standard dirsct labor hours toc determine
the number of men neadad.

Our survey indicates that the nsed for 195 additional employezes
is questionable sinee the justification appsars to understatz avail-
able workforcz and includes an allowance for inefficiency which in-
cra2asa2s manpowar neads,

Furthar, aftar the increase was authorized, the arsenal lost a
repair and overhaul worklead for which the nsed for abeout 77 man was

forecast over much of the projection period.

Undsrstatarent of available workforce

In the justification for 195 additional personnel the arsenal
projected a nead for 892 divect laborers a month for the period Febru-
ary 1974 through January 1975 against an available permanent workforce
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of 700 divrect laborsrs. The ARMCOM, in requesting authorization
for the 195 additional parsounsl from the AMC, projected an avall-
able permanent fores of 736 dirvect laborars. Actual exparience
for the January to April 1974 timeframe averagad 772 direct labor-
ers a month. This averags includad about 40 tewmporary employsss.

Allowance for inefficiancy

In projecting manpowar needs, the arsenal adds an "efficiency
contingancy' factor (about 15 percent) to standard diract labor
hours. This has the effect of sizing the workforea so that the
projeacted work can be done with the workforce operating at 85 per-
cent efficiency which, in our opinion, greatly reduces the incen-
tive to achisve greater afficiency.

Arsenal officials statad that the contingeney factor is based
on a learning curve and parformance against standards which has
been in the 80 to 90 percent rangs.

Use of a contingency factor seems inappropriate for justifica-
tion of menpower nesds because it constitutes management's accept-
ance of less than 100 percent performance both in the past and in
tha futura.

Loss of projscted workload

The arseznal projected a nesd for men to support the repair and
overhaul activity through Dzcember 1975. This need increased from
three a month in February 1974 to 77 in Ssptember 1974 and held at
about that level through December 1975. However, on May 15, 1974,
it was announced that the arsaznal would lose the repair and ovar-
haul work as of Dscember 31, 1974.

The Arsenal Commander expressad reservations as to the n=ed for
justification of the workfores.

MOBILIZATION PLANNING

The arsenal dogs not have a current plan which details how thay
will produce the items which they have agrsad to produce during mobi-
lization. As a result, there is some doubt as to their sbility to
meet mobilization production requirements in the timsframes agread
to.

One of the primary justifications for maintaining arsenals is
their purported rapid response capability in the evant of smergency.
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The arssnal has agresd to produce 23 major itams and sbout 2,000
secondary items during rmobilization. Raquivsments for some items
are very high, e.g., 478 gun mounts and 802 machinz guns a meonth.

For the major items, first production ranges from & to 14 months.

A currant producticon plan including details on aquipment lay-
out, material handling, product flow, and the 1like is, in our
opinion, nescessary for orderly transition from a relatively
low lavel of peacetime production to high volume mobilization
production.

The Arsenal Commandeyr agress that such a plan is nezedsd to
assurg timaly response.

CONCLUSIONS AND SUGGESTIONS

Because of the importanca of work standards in determining man-
power and equipment needs at the arsenal, as wall as evaluating the
parformance of the workforece, ws belleve that a concerted effort is
nzeded to improva the work msasurament program at the arsenal. We
think that the work measurement staff should bz consolidated and that
its duties should be resconsidered with particular emphasis on estab-
lishing and updating standards in accordance with Army regulations.

The issues of available direct labor force, use of the allow-
ance for insfficiency and loss of 2 portion of the workload ralse
some question as to the authorization for 195 additional employees.
ARMCOM should determine the validity of the arsenal’s agvailable
direct lasbor projection in light of actual experience (as well as
the ARMCOM projection) and include this with the loss of workload
into a reduction of the authorization. With respect to tha use of
allowances for inefficiency management should attempt to mest in-
creases in workload by inereasing the efficiency of the existing
workforce rather than condoning inefficiency through the use of
allowances. ARMCOM should direct the arsenal to delete these allow-
ances from its manpower computations and lower the authorization
accordingly.

A plan for production is essential for a quick response in
the svent of mobilization. Depszndence on the arsenal operation
for its items to interface with related end items from other ar-
senals and production plants dictates a quick responsz basad on
pPrearrangad production planning. The ARMCOM should require specific
plans from arsenals as to how thay will produce materiesl in the
quantities and timeframes agreed to.
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Wa would appreciate your visws and advice of any actions you
intend to take on the natters discussad in this letter. If you
have eny quastions, wa would ba happy to discuss thoem with you,

Sincerely yours,

R g
F Stromvall \\h"h

P gional Manager





