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APPENDIX C=: DATA ON PCB APPLICJIJ'~T 
_..,.._.,..._,-~-

Dat<1 

In order to collect adequate data on the PCB applicants, a sample vlas 

constructed of 1481 cases reviewed and disposed of by the Board. The selection 

process was not completely random, hO\vo.vc~r, since the number of civilians. and 

the types of military discharges \vere lmown. from a complete survey. Approximately 

ll. 57~ of ·all PCB applicants \vere civilians and .88. 5% were former milita-cy 

personnel. Of the military personnel, 55.9% \vere discharged as undesirable 

(UD) (49, 51~ of all applicants); 42.1% were discharged for bad conduct (:BCD) 

(37 .3% of all applicants); and 1. 9 were discharged under the dishonorable 

classification. (DD) (L 7% of all PCB appl::.cants .) The sample consisted of 

472 civilians cases and 1009 military cases.- thus allowing an adequate sample 

of civilian and making our military data more reliable. Hmvever, the military 

cases could not be accurately controlled to fit the known discharge percentiles 

since only cases whicn had been disposed could be used and since random 

selectivity of the smaller, disposed universe varied in accordance with early 

applications • 

. The data was prepared for analysis in the Statistical Package for the 

Social Sciences program. Because the data collection was performed by a group 

of people whose specialities were legal and not demographic, we had an error 

rate of 3.2%. 

We had to reply on case surrnr.aries for our data. While we could rely on 

them as accurate reflections of the case files (given our Quality control 

procedures) this did raise three me~l10dological problems: 

(1) Offici.al 

records 1 s v:cre not ahmys prepared in the same manner, (2) Much of the Data did 

not conE~ directly from the applicant, but fl::om a third party. (3~ the inform<~tion 



included in case suMnarics was not included for the purpose of statistical 

analysis, but simply had to be relevant to the Board 1 ~> Baseline formula and 

Factors. 

Of course, relying on case .'Jurmnarics did have one advantage: Our statistics 

reflect our Hoard members views of our applicants. Usually, the case sunnnary 

was the sole basis for a Board member 1 s knmvledge of an applicant. Of course 

we are also aware of the natural amount of discrepancy in statistical studies. 

In our mvn >vork such statistical difference has occured, and of this \ve would 

like to take due note. He have actually performed two statistical studies: (1) aimed 

at what is found in case sunnnaries by a group o~ specially trained observors, aud 

(2) \vhat we found in the case sumn1aries as a Board and recorded in aggravating 

and mitigating factors. The first study, ~s already noted, covered 472 civilian 

and 1009 military cases. The second study covered 13,183 cases, or 87.2% of 

all the cases we have heard. The statistical differences of some of the directly 

correlative areas are noted below. 

Creditable Service 
Vietnam Service 
Voluntary Surrender 
Other Adult Felony 
Inadequate Education 

Board 

58.88% 
4.04% 
2. 91% 

Civilian 
Observer 

71.3% 
4.0% 

20.9% 

Military 
Board Observer 

84.45% 80.9% 
26.08% 26.6% 
37.23% I 52.2% 
52.57% 57.6% 
31.83% 31.9% 

One of the most important difference~ in these statistics is based on the 

-
degree of subiectivitv involved. We have re?cted differently than the other 

observers. We would also like to note a difference in the cases used. As the 

smaller study used cases disposed of before July 10, 1975, it does not reflect 

trends of cases after that date. Despite apparent differences, we feel confident 

that the Report adequately reflects the applicants, and of course, the larger 



study is more accurate. 

In the remainder of this .:1ppcndix, 1;.7e list the findings of the smaller 

surveyo The aggravating and mitigating factors arc discussed fn Chapter 
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Childhood Rc~irlcncc 
N 

Urban 
Suburban 
Rurrd_ non- f exm ( sma 11 to\·m) 
Rural farm 

Regiqns of Childhood 
N 

1 lst Circu:i.t: Nc:line, NeH Hampshire, 
Massachusetts 1 Puerto Rico, Rhode 
Island 

2 2nd Circuit: Vermont, Connecticut, 
NcH York 

3 3rd Circuit: Pennsylvania, New 
Serscy. De lmvare, Virgin Is lands 

4 4th Circuit: Virginia, West 
Virginia, J:laryland, North Carolina, 
South Carolina 

5 5th Circuit: Georgie, Florida, 
Alabama, Mississippi, Louisiana, 
Tex~s, Canal Zone 

6 6th Circuit: l!ichigan, Ohio, 
Kentucky, Tennessee 

7 7th Circuit: Illinois, Indiana, 

8 

9 

10 

lnsconsin 
8th Circuit: Arka~sas, Missouri, 
Iowa, Minnesota, North Dakota, · 
South Dakota, Nebraska 
9th Circuit: California, Montana, 
Idaho, 1-Jashington, Oregon, Nevada, 
Alaska, Hawaii 
lOth Circuit: Hyoming, Utah, 
Colorado, Kansas, Oklahoma, 
Nev1 Hexico 

11 ·11th Circuit: District of Columbia 
12 
13 

Outside u.s. and Territories 
More than one inter-circuit moves 
before age 18 

Evidence of Family Instabi.lity: Host 
Severe 

N 
1 Evidence of child abuse 
2 Evidence of drug abuse 
3 Evidence of ~lcoholism 
4 llul tiple marriages 
5 Serious fnmily i llncss 
6 Serious family mental illness 
7 Pcrcntal promiscuity 
8 Lack of harmony 
9 Other 

Civilian 

13~) . 
58.2% 
10.5% 
17.5% 

5. 8/~ 

399 

3. 37& 

6-.3% 

9.5% 

7.0% 

10.8% 

11.3% 

8.8% 

6.3% 

.25.1% 

5.0% 
.3% 

1. 3/o 

4. 5/~ 

114 
.9 
.9 

12.3 
12.3 
5.3 
5.3 
2.6 

t,o. 4 
20.2 

I 

328 
Li 7. 3~: 
12,?% 
32.0% 
8.2% 

789 

4,0% 

9.0% 

9. 2~~ 

11.6% 

17.9% 

13.6% 

7.1% 

8.6% 

8. 7% 

· If, 9% 
1.1"% 
2.1% 

1.5% 

326 
3, If% 

.3% 
9.5% 

16, 97o 
11.0 
3.1 
2.8 

35.9 
17.2 



Evidence of F.::~miiy ll'~t-~\hj) .. :iLY_: ScccJJ1d;u:y 
N 

1 Ev.ic1cncc of child abuse 
2 EvidcncC' of dn1p, abuse 
3 EviJcncc 6f alco~oljsm 
4 1\itll tiple. n1arri~~~~cs 
5 Serious family illness 
6. Serious family mental illness 
7 ·Parental pl~Ol'ri .. i;cuily 
8 Lack of family harmony 
9 Other 

Evidence of economic instability 
N 

1 Lovl income 
2 Itincrcnt residence pa~tcrns 
3 Intermittent employment 
4, Lmv income and intcr:nit tent employment 
5 Lmv income and :i..tinercnt residence pattern 
6 . ltinerent residcn~e pattern and intermittent 

employment 
7 All elements noted (itinerancy, inter~ittant, 

employ, loH incom~) 
8 Other evidence of economo~instability 
9 Evidence of economic stability · 

Number of S :Lblings 
N 

None 
One ' 
Two 

. 
Three 
Four 
Five 
Six or Hare 

Cj.v,Uj nn 1-ii.l i t;:.ry 
52 1?1~ 

3.8%, 7 ~ 0/., 
2.3% 

13.5 7.0% 
ll. 5 7. OJ~ 
3.8 llf. 0 
ll~5 !; • 7 
1.9 0 (' .o 

25.0 35.7 
28.8 21.7 

130 2L.c5 
23.1% 33 .17o 

5.1}% 6:1% 
1. 5% 2. 0'7, 
1.5% 5.3% 
1. 5% 8% 
1. 5~~ 1.2% 

.8% . 8/~ 

6.9% 25. 3'% 
57.7% 25.3"~ 

428 897 
10.6% 13.1% 
15.9% 11.1% 
22.0% 15.8% 
21.7% 16.1+% 
11.4Z 13.0% 

6.5% 12.9% 
12.2% 17.1% 



Ycor of Fir:;t Qualifying Offense Civ:L lLn· J.l:El:Ll:ary 

--- N 126 631 

1961+ 3 0 0/~ 

1965 • 81:. L} c 3/~ .. 
1966 L6% 5.9% 
1967 3 .1%. 7 "1"/o 

1968 2.3% 1L9% 
1969 19.5% . 16.2% 
1970 21.9% 17.9% 

1971 22.7% 16.5/o 
1972 19.5% 12.5% 
1973 6.3% 3.0% 

'1.97!1- .8% 

Year of L~tst Qualifying Offense 

N 455 995 

1963 • 2/o 
1964 • 8~~ 
1965 , , "' ') !) c/ 

~ e> L lo £.. .. ~ .... ,0 

1966 1.8% 3 ,~0/ 
o J lo 

'-....-

1967 1.3% 6 • 97c 
1968 ' 5.5% 7.5% 

1969 12.7% 15. 0%. 
1970 24.3% I 16,8% 
1971 27 o 9/o 19 o 2/o 

1972 17.5% 16.0% 
1973 5.9% 9.1% 
1974 L3/o 2.1% 



Civ5 ; ;111 

Total Honths Incarcerate for Qunl::iCying Offense 

N 472 100"9 
0 66.5% 50.9% 
1-3 month 4,2'/ 18.1% 
1+-6 month 11.0% 21.4% 
/-') J.c\0 t·rt: h 3.0% 5.1% 
10-12 month 2.3% 2.7% 
Over 1 year 12.7/o 1.5% 

Honths of Creditable Service 

N N/A 1001 
1-3 6. 0/~ 
4-6 13.1% 
7-9 12.6% 
10-12 9.2% 
13-15 R.7% 
15-18 6. 6%. 
19-21 6.8% 
22.-'2L~ 7. 6/~ 
25-27 5.0% 
28-30 5.1% 

'--· 31-33 3.4% 
34-36 2.9% 
Over 3 years 11.9% 



'--

;. 
i 

"I 

N 

Incarcl'.:cation 
IJroh;ttion ·· Alternative: Service 
Probation - T'incs or :Fen fe:iturcs 
J>robnt:ion Only 
Incarceration Suspcnd~J in Lieu 
Of Probation 

Appeals Of Conviction 

N 

None 
'Federal Court Appeals 
Courts-Martial Appeal 
Appeal of Discharge 

Type of Civilian Qual~fying Offense. 

N 

Failure to Register 
railm.:e to Inforrn (1.(: 

>.J.. Charge 
Failure to Repor-t for Physical 
Failure to Report for Induction 
Failure to Submi·t for Induction 
Failure to Perform A/S 
Combination Including Induction 
Combination Not Including Induction 

Civil:i.an 

J7 • 0/o 

4.1% 
6.2%. 

7.5%. 

2.6% 
0 -,o, 
:J • I lo 

3.7% 
32.1% 

31.7% 
13.4% 
6.5% 

.4% 

455 

97 .f+'~J 
.2'.%, 
• 7(1~: 
• 7~{,: 

1009 i 

77. G'i 
.2n. 

.8%. 

N/A 



. '....._ 

Circuit of Co::,.?ictio:l 

i'I 
ls t Circui.t 
:J. nrl Ch·r~ui.l: 

3rd Circu:Lt 
/l-th Chcuit 
5th Ci.n:u :i. t 
6 t.h Circuit 
7lh Circui ,. L 

8th Circuit 
9th. Cil:ct~it 

lOth Circuit 
11th Circuit 

Age at Enlistment or InJuction· 

\ 

N 
15 
16 
17 
18 
19 
20 
21 
22 
23 
24 or older 

/ t" ;u 

··: _) .o 

(~ (' "'.' 
U ... ~·to 

7 ~or;,~ 
ll.LZ 
12 c ~)(/~ 

7.6'/, 
0. 5~~ 

. 30. 9;~ 
5. 9/~ 

N/A 

1-lilit::ry 

1006 

r.·r-t .. .) /;;; 

3o. ex. 
2 5. /~~ 

12. 1 ~~~ 
!; • 1'/. 

1. 3~~ 
2.4-'/, 



} ""J.l :t t~: ry In tn Lc 

. ' ~\ 

D1· ;: ft ... · cl 
En l:i.i: L~c1 few ? yc:n-;, 
Enli.>· LcJ fo:..~ 3 nr r·:ore yt':.~rs 

Jud :i.e i,;-; lly In<1l;,·. ·;:] E:1l is tl•J· ·:l t 
Enl:ic;(::y~nt LCP0L 1i rnblO\:i1 

N 
Te:•1p01~«ry ciefcrr<tl froe11 active duty, z:;rnntcd 
Te.-:1po;:ary def P.Tra l from .-;c U_v(; f~u ty, clenied 
co~r~ssionate leave, gr3nted 
Com~a~3ionate leave, denied 
Conpassionate rcasslznmcnt, granted 
Co:,l[i<:\ss ionate rcctss 1.3nmen t., denied 
H8nl s~ri.p d ischc.a·;:;c, c! enicd 
l~onc noted 

. ~..,..---~..-.. .......... 

\ Vietnar.J 

i .. e .-. 
~ Volu~tecr, parti21 tour ending in injury 

Volunteer, par~ial tour cndin~ in ~:01 i. -
Volunt~er, partial tour ending other reasons 
Voluntary full tour 
Non-volunteer, partial tour ending 
Non-volunteer, partial tour enclin~ 
Vcu-volunteer, partial tour cncl inz 

rc;Jsons 
Non-volunteer, full tour 

.l·forc.~ thnn one tour 

~s 

in injury 
for othet· 
for other 

C5vilian 

:1/A 

tlili lary 

15. G?. 
11. 1'/c,. 
4G. (Y,~ 

f.'! 
• t 1!;' 

19,7/o 

100 Of 

fo 

'. 2% 
.1% 

•. 71~ 
l.L:.% 

• 6?, 
1. 6% 
5. 6/:, 

89.n, 

l.U 
1. 1'% 
6 • 37o 
1. 0/~ 
1. 3/~ 

2. 37, 
10, 07o 
3.0% 

73,4"/o 



Type of Hili.t.:'l.l')' Qualifying Offense 

Al·iOL 
Desertion 
Hissing flovcncnt 
AHOL.and Desc:~tion 
f,f.10T J ~r· • ·,. 
~:1\1' . .~ anc J.Jl~SJ.ug l'lOVC:It:ent 

Desertion :'lnC: l·:issing l'lovcr.1ent 

Number of Unpunished AWOLs, etc. 

Number of NJPs for AHOL, etc. 

Number of SCl-fs for A\VOL, etc. 

Number of SPCHs for A~VOL, etc, 

Number of GCMs for AWOL, etc. 

Circumstances of Last/Discharge Hilitary 

N'A 

N'A 

Civilian 

Offense N/A 

N 
Left from Basic Training 
Left from advanc'ed infantry training 
Left from stateside duty, not afte~ 

Vietnam Service 
Left from stateside duty, after Vietnam 

Service 
Failed 'to return to Vietnam from R&R 

or other leave 
Left from non-combat area of Vietnam 
Left from combat area of Vietnam 
Left from actual combat 

Criminal Intake of Last Qualifying Offense 

Surrendered 
Apprehended 

N .230 
71.3% 

.. 28.7% 

990 
S9.rn 

2. 7% 
.2% 

6. 2~~ 
• 7% 
.3% 

Mean - 1.6 

Mean 1.9 

Mean = 1.2 

He an = 1. t1 

Mean = 

823. 
6. 9~'" 

10.1% 

51.9% 

24.1% 

1.3% 
2.2% 
1. 2% 
2.3% 

1.008 



Homctmn1, 
Elsc•v:hcrc 
E l SC'\·}hcrc 
E l <> C\·Jher c 
In C:1nada 

not in 
.in US, 
in US, 
in US, 

N 

hiding 
,,, j_ t b f <.nrli l y 
not vJU:h fan1ily, 
in hidint; (e.g., 

In the foreign country of military 
In another foreign country 

not. in hiding 
under assmucd 

a.ssi.gnment 

Activities vJhilc AWOL or othenvisc at Large 
N 

EmploycJ, full-time, ,.;hite collar 
Employed, full-time, skiLled blue collar 
Employed, full-time, unskilled 
Employed, part-time, \vhite collar 
Employed, part-time, skilled blue collm.· 
Employed, part-time, unskilled 
Employed intermittently 
Unemployed 
Other 

name) 

C:ivilinn Nili.tary 

181 397 
6. 6"/o 2.5'/, 

63. 0%. 7J, 0"/o 
2 .2/o 8. l'X 
v~ .!! fo C: ra(•f 

.) • .J lo 

2 .2/o J. .Wo 
6 • 6/o 2. 0'/: 

6.0% 
5 .0%, 2 • 0'/o 

112 28l; 
23.2% 2 • J'/o 
20.5% 32.1% 
24.1% 47.0'/~ 

l. 8/o .9% 
7. l% 3.7% 

14;3% 5 .1/o 
7.1% 7 • 9/o 
1.8% • 9/o 



N 

R<:ligious ohjccL:ion to :cdl \Jilr 

Ci vi lion 
204 

6.9 
EU;Lr~aloi': mcll::1l objection to ;1ll 'i·J.:H (non­

reug~ou~;). 

Specific politicol moral en: ethicaJ objection 
to the vJar in Vietnam (not religious) 

Avoid going to Vietnam 
Avoid going to ovcrsens replacement stntion, 

not in Vict.uam ;:n1d not knoun to be Furope 
Hcnt A\-WL from Vietnam 
F.:d led to return to Victn::nu from leave or R&R 
Post combat psycologi.cal problems complDincd of. 
Did not like service 
Other, articulated or unarticulated oppusitio~ to 

\•JCI r 
Hindrance of CO application or· failure to provide 

proper assistance 
Denial of CO application 
Hindr.ance of ~·cqucst for. hardship discharge o.r 

compassionate reassignment. 
Denial of harcls'nip dii:icharge or compassionate. 

reas~;ignment. 

Improper recruitment into armed forces-·· enlistment 
in lieu of sentence by criminal authorities. 

AFQT Category IV.--Project 100,000 
Breach of assignment pn'!ferPncP 

choice. 
Denial of request 
Improper orders: 

lost soldier. 

for leave. 
Tol~ to go home and i·lait orders; 

Other Procedural Unfairness 
Drug or alcohol problems/dependence 
Personal medical problem; 
Person.;1l, emotiona 1 or psychologica 1 problem 
Marital problem 
Family Medical problem 
Family emotional or psychological problem 
Family problems with the law 
Family financial problem 
Other personal or family problems 
Civilain convjctions 
Avoidance of punishment for other actions 
Boredom, lack.of satisfaction, sense of uselessness, 
Went AWOL cause. he wanted to go to Nam and th·cy cou 

wouldn't let him go 
Personal Problem w/law-not convictions 
Selfish reasons 
Immaturity 

18.1 

14.2 
2.5 

1.0 

5.4 

2.9 
3.2 

.6 

.5 

4.4 
1.6 
1.5 
3.9 
1.0 
2.5 

.5 

.5 
2.0 
6.9 
2.0 

5.4 
2.9 

l.Ji lit <1 ry 
6L;9 

3 0{ 
• lv 

1.1 
1.2 

.2 

.5 

.3 
1.1 
6.2 

.3· 

.3 

.3 

2.0 

1.2 

.2 
4.0 

2.0 
1.7 

.3 
6.6 
2.3 
5'.2 
8.9 
3.7 
8.3 
5.2 

.6 
15.1 
10.3 

.3 

.8 
1.4 

.3 

4.5 
2.3 



<. 

N 

Religious objection t:o all \iill~ 

Etl1icnl or mo1·~:l C'bjcctil'll tu :tll \·J:lt' (:lOu··rcll.g:r.ou:; 
Specific poliU cal moct•1 or ctl,:i.cal oh_-jccU.on to t.lle 

\·l :1 r :i. n V :i. c t n; 1m ( u o !: no l:i ~') ( 'tl ~; ) 

Avoid going to Vietnam 
Avoid going Lo ovc:1·scas repL:•cc:mcnt cU,tj_on, not in 

Vict.n;1ut and not ]mown L• be Eu:copc 
Went hWOL from Vietnam 
Failed to return to Vietnam hom lc'avc OJ: RE,R 
Post cowbat psycoloz:i.cal problems complained of. 
Did not like scJ:vic:e 
Other, articul.:1t·('d Ol: unart:icu1atecl opposition to \-Jar 
Hindral'1ce of CO application or failure· to pr-ovide proper 
assistance. 

Denial of CO application. 
Hindrance of request for hardship discharge or 

compassionate rc2.ssignment 

Civi.\i;Jtl 

.5% 
2.8% 

3.2% 

Denial of hardship discharge or compassionate re~ .2% 
assignnwnt. 

Improper recrujtment into anned forces--enlistment in 
lieu of sentence by criminal authorities. 

AFQT Category IV"--Project 100,000 
Breach of assignment preference or occupational choice. 
Denial of request for leave. 
Improper orders: Told to go home and welt orders; 
lost so]dicr 

Other procedural Unfairness 
rirug or alcohol problems/dependency 
·Personal medical problem; 
Marital problem 
Family Hedical problem 
Family emotional or psychological problem 
Family problems Hith the law 
Family financial problem 
Other personal or family problems 
Civilian convictions 
Avoidance of punishment for other actions 
Boredom, lack of satisfaction, se~se of uselessness 
Went AHOL cause he \vantcd to go to Nam and they vwuldn 't 

let·him go 
Personal Problem 2/law-not convictions 
Selfish reasons 
Inuna turi ty 

.2% 

2.3% 

1.9% 
.2% 

t • 9/o 
1.2% 

1. 6% 
2.1% 

.2% 

• '7% 
4. 9% 

.7% 

9Z () 

,!,';;, 
J., 07o 
2.S% 

l. ]J:, 

• 1'/, 

2"1 . ,, 
1.8% 
9.7% 

.5% 

.2% 
,2/o 

1. 7% 

.l~% 

2.3% 
2 . 6"1. 
1.1.% 

• 3/o 

L~. 6% 
4.9% 
3 • 6"/o 
8.4% 

11. 1"/, 
2.6% 

.1% 
12.5% 

6.4% 
.3% 

1.0% 
1. 7% 

,6% 

.1% 
4.3% 
4. 3"/, 



L<!SL lul0\\'11 fal'li)y ::;Latus (cq)pU.ccmL 1 s J;u-lily) 
N 

S i n p, l c , no cl q l(? n cl c n U; 
Single, dvpcnrlc~nt.·> 

\~idowcd no dcpcnclcnl:s 
ScperaLcd, no dcpc.nllt:'nts 
Divorced, .or scpc,·;;tcd, dcpcndcnls 
Ha1-ricd, no dcpcmclL:nt}; other t!J<i.n t~pou~;e 

Harried, dependents oU1cr the1.n spouse. 

Emplo:-,nnent Activities at Time of Application 
N 

Employed, full-time, white collar 
Ernployed, full-time, skilled blue collar 
Employed, fu 11- U me, unsl~i ll c(l 
Employcd,,part-time, white collar 
Employed, part-time, skilled blue collar 
Employed, part-time, unskilled 
Employed intermittently 
Unemployed 
In trade school 
In college 
In graduate school 
In trade school, employed part-time 
In college, employed full-time 
In graduate school, employ-ed, part-time 
Incarcerated, awaiting trial 
Incarcerated, past conviction 
Incarcerated, for qualifying offense (furloughed 

Executive Order) 

Mental or Physical Problems 
N 

None Noted 
Physicai Problems, No Disability 
Physical Problem, Hith Disability 
Psychological Problems pertaining to 

ReactLon to Authority 
Other Psychological Problems 
Prob lcn1s with drugs 
Problems with alcohol 

Existence and Origin of Medical Problem 
N 

None 
Congenital 
Pre-Military/Draft 
Emanating from draft or military 

situation 
Possibly emanating from Vietnam experience 
Definitely emannting from Vietnam experience 
Post-miU tcn-y/Jraft 
Ori~in UnknoHn 

by 

CiviLian 

372 
/j (J • 2.'lo 

2. 7"/, 

• 5fo 

2. l"l 
23 • 7/o 
21. Of', 

360 
2 6 • 1/o 
16.9% 
21.1% 

.4% 
1.1% 
'2. 5% 
2.9% 
2 .1/o 

.4% 
7.5% 
1.8% 

. 7% 
2 • 1/o 

.l•% 
3.6% 
7.5% 

472 
86.7% 
2, 5/o 
1.9% 

.8% 

5.7% 
1.7%· 

.6% 

472 
93 .l~% 

1.3% 
4. 7% 

• 6% 

lli Ht;1ry 

768 
38 .IJ."/c, 

2. J'/., 

• l/o 
0f)/ 

• () /o 

J. /1/, 

15.2 
38 ,!j{~ 

~16 

6 • 6/o 
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APPENDIX H- MANAGE.'HENT TOOLS 

1. Pipeline Analysis 

One of the ·most useful of the many tools developed by the management 

analysis staff, this one in particular at the instigation of an OMB study team, 

was the production "pipeline analysis." The "Pipeline" was designed to monitor 

the entire workload and case flow throughout the organization, based on a 

simple bean-in-the-bin methodology. 

The pipeline analysis literally did no more than count the number of cases 

in each significant stage of the process at th~ time· the pipeline "snapshot" 

occurred. A form listing the 20-25 most important (and discrete) steps in 

the case process, from receipt of an application to hearing or rehearing by 

l 
the Board, was handed out at a fixed time to every person in the organization 

that might conceivably handle a case or a case file. At a fixed time shortly 

thereafter, each person would stop work and count the case files then in his 

(her) physical possession. ~~ile clarifying modifications occurred over time, 

the principal remaineo the physical accounting of cases. 

Results of the snapshot were then put together with data gathered from other 

intermediate steps in the organization--gross totals from the application section, 

files processing, docketing and distribution, and post-Board operations, to 

form an audit of the organization. 

Initially, some 600 cases· w·ere "lost" or otherwise unaccounted for. As time 

went by and the pipeline became more sophisticated, fewer cases turned up in 

the missing category. Those that did were assumed to resemble the bankers "float". 

I 

l 
I 

I 
t 
I 
I 
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! 
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That is, some cases were inevitably uncounted because they v1ere betHecn stages. 

A number of cases were also assumed .to be "lrn t" in the sense that no one had 

possession of ·them. Figure ~ is a copy of the "snapshot" form used to derive 

the bulk of the data. Figure 2 below shm.;rs a typical pipeline analysis for 

the week ending August 4 _, alphabetic characters in the boxes correspond to 

lines in the "snapshot (Figure 1:) , and form !;he general equations used to' 

derive the pipeline analysis. 

Data from the pipeline analysis \Wre used _to. spot' actua 1. and an tid pate' 

potential backlogs, plan Board ses~ions (based on the number ·or cases that 

could be expected to come to fruitlon in time for a Board meeting), and to 

determine the need for short term rc~ource.realocation. Of all of the tools 

developed, -this proved to be ohe of the most useful ln the critical llay-Ju~y 

op~rations of the PCB. It is also ~he management tool that may have the most 

limited applicability in·a standard government unit. Hhere there is clearly 

~-. 

! 

. f 

a productiontype operatiqn, however, the pipeline analy~is could easily be 

utilized. · It vas both our most diffJelt and useful management tool. 
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2. Productiv~ Analysis 

Productivity anaiysis \vas· one of the earliest devised mc!thods of gu<1e,L1g 

performance of and the p~obable success of the venture , as mcasu~~ed by our 

progress to\vards goals. The management team measured , at the lowest level, 

I 
individual perform.:tnce ~s ~ f~nction of the number of cases sent from that 

se~ncnt of the process to the next over a week period of time; individual 

performance measures \vere combined by team a:nd by . organization t:o chart performance 

was obviously important, ari ability to measure progress in line management 

levels, 1vhere performance \vas so dependent on the lea·dership characteristics 

of a disparate group of ~ndividuals, was the most critical application of the 
(' 

productivity analysis. The MIS form used for tfuis exercise is attached as figure 3. 

Areas of the process both prior to and subsequent to the case attorney areas 

were not production units in the same sense . Fromthe file processing unit, 

it was necessary to know the estimated application rate, projection of potential 

caseload, and the number of case files--essentially the raw materials in the 

process--that were readied for the attorneys to ~recess . At tl1e other end , it 

.\vas. necessary to knm hoH many cases had been readied for the Board to hear (again 

raH materials) , and how many had been heard or: .were to be recycled through the 

licaring rate, and the numbc.r actu.:d ly removed fJJvm the process by fon·lilrcling 

. w.r..Y'c.. q~he.re.c! -hoM o#.er arc:as. 
to the President for signaturlt. 'J.'hus, numbers \·lc.r.e supplied at a gro[:s lcv,~l, 

A ·. 
------ ~e. and judgements wcreAwithout close examination at the microlcvel. 
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~ 
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Nicrolcvcl productivity analysi:; at the nt:!:orncy level, produced sJ:artlint; 

discn~pcncies bc.:tvrcen pc1~formance f.o of di,fferent individuals. Using the 

projected average learning curve and a standardized production of 8 cases 

per \Vcek, the m.:magcment team produced a cumula ti vc produc ti.on curve. 

The cumulative production for each action att.oJ:ncy on a team \vas nc:xt 

pl.ott:ed ag<linst this curve (a \vas cumulative cases , and the X·· axis Has number of 

weeks on board). Since the team mcmbci~S of any given team came on board over a 

continuous period of time •. and not all at once, the. plotted cumulative production 

for each team member should theoret~cally have formed a learning curve and a 
I i 

standard production curve. (This probably) dep.ic~:ed the two more accurately thart 

otl-.en7ise mig~1t_have beei": '· 3d the data ~,ave been plotted by '"cck ir,stec:td of 

cumulati\lcly, simply _because it had the effect of averaging it1dividual performa.1ce 

R overtime and varying curcumstances .) Tlte fact is that · thc points did follow 

the lca rn·ing curve as predicted. 

Later, a second curve \ms plotted that used minimum performance as 

the baseline (1-2-4-6 .) . Individuals that fell on or beiow this minimum 

:rroductivity line Here identified and an attempt ,.;ras made t o determine ,,That 

problu-:1s may hnvc le:d to the low productivity. Thom that simply could not or 

would not perform to thosc·levels were sent back to the home agencies . I 
i 

Figure 4A shmvs the learning curve for "Team 8" at the beginning of 

the management intensive phase. Figure 4B shows that same team some four \vecks 

later. Points for the curves are derived from the management information 

system results as shown in the sample in Figure 3. 'I'he dark curve was the 

predicted ~arning curve. The thin curve on the same pages depict the 

actual learning curve for the teams. 
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3. Time and Motion Analysis 

Figure SA through D show, in sequence, the process steps used by the 

PCB ia writing and quih.Jity controlling its cases. Hembers of the manage­

ment team broke the process up into the primary segments, observed 

motions and sequence, discussed the same 1vith staff involved in 3ach 

segment , and revised the process as necessary in order to eliminate 

both excessive time and duplication. 
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~~;~ ._ Logged by secretary on T-02 

• ,.__~ ~-:.t.. I Give final to A.Ao for proof-0 • \,1';7 •I T 

( 

IL 

reading I ' 

! 

:~s 

:~ 

D:\C: 10 

AoAo Deliver files to D&D 

Logged by D&D 

Logged by AoAo 

Deliver summary, A&H, ''Best 
Address" to team secr etary 

Secretary to Xerox 

Xeroxing of 22 copies · 

Mailing 

1. 

2. 

3. 

4. 

MINOR CORRECTIONS 

Correct case summary at 
Action Atty's desk 

Sign- off at Quality Control 

Log-out on M-01 

Leave with team secretary 
for delivery to AoAo 

o:o~: 38 IIL SIGN lFICAl'\T 



I. BUDGET 



PRESIDENTIAL CLEHENCY BOARD BUDGET ESTIHATES 

FY . '75 
Actm1l Cost . Incurred From 
Unant.ic~a.tGd Needs Fund: 

Original 
Allocation 

Additional 

II It II II 

Other 
Contributions (DOJ): 

Total: 
FY '75 

9/17/74 $ 85,000 

1/5/75 100,000 

3/18/75 55,000 

Total $240,000 

$ ;34,600 

$ 

·py '76 
· Actual Costs Incurred 

From Unanticipated Needs Fund: 

Original Allocation: 

Additional Allocation: 

Total Allocation: 

Total Actual Out of 
pocket Board Expenses: 

$ 100,000 

!? 5.~5.L.600 



Estimate of Re"al Board Cos·ts: 

Actual Costs Incurred: 
Staff Costs 

Salaries: 

(Av. Grade 65.8 For an 
Av. 250 pes. for 12 months) 
Benefits @ 99% 

Total Salary Expenses: 

Space - Approx: 

$ 555,600 

3,000,000 

270.000 

$3,270o000 

800.000 

Telephones, Conununications-:- Approx: 500.000 

Miscellaneous - includes overhead-
supplies-printing-gtiard service, etc. 500.000 

'l'o·tal-estimated real costs: §2..e 62.5._L2.Q..Q. 




