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3 RATIONALE FOR CHANGE

3.1 General

3.1.1 Methodology.  
Familiarization was performed in each workcenter to acquaint Most Efficient Organization (MEO) Team personnel with operating procedures and physical layout.  Regulations, procedures, and workcenter standards-of-performance were also reviewed.  Current organizational charts were constructed to include a match up of Table of Distribution and Allowances (TDA) requirements, where possible.  As part of the familiarization, each functional area was afforded the opportunity to suggest improvement possibilities.  All functional managers and leaders were given an opportunity to provide input in the development of the MEO during the familiarization.  Finally, the MEO Team evaluated methods to be used to validate the manpower requirements in each function's MEO.  

This document, position descriptions, and the accompanying organizational chart collectively illustrate the proposed organization.

3.1.1.1 Teams.  
After the familiarization visits, the MEO Team gathered to discuss core processes for the Fort Myer Military Community (FMMC).  A combination of tools was used to conduct the analysis, including brainstorming, Operational Audit (OA), Process Mapping, and Queuing Analysis.  The reviews considered all aspects of the processes including personnel, equipment, and facilities.  Manpower requirements were quantified and validated by the MEO Team through basic workcenter knowledge, the use of OA, and minimum manpower equations.

3.1.1.2 Operational Audit.  
Functional staffing, which includes determining full-time equivalents (FTE), skill levels, and job series, was determined by the performance of OA. The OA was used to measure the direct workload for each Performance Requirement Document (PRD) requirement.  Direct work defines productive work that directly relates to a workcenter producing an end product.  It also defines work that is in direct support of the mission.  The direct tasks were initially derived from the workload tables in the PRD.  

The measured data (time per occurrence) was based on technical estimates and historical records provided by functional experts.  Measured man-hours were allocated to the functional elements where the work was being performed.  An allowance was added to each area’s measured man-hours to account for indirect time (see following paragraph for discussion).  The total man-hours for each element were then divided by 148 (the monthly Manpower Availability Factor for civilians) to derive the fractional manpower for each element.  The measurement summary data is included in Attachment 10.  Finally, the fractional manpower was used as a guide in determining the FTEs required for the new organizational structure.  Consolidations, multi-skill development, overtime, and cross-utilization of personnel were key factors in determining the final FTE requirements.

3.1.1.3 Standard Indirect Allowable Man-hours (SIAM).  
After completion of the OA, which measured direct workload, the MEO team measured indirect workload in order to fully and accurately account for all work performed in a given workcenter.  Indirect work defines productive work that must be done, but that does not directly relate to producing an end product.  Unlike direct work, it does not directly support the mission.  The Air Force Manpower Standard (AFMS) 00AA, “Standard Indirect Description” was used as a guide to derive the SIAM.  This AFMS provides a Standardized Indirect Description (SID) and standardized indirect task times.  Since these predetermined man-hours use standardized indirect tasks that are common to Air Force workcenters, the times were adjusted to account for Army procedures.  Four representative workcenters were chosen and measured to calculate the SIAM.

Because the MEO will be an all-civilian workforce, the SIDs related to military personnel, as well as those SIDs not related to the functions under study were eliminated.  The SIAM takes into consideration that fewer indirect man-hours would be required in an all-civilian workforce.  

After careful analysis, it was determined that these two workcenters will use an indirect factor of 13%.  The SIAM Analysis is included in Attachment 11.

3.1.1.4 Benchmarking.  
Competitive benchmarking has long been realized as crucial to the survival of private-sector business and industries.  The same holds true for the government.  Cost savings and efficiency gains result from identifying and implementing the best practices of industry.  In conducting preliminary benchmarking research, Abacus Technology representatives visited FMMC, determined the installation size and types of functions, and then identified similar companies for comparison.  The FMMC then conducted benchmarking trips.  Abacus continued its research effort and compiled an exhaustive database of best practice methodologies and benchmarks applicable to FMMC functions.  This data was used to identify areas of potential improvement, both in process management and human resource utilization.  The benchmarking process is on going.  Based on the results of the preliminary benchmarking data, FMMC could benefit greatly from new and innovative ways of doing business.  The team continues to assess opportunities for improving and maintaining work in-house, as well as outsourcing portions of the available work when economically feasible.  The improvements realized by benchmarking will ultimately lead to better services for FMMC customers, justifiable spending and procurement plans, and other tangible benefits for the government.  It also will help FMMC identify and focus on other industry trends and areas of opportunity in the commercial sector.

3.1.1.5 Other.  
In addition to the process improvement and manpower computational methods described above, other techniques were used as necessary to determine improvements, savings, and efficiencies.  A further explanation of this Analysis is given in the paragraphs describing the improvement rationale.

3.1.2 Summary.  
Since salary expenditures are by far the largest portion of an MEO’s cost, much effort was focused on reducing manpower wherever possible. Processes that were considered “broken” were also heavily examined. In the end, the Clothing Issue Facility (CIF) and Clothing and Equipment Repair (CER) were merged together to become smaller.  These changes foster the creation of a workcenter that will be customer focused and economically operated. The MEO, as reflected in Part 4, is the result of these changes. 
Because of the improvements made by the MEO Team, the overall reduction of four FTEs (22.2%), will allow these organizations to accomplish their mission more effectively, both in terms of cost and performance.
3.2 Function Analysis

3.2.1 Military Clothing and Equipment Support Branch (MCESB)

Organization Structure

· Analysis and Discussion: The CIF and CER are currently located within Directorate of Public Works and Logistics’ (DPWL) Services Division as separate branches. These organizations are inter-dependent for mission accomplishment.  Due to the current organizational arrangement, the CIF has no control over the CER operations.  The Division Chief must resolve problems or issues.  Organizational alignment causes communication problems, operational bottlenecks, and impedes work prioritization. This hinders timely mission accomplishment and impacts their ability to provide quality service to the customer.

· Resolution of Problems: The structural alignment of the organization will change in the MEO.  This organization hierarchical structure will be flattened.  The CER mission and functions will be merged with CIF to become a one-stop-shop.  This arrangement will enable the organization to operate more efficiently and effectively, improving internal coordination and communication, streamlining operations, cross utilizing personnel within functional areas, and improving overall customer service. The new organization will be called the Military Clothing and Equipment Support Branch and realigned within the Installation Resource Center, under the Supply Division. 

Operational Procedures

· Analysis and Discussion: The current Property Book Officer/CIF Chief is a Warrant Officer position, a commercial activity (CA) position responsible for government in nature (GIN) and CA functions.

· Resolution of Problem:  In the new organization, the position will be civilianized.  As a result of the structural realignment under supply, the Supply Division Chief will perform the GIN functions.  The Supervisory Inventory Management Specialist will perform the CA functions.

· Analysis and Discussion:  Staffing in the CIF is primarily military.  This leads to some difficulties in scheduling and operating hours.  For example, military personnel are required to attend mandatory training, such as Sergeant's Time, physical training, and/or other unit requirements.  The remaining workers must adjust their work schedules to accommodate this requirement or function alone until the military workers can resume their normal duties.  This situation yields an uneven treatment of customers and often results in delays in processing times.

· Resolution of Problem:  All military positions within CIF are contractible, and under the MEO those positions that remain will be converted to civilian positions. Mandatory military commitments will not create personnel shortages that result in customer service delays.  

· Analysis and Discussion:  Very few, if any process reviews and management analyses of internal functions are conducted.

· Resolution of Problem:  Institute a monthly one-hour meeting to review the business plan, internal processes, supply and equipment issues, and provide a forum for information sharing.  Implement improvements.  Note: man-hours to accomplish these meetings is included in the SIAM.

Personnel

· Operational Audit:

· The CIF CA Operational Audit workload results show 951.60 monthly man-hours or 6.43 FTEs.  

· The CER CA Operational Audit workload results show 1152.07 monthly man-hours or 7.78 FTEs.

· Current authorizations are not consistent with workload volume.  Authorizations provided by United States Army standards exceeded actual workload volumes resulting in manpower in excess of what was required for the current organization.  This excess of manpower drove an organizational structure, which does not lend itself to efficiencies.  Additionally, obstacles exist hindering cross-utilization of personnel, material, equipment, and facilities with other customer support elements.

· Supervisor to Worker Ratio:  

· Analysis and Discussion.  The CIF operates on a supervisor to worker ratio of 1 to 9.  The CER operates on a supervisor to worker ratio of 1 to 9.

· Resolution of Problem.  The MCESB will operate on a supervisor to worker ratio of 1 to 13.

· Normal Duty Hours:  MCESB will operate 0730 to 1600 hours, Monday through Friday.  

Equipment

· Initially, the MEO will accept and use all existing equipment.  As equipment becomes obsolete or is no longer needed, it will be turned in to Defense Reutilization and Marketing Office or otherwise disposed of. 

Facilities

· The facilities currently used by the CIF and CER are adequate to support the mission requirements of the MCESB.

PAGE  
3-4
Version 03/12/02


