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OF FINAL AWARD OR CANCELLATION OF COST STUDY

3 RATIONALE FOR CHANGE

3.1 General

3.1.1 Methodology.  
Familiarization was performed in each workcenter to acquaint the most efficient organization (MEO) Team personnel with operating procedures and physical layout.  Regulations, procedures, and workcenter standards were also reviewed.  Current organizational charts were constructed to include a match up of the table of distribution and allowances (TDA) authorizations, where possible.  The current organization continued to change throughout the development of the MEO.  Organizational changes were periodically implemented which made the current organization very difficult to pinpoint as it changed.  As such, the current organization as of August 29, 1999 (study announcement date) was used.  The rationale for change was based, therefore, on the current organization as it was at the time of announcement.  

As part of the familiarization, each functional area was afforded the opportunity to suggest improvement possibilities.  All employees, including functional managers and leaders, were given an opportunity to provide input in the development of the MEO.  Finally, the MEO Team evaluated methods to be used to validate the manpower requirements in each function's MEO.  

This document, position descriptions, and accompanying organizational charts 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).  For the most part, the MEO Team remained as one unit, dividing as necessary to tackle specific issues.  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 Process Mapping.  
For processes that were viewed as either “broken” or as having the potential for large savings, the MEO Team used flow-charting and process mapping as a basis for improvement.  Each of the chosen processes was mapped to show the current method of operation and inefficiencies were highlighted.  In some cases, the flow-charting revealed processes that needlessly involved several separate work centers.  In these instances, the workcenters were further reviewed to determine the feasibility of consolidation.  Details of the process mapping are included in Attachment 13, and identification of problems, analysis, and resolution of problems are discussed in further detail under each functional area below.

3.1.1.3 Operational Audit.  
Functional staffing, which includes determining full-time equivalents (FTE), skill levels, and job series, was determined by the performance of OA for most functions.  The OA was used to measure the direct workload for each Performance Requirements Document (PRD) task requirement in the J-3 tables.  Thus, the OA serves as the “crosswalk” between the PRD and Management Plan.  Direct work defines productive work that directly relates to a work center 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, and were then adjusted to account for differences between the MEO and a contractor.  Other than these adjustments, the workload data used to support the MEO is identical to that depicted 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.  All data, regardless of the PRD frequency, was converted to a monthly frequency through the use of a conversion factor.  For instance, if the PRD listed a frequency as yearly, we multiplied by 0.08333 to arrive at a monthly amount.  The total man-hours for each element were then divided by 148 (the monthly Manpower Availability Factor (MAF) for civilians) to derive the fractional manpower for each element.  The measurement summary data is included in the Operational Audit.  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.

3.1.1.4 Minimum Manpower.  
Some functions did not lend themselves to the OA.  This was primarily the case in workcenters where workload could not justify the actual requirement to meet mission critical response times.  In these instances, a minimum manpower equation was used to determine manpower requirements.  A minimum manpower equation converts required days per week, hours per day, and FTEs per shift into monthly man-hours, which are then divided by the MAF.  For each of these workcenters, the use of overtime and on-call personnel was evaluated as an alternative to full-time staffing.  As with the workcenters using OA, consolidations, multi-skill positions, overtime, and cross-utilization were also considered.

3.1.1.5 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.  Indirect work defines productive work that must be done, but that does not directly relate to producing an end product, and 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 standard indirect tasks that are common to Air Force workcenters, the times were adjusted to account for Army procedures as well as for Overhead tasks.  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.  

Examples of indirect tasks include answering phones, filing, workspace clean-up, equipment maintenance, inventories, meetings, and supervision (these examples are not intended to be all-inclusive, only to give a general example of the types of tasks considered indirect).  The SIAM accounts for daily as well as sporadic tasks.  Sporadic indirect tasks are those that occur irregularly and may take a considerable length of time to complete:  the annual appraisal cycle and conducting inventories are examples.  This serves the same purpose as workload leveling.  That is, we staff to a workload average, ignoring the daily or weekly fluctuations and temporary spikes that naturally occur.  Overhead tasks included in the sheet include CPAC support (based on actual hours per employee supported), and Other.  Other includes financial (travel vouchers, etc.), legal, safety, etc.  This overhead support, though not separately costed, is therefore included as an integral part of the personnel costs on Line 1.

After careful analysis, two distinct factors were computed.  Administrative-type workcenters (those consisting primarily of administrative type tasks and filled by General Schedule (GS) workers) will use an indirect factor of 11%; maintenance-type workcenters (those involving manual tasks and filled with primarily Wage Grade personnel) will use an indirect factor of 13%.  The difference in percentages can be attributed to closer and more direct supervision, equipment that must be maintained, and increased clean-up time for maintenance-type workcenters.  The SIAM Analysis is included in Attachment 12 and the indirect factor for each work activity is included.

3.1.1.6 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 team 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 team assessed opportunities for improving and maintaining work in-house, as well as outsourcing portions of the available work, where 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.

3.1.1.7 Final Staffing.  
After all improvements were made and all tasks measured, workcenter staffing was determined.  Several factors affected the final manpower allocated to each workcenter.  First, the direct and indirect measured man-hours were determined.  Next, the fractional manpower earned in each workcenter was evaluated.  The decision as to whether the measured man-hours should be rounded up or down was also based on several factors including variations in workload, technical assessment by the functional experts, etc.).  In some instances we determined the fractional manpower would be handled with overtime or by assistance from other workcenters, while in other instances we determined the fractional manpower would be rounded up to the next higher whole authorization.  One of the main reasons for rounding up was to account for workload variations.  As described above, workload variations occur naturally even though staffing remains constant.  Giving a workcenter additional resources (rounding up by half an FTE, etc.), helps alleviate the differences between constant staffing levels and varying workload.

Finally, in many instances, direct supervision of higher-level MEO personnel is provided by the REO position directly above them in the reporting chain.  In those instances, that portion of the REO position’s time is costed in winCOMPARE.  These positions are identifiable by the designation of position number 999.

3.1.1.8 General Personnel Reductions.  
Although not specifically quantifiable, much of the MEO’s reduction in personnel from the current staffing can be attributed to “right-sizing”.  The MEO Team did not work under the assumption that the current staffing is correct, and that adjustments from those numbers required justification.  Instead, the actual workload requirements were measured, the processes were improved, and the functions were staffed to meet the new requirements.  The rationale for this is that since the current staffing is not necessarily correct, the resultant staffing (after improvements), might also be incorrect.  For instance, if a workcenter is currently staffed with 10 FTEs and improvements are made that reduce the requirement by 2 FTEs, would the new workcenter require 8 FTEs.  Only if the original 10 FTEs were the proper staffing level would that assumption be correct.  If, however, the current workload for that function only justified 7 FTEs, then the reduction of 2 FTEs would bring the actual requirement to 5 FTEs.  Operational Audit provided the MEO Team a method to verify the required staffing for the current organization to accomplish the PRD workload.  Then, process improvements were implemented to further reduce that number.

In some instances, the current staffing levels far exceed the requirements.  This is due to a variety of reasons, some of which are explained below:

· As posts around the MDW area reduced their manning levels, excess personnel were assigned to jobs at other installations.  Supply is one area that has an excess of personnel due to this influx.

· Some military workcenters are staffed with personnel on-loan from other workcenters.  In many instances, these are personnel that are no longer able (temporarily or permanently), to perform their normal functions.  They are then loaned to less physically demanding workcenters, increasing the staffing in those workcenters to well beyond that required to accomplish the workload.  Some Headquarters Command workcenters are currently overstaffed for this reason.

· Current staffing levels are often based on old requirements.  That is, the staffing has not changed even though improvements have been made that reduced the workload requirements.  An example of this is the use of the Government Purchase Card by shop personnel which reduced the workload requirements for Supply personnel, without a change is Supply staffing. 

Due to the fact that MDW area is rich with medical facilities and capabilities, many service personnel request Ft. Myer as a Hardship assignment.  This also serves to increase the staffing in some military workcenters beyond the actual requirements.

3.1.1.9 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.  An example of this is shift profile analysis used to determine manning by shift and season for transportation.  Further explanations of these are given in the paragraphs describing the improvement rationale.

Within the MEO, relationships to other organizations are discussed in the operational procedures sections in Part 4.  In some instances, the procedures were not changed from the current organization to the proposed one.  This means that relationships among the functional areas, as they currently exist, are identical in the MEO.  In those cases where operational procedures were inadequate or reporting mechanisms have changed, the new procedure is described.  Further detail on the interrelationship of the MEO and the residual efficient organization (REO) is illustrated in Attachment 8, MEO Organizational Chart.

As with the MEO, the relationship of the residual governmental-in-nature (GIN) workforce to other organizations is described in the operational procedures sections in Part 6.  Attachment 8 also shows the interrelationship of the REO within the proposed organization.

In the event of a conversion to a contractor operation, the residual GIN workforce must interface with the contractor.  Further discussion on these relationships may be found in Part 7, “Relationships after Cost Study.”

Most of the vehicles used by the MEO are General Service Administration (GSA) leased vehicles.  The MEO team determined the current vehicle stock to be excessive.  In some instances vehicles will no longer be needed, and in other instances the types of vehicles used will be different.  See Attachment 17.

All government owned vehicles are being furnished as government furnished equipment (GFE).  As with other equipment, the MEO will initially accept all government provided vehicles.  Excesses will be identified as the MEO structure settles, and as vehicles become obsolete or are no longer needed, they will be turned in to Defense Reutilization and Marketing Office (DRMO) or otherwise disposed of.

3.1.2 Summary.  
The MEO, as reflected in Part 4, is the result of many changes, both organizational and procedural.  In order to successfully implement these changes, paradigms must shift.   Some Fort McNair processes must move to Fort Myer, where they can be handled more efficiently.  Some functions traditionally handled by one directorate will now be the responsibility of another.  

The MEO team began improvement efforts through a brainstorming session referred to as "Affinity Diagramming".  Using this technique, all processes for FMMC were listed, and then grouped according to similarities.  Several iterations of the grouping were accomplished until all processes were listed under four major headings.  These headings, which are FMMC's "Core Processes", were the driving force behind all of the MEO's proposed changes.  Specifically, the team used the headings to determine which functions to combine (those deemed similar), which to reorganize (those that regularly worked closely with others), and which to improve (those most mission related, or those that were the most labor intensive).  These Core Processes formed the heart of the new organization -- the new Service Centers.  All subordinate organizations are geared to support the Core Process of its parent Service Center.

As expected, some of the major changes took place in the most resource intensive area, Directorate of Public Works and Logistics (DPWL).  Since personnel salary expense is by far the largest portion of an MEO’s cost, much effort was focused on this directorate.  Processes that were considered “broken” were also heavily examined.  

In the end, the DPWL directorate became smaller and more focused on public works issues.  DPWL support services were grouped with like functions from other areas and were moved to organizations whose primary mission was support.

A large portion of the savings achieved is the result of simply eliminating non-productive time and redundancies.  In some work areas, non-productive time was as high as 50% (as identified by the OA).  Redundancies existed mainly in the DPWL shop areas, distribution runs, contract management, supply, and personnel.

Although supervisory ratios were not extremely high, the manpower reductions as a result of the Management Study also allowed a reduction in the supervisory ratio (see Part 5 – Overhead Requirements for discussion.

Because of the improvements made by the MEO Team, the total overall reduction of 287 positions will allow FMMC to accomplish its mission more effectively, both in terms of cost and performance.  

In addition to the overall drop in manpower required to support the FMMC mission, supervisory ratios were more than proportionately distributed.  Beginning supervisory ratios were one supervisor to four workers.  Ending supervisory ratios are 1 supervisor to 15 workers.  The National Performance Review cited 1 to 14 as a desirable ratio.

3.2 Functional Analysis

3.2.1 Office of the Garrison Commander and Special Staff

3.2.1.1 Office of the Garrison Commander 
(GIN)
Organization Structure

· This office consists of the Garrison Commander, Command Sergeant Major (CSM), Deputy Garrison Commander, Staff Administrative Analyst, Secretary, and Administrative Specialist.
Operational Procedures

· This organization functions efficiently in all mission responsibilities.

Personnel

· There will be no personnel changes in this area.  

Equipment

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

Facilities

· Facilities are adequate to support mission requirements.

3.2.1.2 Reenlistment Branch 
(GIN)

Organization Structure

· Analysis and Discussion: The Reenlistment Branch currently reports to the CSM.  Additionally, the Headquarters Command Battalion has one career counselor conducting the same functions.

· Resolution of Problem: This function will remain under the CSM and will consolidate the reenlistment counselor from the HQ Command Battalion.  This will provide one centralized office for all reenlistment actions within FMMC.  

Operational Procedures

· This organization functions efficiently in all mission responsibilities.

Personnel

· Operational Audit

· The Clerk-Typist position in the Reenlistment Branch, a contractible position, had 24.47 man-hours or 0.17 FTEs of workload.  This workload will be transferred to the Administrative Specialist in the Office of the Garrison Command, a GIN position.

· Additionally, the reenlistment Non-Commissioned Officer (NCO) from Headquarters Command Battalion has been moved to this branch to consolidate the reenlistment effort for the entire Garrison.

· Supervisor to Worker Ratio

· The Reenlistment Office operates and will continue to operate on a supervisor to worker ratio of 1 to 4.

Equipment

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

Facilities

· Facilities are adequate to support mission requirements.

3.2.1.3 Enlisted Aides Branch 
(GIN/Not Studied)

3.2.1.4 Public Affairs Office (PAO) 
(CA PRD WBS 2.3.1.1/GIN)

Organization Structure

· Analysis and Discussion: In this organization, all personnel report to the Chief of Public Affairs.  It was noted that this GIN organization has direct oversight of a civilian enterprise contract for the publication of the Pentagram.  The organization interfaces well with contractor operations.  There are four contractor personnel who are collocated with PAO.  

· The FMMC Historian is currently located in the Directorate of Plans, Training, Mobilization, and Security (DPTMS) and is a one-deep, labor-intensive, contractible position.  Responsibilities of this office require this individual to be absent from the office for extended periods of time.  The individual works overtime.  This function has no relation to the mission of the other branches of the DPTMS, and would be better served if it were realigned with the Public Affairs Office, which has a related mission.  

· The Fort McNair Installation Coordinator’s Office, also assigned to the DPTMS, is a two-deep function with a duplicative workload.  The coordinator and assistant were initially located at Fort McNair in Building 48.  Although this office meets customer needs, a standalone office at Fort McNair is a waste of valuable resources.  Since the inception of the A-76 process, the Fort McNair Installation Coordinator’s Office has been closed.  The assistant installation coordinator position was vacated upon the PCS of the incumbent NCO.  The Installation Coordinator was transferred to a DPTMS Plans and Operations Officer position to act as the Force Protection Officer.  

· Resolution of Problem: In the MEO/REO, the DPTMS Historian responsibilities will be moved to the Public Affairs Office to improve coordination and dissemination of information to the customer base.  The Installation Coordinator Office was closed.  (See Attachment 8, MEO Organizational Charts.)

Operational Procedures

· Duplicative/Like Functions

· Analysis and Discussion: The FMMC Historian and the Public Information Officer are both responsible for coordinating and conducting tours, briefings, and events. 
· Resolution of Problem: In the MEO/REO, the Historian responsibilities will be moved to this organization thereby improving coordination, support, and dissemination of information to the customer base.
· Analysis and Discussion: The Fort McNair Installation Coordinator’s Office was a duplicative, overstaffed function that has been abolished since the onset of this study.  

· Resolution of Problem: In the MEO/REO, the Command Information Officer will continue to coordinate events and activities at both posts.  This will result in the abolishment of one commercial activity (CA) position and one GIN position.

Personnel

· Operational Audit 

· Operational Audit workload results show 1260.20 monthly man-hours, which equates to 8.52 FTEs for the GIN Public Affairs positions. The Historian workload measured 169.21 CA monthly man-hours, which equates to 1.14 FTEs.  Contractor workload was not measured as part of this study.

· Supervisor to Worker Ratio

· Analysis and Discussion: The Public Affairs Office operates on a supervisor to worker ratio of 1 to 7.  This ratio does not reflect oversight of contractor personnel.

· Resolution of Problem: Public Affairs supervisor to worker ratio will increase 1 to 9 due to the inclusion of the Historian in the function.

· Normal Duty Hours

· Analysis and Discussion: PAO has recurring requirements for other than normal duty hours to include weekends and holidays.

· Resolution of Problem: No future changes are expected due to the nature and deadline scheduling of this organization.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD.  As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Analysis and Discussion: Facilities are adequate to support mission requirements.

3.2.1.5 Business Improvements Office 
(CA PRD WBS 2.4.1/GIN)

Organization Structure 

· Duplicative/Like Functions

· Analysis and Discussion: The Office of Change Management (OCM) and two Management Analysts within the Directorate of Resource Management (DRM), Manpower and Internal Review Division are responsible for programs that fall under the broader category of Quality.  These programs include Total Army Quality, Installation Management Action Plan, Army Ideas of Excellence, Strategic Planning, customer satisfaction system, Executive Steering Council, business process reengineering, etc.

· Resolution of Problems: Consolidating all quality-related programs into one office will improve communication and coordination, reduce handoffs, increase effectiveness, and better align processes.

· Manpower Strength

· Analysis and Discussion: The OCM was a mixed organization composed of one CA and one GIN position.  No inefficiencies were identified for this office.  It was noted that even though the CA position under study measured slightly less than one FTE, there were times when overtime was required in order to meet mission requirements.   

· Resolution of Problem: In the new organization, the entire OCM mission will be realigned with other like processes within FMMC to become the Business Improvements Office.  The consolidation of all quality related functions will provide additional manpower, reducing the need for overtime.  (See Attachment 8, MEO Organizational Charts)

Operational Procedures

· Potential Scheduling Problems 

· Analysis and Discussion: There were times when the personnel assigned to this organization were over tasked when pressed by normal mission requirements coupled with heavy inflow of tasks, requests for assistance, and assignment of special interest projects.

· Resolution of Problem: The consolidation of similarly focused programs will provide additional manpower during peak workloads, allow for cross utilization of personnel and improve communication and information sharing.  

Personnel

· Operational Audit 

· Analysis and Discussion: There were originally four positions studied for this office; a GS-0301-13, Total Quality Program Manager in the OCM (GIN); a GS-0343-11, Management Analyst (CA) position, physically located in OCM, but reflected on the TDA as being under the DRM, Manpower, Management and Internal Review Division; and two Management Analysts, GS-0343-11 (CA, also in DRM).  The GS-0343-11 position, located in OCM, was subsequently re-classified as a GS-0301-11, Total Quality Program Coordinator.  These authorizations have been adequately filled.  No known recruiting or turnover problems exist.  Shift work is not required, yet there have been times when overtime has been required to work special downward directed taskings.  

· The CA Operational Audit Workload results show 318.13 monthly man-hours or 2.14 FTEs for the CA positions.

· Operational Audit workload results for the remaining GIN position show 177.12 monthly man-hours or 1.20 FTEs.

· Resolution of Problem: In the MEO/REO, other tasks and functions will be merged with this staff organization.  The office will be staffed with one Supervisory Management Analyst (GS-343-13, GIN); one Management Analyst (GS-343-12, CA); and one Management Analyst (GS-343-11, CA).  These changes will allow for cross-utilization of personnel, reduce manpower, improve efficiency, and increase customer service and satisfaction.  

· Grade Level

· Analysis and Discussion: A review of the duties involved in the new organization resulted in changing the structure of the office.  

· Resolution of Problem: One GS-0343-11, Management Analyst, was upgraded to a GS-0343-12, Management Analyst.  One GS-0301-11, Total Quality Program Coordinator was reclassified to a GS-0343-11, Management Analyst.  Due to identified workload, one GS-0343-11, Management Analyst was abolished.

· Supervisor to Worker Ratio

· Analysis and Discussion: The Office of Change Management now operates on a supervisor to worker ratio of 1 to 1.

· Resolution of Problem: The addition of functions to this office will increase the supervisor to worker ratio to 1 to 2.

· Normal Duty Hours

· Analysis and Discussion: The Business Improvements Office has recurring requirements for other than normal duty hours to include weekends and holidays.

· Resolution of Problem: The consolidation of similar functions in the MEO/REO will provide additional manpower during peak workloads.  This should reduce operations during other than normal duty hours.

Equipment 

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Current facilities are adequate.

3.2.1.6 Chaplain’s Office  
(GIN)

Organization Structure    
· This is a typical hierarchical organization where all personnel report to the Garrison Chaplain located at Fort Myer.  The Garrison Chaplain also exercises oversight of activities located at Fort McNair.  In the REO this organization will remain a part of the Special Staff.  (See Attachment 8, MEO Organizational Charts.)  

Operational Procedures

· This organization functions efficiently in all mission responsibilities.

Personnel

· Supervisor to Worker Ratio

· The Office of the Chaplain operates on a supervisor to worker ratio of 1 to 11.

· No changes are anticipated.  This organization will remain as is in the new organizational alignment.

· Normal Duty Hours

· The Office of the Chaplain consistently works overtime/compensatory time on a weekly basis, to include all weekends.  No changes are anticipated, based on the mission of this office.

Equipment

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

Facilities

· Facilities are adequate to support mission requirements.

3.2.1.7 Equal Opportunity Office 
(GIN)

Organization Structure

· This office consists of two military Equal Opportunity Advisors who report to the Garrison Commander.

Operational Procedures

· This organization functions efficiently in all mission responsibilities.

Personnel

· Operational Audit

· Operational audit data results show 228.49 monthly man-hours or 1.54 FTEs.  

Equipment

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

Facilities

· Facilities are adequate to support mission requirements.

3.2.1.8 Equal Employment Opportunity (EEO)  
(GIN)

Organization Structure

· Hierarchy 

· This is a typical hierarchical GIN organization where all personnel report to the Chief of the Equal Employment Opportunity Office.  Based on manpower staffing requirements determined by ASA-MRA (Assistant Secretary of the Army for Manpower and Reserve Affairs), this office is staffed by four personnel.  This organization serves as the EEO support for a large customer base within the National Capital Region.  Manpower reductions at FMMC will not significantly reduce the supported customer population.

· In the REO this organization will remain attached to the Garrison, as special staff.

Operational Procedures

· Functional Alignment

· This organization functions efficiently in all mission responsibilities.  Organization will remain under Special Staff. No operational impact is anticipated.

Personnel

· Operational Audit 

· One employee, in an over-hire position, acts as an EEO Assistant.  Operational Audits results show 218.23 monthly man-hours or 1.47 FTEs.  Even though measured workload is less than the current manning level, the regulation has a directed manpower requirement.  The Department of the Army memorandum and accompanying report dated 21 Oct 99, from the office of the Assistant Secretary, Manpower & Reserve Affairs; in relationship to Manpower Requirements Determination for Operating EEO Offices states: “This report is approved as the manpower requirements determination standard for Army operating EEO offices.”  The report shows Fort Myer staffed at 4. 

· Supervisor to Worker Ratio

· The EEO Office operates on a supervisor to worker ratio of 1 to 3.

· No changes are anticipated in the future organizational alignment.

· Normal Duty Hours

· The EEO Office does not require recurring overtime.

· No changes are anticipated in the future organizational alignment.

Equipment

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

Facilities

· Facilities are adequate to support mission requirements.

3.2.1.9 Civilian Personnel Advisory Center (CPAC)  
(GIN)

Organization Structure

· This organization is comprised of the Personnel Officer, Personnel Management Specialist, Employee Development Specialist, and Personnel Assistants. 

· This organization is also comprised of a non-appropriated funds (NAF) component civilian personnel office, consisting of the Personnel Officer, Personnel Management Specialist and Personnel Assistants.

· In addition, the CPAC will house two Customer Service Representatives, and one Program Analyst that are attached to Installation Resource Center (IRC). 

Operational Procedure

· This organization functions efficiently in all mission responsibilities.

Personnel

· Operational Audit

· Operational audit data results show 1454.74 monthly man-hours, or 9.83 FTEs. 

· Grade Level

· After a review of the duties associated with the Program Analyst position, and in keeping with the Office of Personnel Management (OPM) classification standards, it was reclassified and downgraded to a GS-0343-11. 

Equipment

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

Facilities

· Facilities are adequate to support mission requirements.

3.2.2 Installation Service Center 

Organizational Structure

· Analysis and Discussion: The organizational structure of the current DPWL is that of a traditional hierarchy.  DPWL is divided into eight divisions, each reporting to the Director.  Each division is responsible for an individual product and is subsequently divided into more sections in order to accomplish the total DPWL mission.

· Organizational structures have many virtues, but the major one is accountability.  Everyone knows to whom they report, and orders are expected to flow from the top downward, with information and feedback coming from the bottom upward.  This organizational structure optimizes flow vertically up and down the organization; however, it makes it difficult for horizontal communication to take place.  As a result, the traditional organizational structure tends to pit one part of DPWL against the other and does not facilitate harmonious interaction and cooperation.  To further compound the situation, the divisions are not located within close proximity to each other.

· Resolution of Problem: DPWL will be restructured into the Installation Services Center (ISC). The new ISC structure will be dramatically different than the former DPWL and it will consist of five divisions, Housing Management (HMD), Project Planning (PPD), Contract Management (CMD), Facilities Services (FSD), and Environmental Division (ED).  These changes will streamline workflow, improve customer service, permit cross-utilization of labor in FSD, and allow reductions in manpower.

· Some former DPWL functions will be realigned to newly created Centers, some will be consolidated within the ISC, and some will be eliminated. These changes are discussed below:

· The former DPWL supply functions have been realigned into the IRC.  Two supply personnel will be physically located in ISC to support shop supply needs.

· The transportation motor pool functions moved to the Public Safety and Operations Center (PSOC).  

· The Central Issue Facility and Clothing and Equipment Repair Facility, and second destination transportation functions moved to IRC.  Note:  The Central Issue Facility and Clothing and Equipment Repair Facility is part of the Small Business Set Aside A-76 Study, and will only be realigned if that study also results in an in-house win.

· Services Division Contract Management and Food Services Branch were realigned under ISC Contract Management Division.

· Environmental and Hygiene Division will be located in ISC.  Insulators and pest controllers realigned with FSD.

· Fire and Emergency Services was realigned into the PSOC. 

· The Business Operations Center was scaled down and some workload was realigned.  Functions related to automation support, management and program analyst will now be aligned under the Office of the Director.   Verification of utilities invoices will be realigned to FSD.  

· ISSA and TDA functions within Management Engineering Systems Branch (MESB) were considered supplemental to those being performed by the IRC.  MESB workload was aligned under the IRC.  

· The duties of the courier position in the Administrative Office will be performed by the DOIM.  

· Administrative functions were decentralized into each division.  

· Plans and Operations Branch functions were moved to the PSOC.

Operational Procedures

· Communication 

· Analysis and Discussion: Information on changes to policy, priorities (mission and customers), and special projects is not disseminated in a timely manner or not disseminated at all.  Some division employees receive current and accurate information while others rely on the grapevine.  This creates duplication of effort, morale problems, wasted material and personnel resources, and poor quality of service to the customer.

· Resolution of Problem: Streamlining, consolidating, and realigning functions reduces the supervisory layers so that information has the opportunity to be disseminated more effectively.  An electronic communication tool such as public folders in the electronic mail program will be implemented and maintained by an Automation Support Team member.  This information can be viewed on screen or printed out and displayed in a central location within each division and shop.  This arrangement will facilitate the dissemination of current and accurate information to management, employees, and customers. 

· Standard Army Management Information System (STAMIS)

· Analysis and Discussion: The Integrated Facilities System (IFS-M) system is not being utilized to its designed specifications, resulting in reports that do not provide the information required (i.e., “999” is used in lieu of the proper task codes).  A lack of timely IFS data input results in decisions being made based on incomplete data.  In order to provide good customer service, up-to-date system information is essential to ensure all requested work has been captured.

· Resolution of Problem: Develop and implement a standing operating procedure to address the timely input of service order/work order status, labor and equipment data, material costs, etc., using the proper codes identified in the IFS users manual.  The collocation of supply personnel in the Real Property Maintenance Activity (RPMA) teams will allow the instantaneous input of supply and material costs.  The administrative assistant position in each ISC division will input labor and equipment data for their entire division. 

3.2.2.1 ISC Director, Administrative Support, Automation Support, Management Analyst, and Program Analyst Support 
(CA PRD WBS 2.1.5/2.2.3)

Organization Structure

· The Administrative Assistant position directly supports a GIN position (Director) and is the only administrative workload captured in the DPWL portion of the PRD.

· Public Works Deputy and Logistics Deputy positions were additional layers of supervision between the Director and the Division Chiefs.   The Public Works Deputy will be converted to GIN to continue support to the military Director’s GIN position.  The Logistics Deputy position will be eliminated.  The existing BOC chief position will be converted to GIN and will work for the Deputy ISC Director.  The incumbent will develop engineer resource management work plans and methods, recommend and present matters affecting budget and policy and stays on top of potentially controversial situations.  Incumbent will also have full authority in the absence of the Deputy and Director.  

· Non-Commissioned Officer In-Charge (NCOIC) provided military administrative support to military members assigned to the DPWL.  The Commercial Activities Proposed Action Summary (CPAS) identified all of the DPWL military positions as contractible (CA), which means military personnel currently assigned in these identified CA positions will be replaced by a civilian service provider.  The workload for this NCOIC position was directly related to supervising assigned military personnel.  This workload has been eliminated and the NCOIC position will be abolished.

· Automation support has been realigned under the Office of the Director.  Management and Program analyst functions from Business Operations Center has been realigned under the Installation Resource Center (IRC) to supplement ISSA and TDA requirements.  Personnel performing those duties will be physically located in ISC within the Director’s office.

Operational Procedures

· IFS Input 

· Analysis and Discussion: Numerous employees make IFS inputs and the input of data was not timely.  Backlog of data input leads to false reports, inability to properly track work-in-progress, and inability to properly schedule new work.  

· Resolution of Problem: Administrative support personnel will be trained and have clearly defined responsibilities so they will be able to accurately input data into the IFS system in a timely manner.  Automation support personnel will monitor quality control of data input.  

· Training

· Analysis and Discussion: The workforce will eventually lose proficiency in their mission essential skills and knowledge without current training.  There is currently no follow through system in place to manage training identified and programmed in the Annual Work Plan (AWP).

· Resolution of Problem: A comprehensive training management system will: 1) ensure that supervisors and employees become involved in the training process, 2) the training is in line with mission requirements, and 3) personnel maintain proficiency in their essential skills and knowledge. 

· Metrics

· Analysis and Discussion: Realistic performance measurements have not been properly maintained.  Haphazard development of inappropriate metrics resulted in indicators that were not relevant or accurate.  The focus of the metrics measured the wrong activities, providing management with information that was non-value added.

· Resolution of Problem: An effective, value-added metric system will accurately measure mission activities to identify shortfalls and process bottlenecks.  This will facilitate process improvement, efficient mission accomplishment, and improved customer satisfaction.

· Process Reviews

· 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, equipment issues, and provide a forum for information sharing. 

Personnel

· Operational Audit

· The CA Operational Audit results show 440.12 monthly man-hours or 2.97 FTEs.  The GIN Operational Audit results show 503.02 monthly man-hours or 3.40 FTEs.   

· Grade Level

· Analysis and Discussion: Grade creep has occurred over the years without significant increase in organizational or position responsibilities. 

· Resolution of Problem: Review of the MEO position descriptions in strict compliance with government classification standards have resulted in decreased grades.  

· Supervisor to Worker Ratio

· Analysis and Discussion: The Office of the Director operates on a supervisor to worker ratio of 1 to 4.   

· Resolution of Problem: Under the MEO/REO concept, the ISC Office of the Director will operate on a supervisor to worker ratio of 1 to 7.  

· Normal Duty Hours

· Shift work is not required and overtime hours have been minimal in the past.  No known changes to workload or operating hours requirements are anticipated.

Equipment

· The MEO/REO will accept and use all equipment provided as GFE in the PRD.  As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.  

Facilities

· Office of the Director, MESB and Administrative Office personnel are currently located in Building 305 and will remain in Building 305.  The Automation staff is currently located in Building 308 and they will also move to Building 305.  The area currently occupied will be given back to the Garrison for their use.  The facilities to be turned in are listed in Attachment 7.  

3.2.2.2 Housing Management Division 
(CA PRD WBS 2.1.3)

Organization Structure

· Analysis and Discussion: The Housing Division is a typical hierarchical organization with three branches (Housing Services, Housing Operations, and Unaccompanied Personnel Housing).  Branches are located in separate areas and each has a supervisor who reports to the Division Chief.  

· Resolution of Problem: The Housing Management Division will be restructured to become a straight line organization.

· Analysis and Discussion:  The Housing Division currently has two budget analysts, working directly for the housing manager, which are coded CA.   All other budget analysts within FMMC work for the DRM and are coded GIN.

· Resolution of Problem:  The two budget analyst will be realigned under the IRC but physically remain in the Housing Office.  They will be re-coded as GIN.

Operational Procedures

· Obsolete Support

· Analysis and Discussion:  The Housing Referral Branch has an office located at the Pentagon.  The majority of customers serviced at the Pentagon office were from other branches of service.  The Navy and Air Force are not contributing resources to staff and operate this office.

· Resolution of Problem:  The office at the Pentagon will be closed since housing referral services are already available at the Fort Myer Housing Office.

· Duplication of Work

· Analysis and Discussion: Currently, service calls for maintenance of General/Flag Officer Quarters come to the Housing office in order to monitor costs so as not to exceed statutory limitations.  The Housing office, in turn, notifies the Operations and Maintenance Division (OMD) service order desk and receives a service order number, then coordinates an appointment with the shops for the work to be done.

· Resolution of Problem: The housing work reception function will be dissolved.  Customers will be advised to call FSD service order representative with maintenance requests and Housing Division budget personnel will provide the service order representative with a copy of Army Family Housing budget limitations per quarter.  

· Metrics

· Analysis and Discussion: Realistic performance measurements have not been properly maintained.  Haphazard development of inappropriate metrics resulted in indicators that were not relevant or accurate.  The focus of the metrics measured the wrong activities, providing management with information that was non-value added.

· Resolution of Problem: An effective, value-added metric system will accurately measure mission activities to identify shortfalls and process bottlenecks.  This will facilitate process improvement, efficient mission accomplishment, and improve customer satisfaction.

Personnel

· Operational Audit 

· The CA Operational Audit results show 1501.82 monthly man-hours or 10.18 FTEs.  The GIN Operational Audit results show 95.89 monthly man-hours or 0.65 FTEs.

· Grade Level

· Analysis and Discussion: Grade creep has occurred over the years without significant increase in organizational or position responsibilities.

· Resolution of Problem: Review of the MEO/REO positions in strict compliance with government classification standards has resulted in decreased grades.

· Supervisor to Worker Ratio

· Analysis and Discussion: Currently, the Housing Division Chief directly supervises three branch chiefs, two budget analysts and one secretary.  The Housing Operations Branch Chief supervises eight employees.  The Housing Services Branch Chief supervises seven employees.  The Unaccompanied Personnel Housing (i.e., Single Solder Housing) Branch Chief supervises two employees.

· Resolution of Problem: In the MEO/REO, the Housing Management Division Chief will directly supervise all subordinates (1 to 10 ratio).

· Normal Duty Hours

· Shift work is not required and overtime hours have been minimal in the past.  No known changes to workload or staffing requirements are anticipated. 
Equipment

· The MEO will accept and use all equipment provided as GFE in the PRD.  As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· The facilities listed in the PRD are adequate to support mission requirements in the MEO.  Housing Management Division will continue to utilize Buildings 321, 416, 501 (Apartment 101), and 316 basement (storage).  The area currently occupied in Building 322 will be given back to the Garrison for their use.  The facilities to be turned in are listed in Attachment 7.

3.2.2.3 Project Planning Division 
(CA PRD WBS 2.1.2)

Organization Structure

· The DPWL Engineering Plans and Services (EP&S) Division consists of three branches: Design, Facility Planning, and Construction.  In the MEO, the Design and Facility Planning Branches will be consolidated into the Project Planning Division.  In the REO, the EP&S Construction Branch, OMD contract management personnel, and Services Division Contract Management/Food Services Branch will be realigned into a new ISC Contract Management Division.   

Operational Procedures

· Duplication of Work

· Analysis and Discussion: In the Design Branch, there are five different engineer specialties (architect, general engineer, civil engineer, mechanical engineer, and electrical engineer).  Each engineer reviews the same project just for their functional area and then forwards the project to another engineer, until all five engineering specialties had reviewed and commented on the project.

· Resolution of Problem: By reclassifying these positions as a civil engineer or civil engineer technician, the processing time is shortened by having just one engineer review the assigned project in its entirety.    

· Analysis and Discussion: Design Branch and the Facility Planning Branch work independently of each other.  When the engineers in the Design Branch finish their portion of the project, it is handed off to the Facility Planning Branch to do their portion.  Just like in the Design Branch, several engineers would review and comment on the project before any additional work was initiated. 

· Resolution of Problem: Consolidating the two branches into one division will eliminate handoffs, expedite project reviews, and allow an assigned engineer to follow the project from the beginning through to completion. 

· Project Coordination Review

· Analysis and Discussion: Read ahead packages for project coordination meetings, are not sent out far enough in advance, so that attendees have time to read through the material, coordinate their portion with essential personnel, and come to the meeting prepared to expedite the project into the next phase.    

· Resolution of Problem: The elimination of multiple engineering handoffs and reviews will facilitate the timely distribution of read-ahead packages and the scheduling of Project Coordination meetings.  Each engineer will be responsible for sending out packages and allotting enough time for meeting attendees to review.  The engineer dedicated to that project will also instruct reviewers if concentration needs to be applied to a particular area of the project.

· A standardized list of attendees will be developed so that functional areas (i.e., safety, environmental, fire and emergency services, security, engineers, etc.) required to approve the project phases are notified of the scheduled project coordination meetings.

· The FSD RPMA Teams Supervisors will be included in the review process. This will allow the maintenance mechanics responsible for the maintenance and repair of the installed real property equipment, to do so in a cost-effective manner.

· Training

· Analysis and Discussion: The workforce will eventually lose proficiency in their mission essential skills and knowledge without current training.  There is currently no follow through system in place to manage training identified and programmed in the AWP.

· Resolution of Problem: A comprehensive training management system will: 1) ensure that supervisors and employees become involved in the training process, 2) the training is in line with mission requirements, and 3) personnel will maintain proficiency in their essential skills and knowledge. 

· Metrics

· Analysis and Discussion: Realistic performance measurements have not been properly maintained.  Haphazard development of inappropriate metrics resulted in indicators that were not relevant or accurate.  The focus of the metrics measured the wrong activities, providing management with information that was non-value added.

· Resolution of Problem: An effective, value-added metric system will accurately measure mission activities to identify shortfalls and process bottlenecks.  This will facilitate process improvement, efficient mission accomplishment, and customer satisfaction.

· Process Reviews

· 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, equipment issues, and provide a forum for information sharing.

Personnel

· Operational Audit: 

· The CA Operational Audit results show 1490.98 monthly man-hours or 10.08 FTEs.  The GIN Operational Audit results show 232.07 monthly man-hours or 1.57 FTE. 

· Grade Level

· Analysis and Discussion: Grade creep has occurred over the years without significant increase in organizational or position responsibilities.

· Resolution of Problem: Review of the MEO/GIN positions in strict compliance with government classification standards has resulted in decreased grades. 

· Supervisor to Worker Ratio

· Analysis and Discussion: The EP&S division chief directly supervises three branch chiefs.  The Design Branch Chief directly supervises 13 subordinates.  Facilities Planning Branch Chief directly supervises ten employees.  The Construction Branch is GIN and realigned under Contract Management Division.   

· Resolution of Problem: In the MEO/REO, the Project Planning Division will be restructured to become a straight-line organization.  The Division Chief will directly supervise all subordinates (1 to 10 ratio). 

· Normal Duty Hours

· Shift work is not required and overtime hours have been minimal in the past.  No known changes to workload or staffing requirements are anticipated. 

Equipment

· The MEO will accept and use all equipment provided as GFE in the PRD.  As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of. 

Facilities

· The facilities listed in the PRD are adequate to support mission requirements in the MEO/REO.  Project Planning Division will remain in Building 313.  Space assignment may be rearranged to accommodate incoming personnel.  

3.2.2.4 Facility Services Division 
(CA PRD WBS 2.1.1 and 2.1.4)

Organization Structure

· Analysis and Discussion: Currently, there are two branches and seven trade specific shops within the OMD.  A number of these shops have sub-shops located on Fort McNair.  Each shop has a separate foreman and/or leader.  When a maintenance request is sent to a shop, the work involved sometimes requires more than one trade.  The possibility exists for a job to remain incomplete because the shops do not share maintenance requests and fail to follow through on coordination with other shops.  

· While these operating entities provided focused customer support individually, the lack of effort to coordinate actions results in economic inefficiencies such as:

· Duplication of resources 

· Shortages or excesses of trade skills 

· Inhibited transfer of good ideas 

· Competing priorities 

· Excessive layering of managers/supervisors/foremen/leaders and support personnel.

· Resolution of Problem: Centralizing operations and maintenance functions with a limited number of RPMA team supervisors will provide flexibility in scheduling workload and assigning individual workers where needed to complete a job.  Cross utilization of personnel will allow flexibility to changes in seasonal workload.  Centralizing eliminates dual supervision between the two geographic areas.

· Analysis and Discussion: The insulator and pest control positions are currently aligned under the DPWL Environmental and Hygiene Division.  Personnel in these two specialist areas, perform shop type work in the execution of service orders and IJOs.  All other personnel in the Environmental and Hygiene Division perform management and administrative type functions.

· Resolution of Problem: In the MEO, insulators and pest controllers will be realigned with shop personnel on RPMA teams.  

· Boiler Plant Operations

· Analysis and Discussion: Currently there are two personnel (both at journeyman level) per shift working in the Fort Myer central boiler plant.  The reason cited was safety.  After researching the issue, nothing could be found to validate the claim.    

· Resolution of Problem: The MEO Operational Audit Data has reduced the manning level at the central boiler plants at Fort Myer and Fort McNair to one boiler plant operator per rotating shift.  Since all plant operators must have the same qualifications, all will be classified at the same grade level.  This is the only area that necessitates equal skill level/grade level for all personnel assigned.

Operational Procedures

· Service Order Desk

· Analysis and Discussion: One person from the former Work Coordination Branch performed the duties of the service order clerk position.    When back up was needed, injured or medically profiled shop workers manned this position.  These individuals were inexperienced and untrained with IFS data input, as well as proper workload dissemination.  This created improperly routed service orders and confusion between shops, and resulted in unacceptable delays in meeting mission requirements and customers needs.

· Resolution of Problem: FSD maintenance mechanics will rotate on a scheduled basis, to man the service order desk. The service order representative will utilize a standardized checklist when receiving service order requests.  Their multiple skill experience will enable them to discern the customer’s maintenance needs, better relay information to the RPMA teams performing the work and possibly walk the customer through the problem so that they can correct it themselves.  These mechanics will be proficiently trained to utilize the IFS system. When requested, an appointment will be scheduled with the customer, based upon service order priority and customer needs.   

· Individual Job Order (IJO) Prioritization and Funding

· Analysis and Discussion: IJO projects are not being prioritized or planned in advance.  Funds, when received, are haphazardly allocated to projects based on shifting project priorities.

· Resolution of Problem: A small projects committee will be created and will meet quarterly.  This will allow customers to provide information in support of their projects leading to a consolidated, prioritized, small projects list for the community.  The Division Chief will be the Chairman of this committee. The consolidated list will be available to the community through a shared folder in Outlook (which will be maintained by the automation support staff).

· Scheduler (Production Controller)

· Analysis and Discussion: Currently, a production controller is supposed to be responsible for scheduling the work calendar of the shops.  This position has been vacant in excess of three years.  Weekly meetings are held by the Division Chief, so the shop foreman can find out what their shop work schedule will be for the following week.  

· Resolution of Problem: The production controller position will be eliminated and the three RPMA Team supervisors will schedule work.  This enables the division chief to concentrate on other matters and allows team supervisors control of their resources. Team supervisors will use a scheduling system for Service Order/IJO workload, job order status, and craftsmen assignments.

· Service Order Management

· Analysis and Discussion: Status of Service Order work is not being input into IFS in a timely manner.  This results in craftsmen making multiple visits to the same service order location, wasting valuable manpower. Also in many cases the ordering of replacement parts is either duplicated or not placed on order at all. 

· Resolution of Problems: In the MEO, there will be an Administrative Support Assistant responsible for timely IFS data inputs.  This will assist team supervisors in proper manpower utilization and ensure necessary repair parts are placed on order for specific jobs. IFS standardized queries will also enable team supervisors to view the status of each service order/IJO.     

· Training

· Analysis and Discussion: The workforce will eventually lose proficiency in their mission essential skills and knowledge without current training.  There is currently no follow through system in place to manage training identified and programmed in the AWP.

· Resolution of Problem: A comprehensive training management system will: 1) ensure that supervisors and employees become involved in the training process, 2) the training is in line with mission requirements, and 3) personnel will maintain proficiency in their essential skills and knowledge. 

· Metrics

· Analysis and Discussion: Realistic performance measurements have not been properly maintained.  Haphazard development of inappropriate metrics resulted in indicators that were not relevant or accurate.  The focus of the metrics measured the wrong activities, providing management with information that was non-value added.

· Resolution of Problem: An effective, value-added metric system will accurately measure mission activities to identify shortfalls and process bottlenecks.  This will facilitate process improvement, efficient mission accomplishment, and customer satisfaction.

· Process Reviews

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

· Resolution of Problem: Institute a monthly one-hour meeting to review the business plan, internal processes, equipment issues, and provide a forum for information sharing.

· Requirements Contracts 

· Analysis and Discussion: There are currently no guidelines governing when to use one of the four requirements contracts versus performing the work in-house.  For instance, for roofing work, if the in-house roofer is scheduled to perform work on projects, any additional work orders are contracted out.   Usually large jobs are contracted out. Other times several small jobs are consolidated and are contracted out.  The same strategy is used with painting.  Small asphalt repairs are normally done in-house, with larger jobs being contracted out.  On occasion, though, several small jobs are bundled and contracted out as a group.  

· Resolution of Problem: Under the MEO, clear guidelines will exist to determine whether or not to contract out a function.  The same guidelines will apply in the event of a contractor win, making any resulting contracts a wash.  Under the MEO, the FSD Division Chief will use the following guidelines to determine the contractibility of a project. (Roofing, Painting, Asphalt/Paving, and Concrete):  

· Roofing: All jobs estimated to take over 40 hours to complete.  

· Painting: All jobs covering more than 2,000 square feet.

· Asphalt/Paving: All jobs estimated to take over 40 hours to complete or $2,500 material cost.

· Concrete: All jobs estimated to repair/replace more than 4’ x 4’ x 4”.

· Shop Stock

· Analysis and Discussion:  Several shops hold identical replacement parts and supplies.  For instance, each shop carries its own nuts, bolts, screws, etc.  It is inefficient for a carpenter to walk to the preventive maintenance shop just to get a commonly used part.  Other parts, like filters, are maintained by more than one shop because both perform the same work.  

· A prevailing theme among the shops is that they order more than they need of every item, just so they have spares for the next time.  However, when the next time arrives, they order new items again.  Sometimes it is because they cannot find the spare parts from the first job, sometimes there are not enough spares on hand, and sometimes they simply do not check shop stock.  This leads to a continuous increase in the number of line items maintained and stocked.  One of the reasons for technicians not checking, or checking and not finding the needed parts, is lack of an inventory control system.  There is no established ordering system, no inventory of parts on hand, no organized storage system, etc.  Only the Metal Shop has any form of inventory, and it is simply a listing of all parts stored, and an “ideal” quantity.   

· In some shops, almost any individual can order parts and supplies, yet in other shops, only one or two people have that authority.

· Several shops have large storage areas dedicated to the storage of replacement parts, although repair parts of various kinds are kept throughout the shop area.

· Some items on hand are rather expensive ($3,000 to $5,000 each), with no apparent future requirement.  Some of these can be resold through DRMO.  Granted it’s only a fraction of the cost, but over time the cost to maintain storage space will be reduced. 

· Resolution of Problem: Two material handlers will be physically located within the Real Property Maintenance Activity (RPMA) team area.  These individuals will receive direction from the FSD Chief.  One additional material handler position (i.e., temporary full time, not to exceed one year) will be hired at the onset of the MEO to help expedite the consolidation of current shop stock and implement an inventory control system (i.e., the Kanban or 2-Bin method).  This system will eliminate surplus stock and facilitate ordering required parts and supplies that are necessary for work order completion.  

· Consolidation of shops will eliminate duplicate orders for identical repair parts (filters, nuts, bolts, light bulbs, etc.).

· Availability of Repair Parts

· Analysis and Discussion: The shop trucks do not always have all the repair parts necessary to effect common repairs, resulting in multiple trips to the shops to get the appropriate parts.

· Resolution of Problem: The Service Order representative will try to assess materials needed for the repair work based upon customer’s description of the problem.  This information will be input into IFS at the time the service order is called in.  Maintenance mechanics will review service orders/work orders prior to departing to the job location, and stock their trucks based upon the service order representative’s material assessment.

· At the end of each duty day, maintenance mechanics will replenish their trucks with commonly used hardware items (nails, washers, nuts, bolts etc.)   

· The vehicle fleet will be adjusted to better support the multi-skill based workforce, by including more vans with additional storage space and fewer trucks for transporting large items.

·  Street Sweeping

· Analysis and Discussion: Daily sweeping of streets is excessive and wasteful.  Additionally, the current operation leads to higher maintenance and repair costs as well as potential costs incurred due to deterioration of road surfaces.

· Resolution to Problem: Street sweeping will be provided on an as-needed basis or on a predetermined schedule.  

·  Self-Help Store

· Analysis and Discussion: Currently, the self-help store is located in Building 205 and has limited customer hours.  The employees who assist in the store are not familiar with the stock because it is not their area of expertise.  Therefore, they are not able to provide assistance and guidance to customers

· Resolution of Problem: The self-help store will be moved into the shop area.  Craftsmen having the trade expertise can answer questions that the customer may have about installing, repairing and replacing self-help items.

· Planners/Estimators

· Analysis and Discussion: For each IJO that the planners/estimators receive, they prepare two estimates.  One estimate for keeping the work in-house and a second estimate for contracting the work out.  Preparing two estimates is unnecessary and duplicative.

· Resolution of Problem: The planners/estimators will provide written estimates for all work requests to be accomplished.  If the work exceeds the criteria stated above for performing the work in-house, the work will be contracted out.   If the RPMA teams are unable to do the work, the planners/estimators will prepare documentation to contract the work out.   Planners/estimators will be collocated with the RPMA teams and will fall under the direct supervision of the Division Chief.   

· Multi-Skilled Labor 

· Analysis and Discussion: Currently the shops are separate and “trade specific” and no cross utilization occurs (occasionally people are “borrowed” to help on a job based upon their particular expertise).  

· Resolution of Problem: RPMA team members will become generalists, instead of specialists, and will be able to perform duties in multiple areas.  This will decrease the amount of coordination necessary to accomplish smaller jobs and will minimize non-productive time waiting for craftsmen with  different skills to perform the task at hand.

· Location of Supply Personnel  

· Analysis and Discussion: Current procedures have the DPWL shops getting supply support from a warehouse at Fort Myer.  This physical separation increases coordination and processing time for all items that are ordered.  Also, the processing of paperwork associated with items ordered is handled in another area.

· Resolution of Problem: The engineer warehouse function at Fort Myer will be dissolved and the supply function will be collocated in the shops.  The supply personnel (material handlers) will provide a “cradle-to-grave” handling of the parts ordering process.  That is, each material handler will provide both parts handling and the paper processing/audit trail functions.  The material handlers will take work direction from the Division Chief, but will be aligned under the IRC Supply function on the TDA.  This serves many purposes.  By physically residing in the shops, and working with shop personnel, the material handlers will become familiar with the specific needs of the RPMA Teams.  They will deal face-to-face with the maintenance mechanic ordering the parts, and in many cases will actually get to see the required part.  This will reduce coordination time and miscommunication, and help to ensure the correct part is purchased the first time.  Having the positions under the IRC Supply function allows cross-utilization of personnel for varying workload demands in the two areas.

· Other changes will accompany the move of Supply personnel to the shops.  The number of parts runs will be reduced from an average of seven per day, to two or three.  The exact number will depend on workload volume, and priority.  The basic concept is that a technician can request a part, and then continue to another job.  After several technicians have ordered parts, a run will be made, the parts distributed, and the work can be completed.  Additionally, certain parts will be standardized.  For instance, all faucets will be converted to one brand.  A complete set of spare parts for that brand, as well as whole units, will be carried on the shop trucks.  If a faucet is already that brand, the parts will be available immediately; if it’s a nonstandard brand, the faucet will be replaced.  There is a slight initial cost to bring all faucets to standardization, but the pay-off comes in reduced number of parts ordered, and shorter repair time since all repair parts are immediately available.

· Grounds Maintenance Costs

· Analysis and Discussion: The amount of workload at Fort McNair does not justify the current authorizations on the TDA.  The majority of the workload is seasonal and does not require a full-time maintenance crew.

· Resolution of Problem: Grounds Maintenance at Fort McNair will be staffed based on the OA data.  

Personnel

· Operational Audit

· The CA Operational Audit results show 10516.26 monthly man-hours for the Facility Services, Utility Services, and Housing Management areas combined, or 71.06 FTEs.  The GIN Operational Audit results show 206.43 monthly man-hours or 1.40 FTEs

· Since current procedures for ordering DPWL parts will be significantly different under the realigned MEO, trying to perform operational audit to justify the required manpower for ISC supply functions would not be beneficial.  Therefore, we are using a minimum manning, based on the technical expertise of the functions under study, to compute the requirements.

· A total of three Material Handlers assigned to IRC, Supply Division, will be collocated in FSD.  One Material Handler position will be temporary, full time, not to exceed one year, to facilitate the initial consolidation of shop stock and set up of an inventory control system (i.e., Kanban or 2-bin method).

· Grade Level

· Analysis and Discussion: Grade creep has occurred over the years without significant increase in organizational or position responsibilities.

· Resolution of Problem: Review of the MEO/GIN positions in strict compliance with government classification standards has resulted in decreased grades.

· Supervisor to Worker Ratio

· Analysis and Discussion: Many of the shops have an additional layer of foremen and work leaders who operate on a supervisor to worker ratio of 1 to 4.  

· Resolution of Problem: In the MEO, the FSD division chief will operate on a supervisor to worker ratio of 1 to 10.  Three RPMA team supervisors will operate on a supervisor to worker ratio of 1 to 16/19.   The Utilities System Operations team supervisor will operate on a supervisor to worker ratio of 1 to 10. 

· Normal Duty Hours

· Analysis and Discussion: FSD has occasional requirements for other than normal duty hours to include weekends and holidays. 

· Resolution of Problem: Workers will be on-call during other than normal duty hours for mission requirements.

Equipment

· The MEO will accept and use all equipment provided as GFE in the PRD as needed.  As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of. 

Facilities

· Analysis and Discussion: Currently, OMD shops are trade specific and are not centrally located.  This inhibits communication, effective workload scheduling, and the sharing of tools and supplies.

· Resolution of Problem: FSD personnel will be consolidated into Buildings 306, 312, and 318 with the heavy equipment maintenance function in Building 325 (Fort Myer), and Building 33 (Fort McNair).   Other facilities will no longer be required and will be given back to the Garrison for their use.  The facilities to be turned in are listed in Attachment 7. 

· The facilities listed in the PRD for the central boiler plants are adequate to support mission requirements in the MEO.  Utility Systems Operations (i.e., central boiler plants) will remain in Building 447 (Fort Myer) and Building 34 (Fort McNair).

· The operation of the Energy Monitoring and Control System will remain in Building 62 (Fort McNair).

3.2.2.5 Environmental Division (CA PRD WBS 2.1.1/GIN)

Organization Structure
·  Functional Alignment 

· Analysis and Discussion:  The Safety Office and the DPWL Environmental and Hygiene Division are typical hierarchical organizations where all personnel report to the Safety Officer or Division Chief.  These offices perform different functions, however, they are interdependent.

· Resolution of Problem:  Consideration was given to combining the Safety Office with the Environmental division; however, due to interdependencies with the remainder of DPW&L, as well as control issues, the offices will remain separate.  

Operational Procedures

· Analysis and Discussion: In the current organization, duties and responsibilities for the Installation Status Report (ISR) are scattered throughout the community.  Due to the nature of the report, all activities must provide input, however, there is no central office dedicated to supporting the entire report.

· Resolution of Problem. In the MEO/REO, the Environmental Division will manage the ISR for the community.  This will create one process owner who will conduct training, collect and evaluate data, maintain database, present briefings, and prepare and submit the report to the MACOM.

Personnel

· Operational Audit 

· CA Operational Audit workload results for the Environmental Division show 469.47 monthly man-hours, which equates to 3.17 FTEs.  Operational Audit workload results for the GIN functions show 207.07 monthly man-hours, which equates to 1.40 FTEs.

· Duplicative work

· Analysis and Discussion: Both the Safety Office and the Environmental and Hygiene Division had Industrial Hygienists (GS-0690-12), however the workload data did not support two positions.  The environmental position had been vacant, leading other personnel within the division to assume much of the workload.  

· Resolution of Problem: The environmental workload was transferred to the Safety Branch and the environmental industrial hygienist position was eliminated.  As a result of the reclassification of the position description, this position was downgraded to a GS-11.  This realignment will establish clear supervisory lines and streamline grade levels within the new organization.

· Supervisor to Worker Ratio

· Analysis and Discussion: The Environmental and Hygiene Office currently operates on a supervisor to worker ratio of 1 to 9.

· Resolution of Problem: Due to a reduction in the overall number of personnel, the new ratio is 1 to 4.    

· Normal Duty Hours

· The Environmental and Hygiene Division currently work overtime as necessary to support safety and environmental incidents within FMMC.  No changes are anticipated in the future organizational alignment due to mission requirements.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD.  The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD.  The Environmental Division will remain in Building 313.  The environmental library located in Building 313 is used for historical reference documentation and will continue to be used by this organization.

3.2.2.6 Contract Management Division (GIN)
Organization Structure

· Analysis and Discussion: The contracting officer representatives (CORs) and quality assurance evaluators (QAEs) are located in several divisions.  Workload is not evenly distributed between the divisions to justify manpower authorizations.

· Resolution of Problem: All CORs and QAEs will be combined and aligned under a new Contract Management Division.  This will allow the sharing of duties and will cut down on the amount of non-productive time.    

Operational Procedures

· Training

· Analysis and Discussion: The workforce will eventually lose proficiency in their mission essential skills and knowledge without training.  There is currently no follow through system in place to manage training identified and programmed in the AWP.

· Resolution of Problem: A comprehensive training management system will: 1) ensure that supervisors and employees become involved in the training process, 2) the training is in line with mission requirements, and 3) personnel will maintain proficiency in their essential skills and knowledge. 

· Metrics

· Analysis and Discussion: Realistic performance measurements have not been properly maintained.  Haphazard development of inappropriate metrics resulted in indicators that were not relevant or accurate.  The focus of the metrics measured the wrong activities, providing management with information that was non-value added.

· Resolution of Problem: An effective, value-added metric system will accurately measure mission activities to identify shortfalls and process bottlenecks.  This will facilitate process improvement, efficient mission accomplishment, and customer satisfaction.

· Process Reviews

· 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, equipment issues, and provide a forum for information sharing.  

Personnel

· Operational Audit  

· The GIN Operational Audit results show 1991.03 monthly man-hours or 13.45 FTEs.

· Grade Level

· Analysis and Discussion: Grade creep has occurred over the years without significant increase in organizational or position responsibilities.

· Resolution of Problem: Review of the REO positions in strict compliance with government classification standards has resulted in decreased grades.

· Supervisor to Worker Ratio

· Analysis and Discussion: The EP&S Construction Branch operates on a supervisor to worker ratio of 1 to 10.  The Operations and Maintenance Division operates on a supervisor to worker ratio of 1 to 13.  The Services Division operates on a supervisor to worker ratio of 1 to 6.

· Resolution of Problem: In the REO, the Contract Management Division Chief will directly supervisor all subordinates (1 to 13 ratio).

· Normal Duty Hours

· Analysis and Discussion: Contract Management Division has occasional requirements for other than normal duty hours to include weekends and holidays.

· Resolution to Problem: Due to mission requirements, work during other than normal duty hours is unavoidable and will be scheduled accordingly.

Equipment

· The REO will accept and use all existing equipment provided.  As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities  

· When the REO is implemented, Contract Management Division will be located in Building 313.  Facilities no longer required will be given back to the Garrison for their use.  The facilities to be turned in are listed in Attachment 7.

3.2.3 Public Safety and Operations Center

Organization Structure

· The Public Safety and Operations Center consolidates portions of seven different activities.  After the study began, the Garrison Commander directed the consolidation of three organizations (Provost Marshal’s Office, Safety Office, and DPWL Fire and Emergency Services Division) into the Directorate of Public Safety.  The A-76 team expanded on this to create the PSOC.  The PSOC is made up of four sections; Plans, Operations and Security Division, Provost Marshal’s Office, Safety Office, and Fire and Emergency Services Division (F&ESD). F&ESD is exempt from study, and will not be discussed in further detail.

Personnel

· During the study, the Provost Marshal’s position (Captain, O-3, Military Police) was upgraded to a Lieutenant Colonel, O-5, and reassigned as the Director, Public Safety Center. Under the new organization, this position will become the Public Safety and Operations Center Director.

3.2.3.1 Plans, Operations, and Security Division 
(CA PRD WBS 2.2.2/GIN)

· Plans, Operations, and Security Division includes the duties and responsibilities of the former DPTMS Plans, Operations, and Mobilization Branch, DPTMS Security Branch, DPWL Plans and Operations Branch, DPS Security Officer, and DPWL Transportation Branch.  (with the exception of the Second Destination Transportation functions).  (Note: the DPTMS Security Branch and the DPS Security Officer were not included in the CPAS.)

Organization Structure

· Physical Organization   

· Analysis and Discussion: In the past, the former DPTMS has been able to meet its mission requirements in a satisfactory manner.  However, opportunity for improvement exists that will enhance this organizations ability to better serve its FMMC constituency.  Specific problems affecting organization functionality are manpower utilization, workflow, demographic arrangement, and economy of operation.  The DPTMS organization is a typical traditional hierarchical structure and is composed of CA and GIN positions.   Members of this organization are located in various locations on both posts.  Eight persons are located in Building 59.  The Director, the Administrative Assistant and Historian are located on the first floor, but the Plans, Operations and Mobilization Branch to include Security, is located in the basement.  The four persons assigned to Training are located in Building 403.  Two persons are located on Fort McNair fulfilling Installation Coordinator duties.  The organization layout is spread out and hinders efficiency and span of control.  Access to fax machines and copiers hinders work processes and efficiencies for personnel who work in the basement of Building 59.  This arrangement impedes workflow efficiency, productivity, and quality customer service.

· Resolution of Problem: The former DPTMS will be realigned and three branches will be transferred throughout FMMC.  The Historian functions will transfer to the Public Affairs Office.  The Installation Coordinator Office will close.  Management of the Training Center will transfer to the Headquarters Command Battalion.  The DPTMS Director will become the Plans, Operations, and Security Division Chief.  This position will be a working supervisor, and along with the Security Officer will have responsibility for the FMMC Force Protection Program. Changing this position from a Director to a Division Chief will eliminate certain duties and responsibilities and allow time to assist with other duties within the division.  Force Protection has become a critical, high visibility mission throughout the Department of Defense and warrants additional attention.  The DPTMS Director’s secretary and the Plans, Operations and Mobilization Branch administrative specialist (both are E5 Administrative Specialists) are currently located on different floors of the same building.  Reorganization will allow the consolidation of administrative functions and the elimination of one E5 Administrative Specialist.  These consolidations will better align functions, allow for cross utilization of personnel, streamline workflow and internal communication processes, eliminate unnecessary organizational layering, enhance post facilities operations management, improve economy of operations, and increase customer service and satisfaction.  (See Attachment 8, MEO Organization Charts.)

· Analysis and Discussion: The current FMMC organization has Information and Personnel Security functions located in many activities throughout FMMC creating inefficiencies, redundancies, and decentralization of paperwork and processes.  The FMMC Security Manager responsibilities require inspection of and coordination with subordinate security managers within the community.  This is a labor intensive and time-consuming task that creates a lack of proper oversight and control of overall program management.

· Resolution of Problem.  Consolidating Security functions into one office will eliminate redundancies, standardize and centralize records management, and decrease workload while improving customer service. The duties and responsibilities of collateral duty security managers within the directorates will be consolidated in the Plans, Operations and Security Division.  This will eliminate redundancies and improve customer service by creating a one-stop shop for personnel security needs.

· Analysis and Discussion: The DPWL currently has a Plans and Operations Branch which is responsible for reviewing and supporting the same projects that are developed, reviewed and supported by the DPTMS Plans, Operations and Mobilization Branch.

· Resolution of Problem.  Consolidating these functions in one office will streamline actions, eliminating redundancies and improving customer support.

Operational Procedures

· The Plans Officer’s duties have been expanded to include planning, managing, and supervising the Transportation Control Post for a specific contingency plan.  

· The Operations Officer’s duties will also include some of the duties of the former DPWL Plans and Operations Branch, to include supporting operations, ceremonies, special events and coordinating the Force Modernization Program.

· The Operations NCO and Plans NCO will assume some of the duties of the former DPWL Plans and Operations Branch, to include coordinating support for and providing on-site representation and support to operations, ceremonies and special events.

· The Operations Sergeant from DPWL Plans and Operations will move to this division and will assume the personnel and information security duties of four collateral duty security managers located in the Directorate of Personnel and Community Activities (DPCA), Child Development Center (CDC), DPWL, and Directorate of Contracting (DOC).  Consolidating security functions will reduce the workload of the Security Manager, who will no longer be required to perform inspections and oversight for these four collateral duty security managers.  Headquarters Command Battalion will be the only other organization within FMMC with a dedicated security function, for which the FMMC Security Manager will continue to have oversight.

· In the current organization, some transportation taskings originated or were approved by the DPTMS and passed to the DPWL Plans and Operations Branch (except 3rd Infantry, US Army Band, and major ISSA customers).  Plans and Operations verified the customer’s authority to utilize the TMP, validated the legality on occasion, clarified details of the requirement, coordinated with other organizations for collateral support (PMO, MDW, etc.), and then passed the tasks to the motor pool for action.  The Operations Officer will now be responsible for ensuring complete, validated requests are tasked to the dispatcher prior to his/her forwarding to the motor pool staff.  The dispatchers (GIN positions) will work for the Division Chief, although they will be physically located in the Motor Pool.

· These procedural changes will drastically streamline the number of individuals it takes to perform the mission, eliminate span of control issues, expedite the dissemination of information and coordination, streamline workflow process, and better serve FMMC customers.  

Personnel

· Operational Audit 

· There are 11 authorizations shown in the TDA, which includes the DPTMS Office of the Director and Plans, Operations, and Mobilization Branch and the DPWL Plans and Operations Branch.  These authorizations have been adequately filled.  No recruiting or turnover problems were noted.  Based upon the workload of this organization, there is more than adequate manpower to meet mission requirements.

· Operational Audit Workload results for these GIN positions show 1265.58 monthly man-hours or 8.55 FTEs.

· 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 manpower drove an organizational structure, which does not lend itself to efficiencies.  Additionally, the physical layout hinders cross-utilization of personnel, material, equipment, and facilities with other customer support elements.

· Consolidations of functions will reduce duplication of effort, and allow for the reduction of five positions: one E-5 Admin Spec, one E-7 Operations NCO, one GS-346-12 Supervisory Logistics Management Specialist, and two GS-346-11 Logistics Management Specialists.  One of the GS-11 Logistics Management Specialist positions has been vacant for two years.

· Realignment of tasks to organizations within the MEO/REO will realize further reduction of manpower, improve efficiency, and drastically increase customer service and satisfaction.  

· Supervisor to Worker Ratio

· Analysis and Discussion: The DPTMS operates on a supervisor to worker ratio of 1 to 12.  

· Resolution of Problem: Under the MEO/REO concept, the former DPTMS operations will be strategically placed within various organizations.  Supervisor to worker ratios will decrease.  The Plans, Operations and Security Division Chief will operate on a 1 to 10 ratio.

· Normal Duty Hours

· Analysis and Discussion: This organization has recurring requirements for other than normal duty hours to include weekends and holidays.

· Resolution of Problem: Due to mission requirements, work during other than normal duty hours will continue.  

Equipment

· Location of Office Equipment

· Analysis and Discussion: The current Plans, Operations, and Mobilization, including Security and Intelligence, are located in the basement and require high usage of the facsimile machine and photocopy machine, located on the first floor.  They currently share a facsimile machine and leased photocopy machine with the occupants of the first floor of the building.  This causes numerous trips daily for receipt and transmission of faxes and to make photocopies which hinders timely mission accomplishment.   Other than this, no other problems with equipment or its utilization were noticed.

· Resolution of Problem: The solution is to move Plans, Operations, and Security Division to a location with a facsimile machine and a photocopy machine.    

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

Facilities

· Analysis and Discussion: The current office space in Building 59 is not in the best arrangement for a smooth operating organization, as discussed in the equipment section.  Currently, personnel are located on two floors.  The personnel who are located in the basement do not have ready access to a photocopier and facsimile machine.  

· Resolution of Problem: The Plans, Operations, and Security Division, with the exception of the Transportation Branch, will be collocated on a single floor of Building 59.   
3.2.3.1.1 Transportation Branch  

(CA PRD WBS 2.2.2/GIN)

Organization Structure

· Layered organization

· Analysis and Discussion: In the current organization, the Transportation Branch is aligned in the DPWL Services Division and receives taskings from DPTMS through the DPWL Plans and Operations Branch.

· Resolution of Problem: The DPWL Transportation Motor Pool (TMP) will be reorganized as a branch of the Plans, Operations and Security Division.  With the exception of the added responsibilities of the dispatchers, all other internal procedures of the TMP will remain the same. Combining these organizations will reduce redundancies and improve customer service.

Operational Procedures

· The GIN positions of the Transportation Branch (two dispatchers) will work directly for the Plans, Operations, and Security Division Chief.  The dispatchers have the added responsibility to identify the type of vehicle(s) and configurations required by the customer and pass the task to the Transportation Branch.  (For example, the size of the bus required, and whether the customer requires air conditioning, baggage areas, bathrooms, TV/VCR, or other audio support.)

· The Freight Rate Specialist (second destination) duties and responsibilities will be transferred to the Installation Resource Center, and will be discussed in further detail in that section.

· The Motor Vehicle Operator (Driver Tester) will assume the additional duties of the Fuel Distribution Worker (this position has been vacant for two years).  The Fuel Distribution Worker position will be eliminated.

· The staggered shifts currently used for the bus drivers and support staff will continue in order to support work runs and customer requirements.  The shifts may be adjusted in the future to support changing requirements.  The MEO will continue to utilize contract buses when requirements exceed capabilities.

Personnel

· Operational Audit

· The CA OA results show 2821.61 monthly man-hours or 19.07 FTEs for Transportation.  However, based on a detailed analysis and discussion of Attachment 16, the MEO will be staffed with 20 personnel (Transportation Operations Supervisor, Motor Operations Officer, and 18 Motor Vehicle Operators).  The OA failed to account for stand-by and unavoidable delay time inherent in this function; therefore, a minimum manning type approach was taken.

· Supervisor to Worker Ratio

· Analysis and Discussion. The Transportation Motor Pool operates on a supervisor to worker ratio of 1 to 24.

· Resolution of Problem. Under the MEO the supervisor to worker ratio will decrease to 1 to 19.

· Normal Work Hours

· The normal work hours for this organization will be 0500 to 1900 hours, Monday-Friday and as required, weekends and holidays.  Bus drivers and support staff will continue to work staggered shifts in order to support work runs and customer requirements.  The courier will work a regular shift (0730 to 1600 hours).

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD.  The REO will initially accept and use all existing equipment.  As the equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.   

Facilities

· Analysis and Discussion: The facilities listed in the PRD are adequate for the MEO.  

3.2.3.2 Provost Marshal’s Office  
(NS)

Organization Structure

· This is a typical hierarchical GIN organization where each branch reports to the Provost Marshal.  Subsequent to the A-76 study announcement, the Provost Marshal’s Office was realigned into the Directorate of Public Safety.  The reorganization was at the direction of the Garrison Commander.

· In the REO, the Provost Marshal will become a part of the Public Safety and Operations Center.  The Operations Officer (Captain) was renamed the Deputy Provost Marshal. The current Deputy Provost Marshal will be upgraded to a Major, O4, and be renamed the Provost Marshal.  (See Attachment 8, MEO Organization Charts.)

Operational Procedures

· Since this organization was not studied, we assume they function efficiently in all mission responsibilities.

Personnel

· The records clerk (GS-303-05) in the Operations Section has been reclassified to an Office Automation Clerk (GS-0322-04). All remaining sections of the Provost Marshal’s Office remain the same. 

Equipment

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

Facilities

· The majority of the Provost Marshal’s Office is located in Building 216 and will remain until the new Public Safety Center is completed.  The Military Working Dog Section is located in Buildings 270 and 272 and will remain in those buildings.

3.2.3.3 Safety Office (GIN)
Organization Structure

· Functional Alignment 

· Subsequent to the A-76 study announcement, the Safety Office was realigned into the Directorate of Public Safety.  The reorganization was at the direction of the Garrison Commander.

· Analysis and Discussion: The Safety Office and the DPWL Environmental and Hygiene Division are typical hierarchical organizations where all personnel report to the Safety Officer or Division Chief.  These offices perform different functions, however, they are interdependent.

· Resolution of Problem: Consideration was given to combining the Safety Office with the Environmental division; however, due to interdependencies with the remainder of DPW&L, as well as control issues, the offices will remain separate.  

Operational Procedures

· The Safety Office will now perform all industrial hygienist functions for the organization.

Personnel

· Operational Audit 

· Operational Audit workload results for the GIN functions show 563.89 monthly man-hours, which equates to 3.81 FTEs.

· Grade Level

· Analysis and Discussion: The grade structure of this organization is top heavy, resulting in a GS-12 with oversight over another GS-12.  Current grades in the Safety Office were artificially inflated and do not comply with current OPM classification standards.

· Resolution of Problem: The Safety and Occupational Health Manager and Specialist positions description were reclassified to lower grades in accordance with current classification standards.   

· Duplicative work

· Analysis and Discussion: Both the Safety Office and the Environmental and Hygiene Division had Industrial Hygienists (GS-0690-12), however the workload data did not support two positions.  The environmental position had been vacant, leading other personnel within the division to assume much of the workload.  

· Resolution of Problem: The environmental workload was transferred to the Safety Branch and the environmental industrial hygienist position was eliminated.  As a result of the reclassification of the position description, this position was downgraded to a GS-11.  

· Supervisor to Worker Ratio

· Analysis and Discussion: The Safety Office currently operates on a supervisor to worker ratio of 1 to 3.  

· Resolution of Problem: Supervisor to worker ratio will remain the same.    

· Normal Duty Hours

· The Safety Office currently works overtime as necessary to support safety incidents within FMMC.  No changes are anticipated in the future organizational alignment due to mission requirements.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD.  The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· The Safety Office will remain in Building 59. 

3.2.4 Installation Resource Center

3.2.4.1 Office of the Director 
(CA PRD WBS 2.6.1/GIN)

The current DRM is responsible for the management of all resources for FMMC, and consists of three Teams: Budget & Accounting, Manpower Management & Internal Review, and Business Operations. Upon review of operations within FMMC it was determined that there are other functional areas that would be better suited under the arm of resource management i.e., Supply Division which was under the DPWL, and Contracting which was it’s own directorate. 

The new IRC will be comprised of the center director, an administrative assistant and three functional areas: contracting, budget, and supply.

Organization Structure

· This office consists of the Director and the administrative assistant.

Operational Procedures

· This organization functions efficiently in all mission responsibilities.

Personnel

· Operational Audit

· The administrative assistant position in this center had 151.40 man-hours or 1.03 FTEs of workload.

Equipment

· Initially, the MEO will accept and use all existing equipment provided in the GFE in the PRD.  The REO will accept and use all existing equipment.  As equipment becomes obsolete or is no longer needed, it will be turned into DRMO or otherwise disposed of.

Facilities

· Analysis and Discussion:  The space currently occupied by DRM and its functional activities is located in Building 59.  While this location is convenient for most customers, it separates IRC from its most prolific customer base:  the DOC and DPWL.

· Resolution of Problem:  Small gains may be realized by redesigning the current facility space for the IRC; however, the most sensible arrangement will be to move the operations to a building large enough to house all of IRC.  Suggested space:  Building 205.

3.2.4.2 Budget  
(CA PRD WBS 2.6/GIN)

Organization Structure

· Since Budget is the only activity from the original DRM remaining, all generic DRM changes are discussed here.

· Analysis and Discussion: In the DRM, the Manpower Management and Internal Review Team and the Business Operations Team were responsible for inter/intra service support agreements, Army Ideas and Communities of Excellence, Army Travel Card, management control, commercial activities, Installation Management Action Plan (IMAP) manpower and equipment TDA management, FMMC Regulation 10-87 (Organization, Mission, and functions of FMMC) and internal review and audits.

· Some of the Manpower Management and Internal Review functions performed are miss-aligned and don’t relate to the overall mission of the office.  For example, commercial activities functions, IMAP and Army Ideas and Communities of excellence are more “quality management” in nature and should be moved to an area with “like” functions.

· Internal Review is responsible for internal management controls, risk evaluations, development and execution of FMMC audit plans, oversight of audit compliance and providing liaison services within and for the Garrison.  This function requires a degree of autonomy and organizational independence and would best be located outside the realm of the DRM.

· Resolution of Problem: The Manpower Management and Internal Review and Business Operations teams will be dissolved.  Customer service and quality related functions would be realigned to the Quality Office, which is part of the Garrison Special Staff.  Internal Review will also be realigned in it’s own area under the Garrison Special Staff.

· The remaining functions of Inter-Service Support Agreement (ISSA), Army Travel Card, ISSA and TAADS management of equipment and personnel TDA will remain in IRC. 

· Analysis and Discussion:  All of the budget analysts within FMMC, with the exception of two, work for the DRM.  There are two budget analysts within the Housing Division who report directly to the housing manager.

· Resolution of Problem:  The two housing budget analysts will be realigned under the IRC but physically remain in the housing office.

· Analysis and Discussion: ISSA and TDA functions are being supplemented by personnel currently working within the DPWL.

· Resolution of Problem:  Personnel performing those functions will be realigned under the IRC but physically remain in ISC.

Operational Procedures

· Operational procedures for the Budget office will not change.  For instance, specific programs (TDA management, ISSAs, Travel Card Management, etc.) will be handled by one office as opposed to separate offices; however, the procedures to manage these programs will remain intact.

Personnel

· Operational Audit

· Based on the OA data, the current CA areas under study measure 454.74 or 3.07 FTEs.  The GIN OA shows 2776.12 monthly man-hours or 18.76 FTEs.

· The GIN man-hours associated with Internal Review equate to 387.56 or 2.62 FTEs.  This function will become a staff function under the Garrison Commander.   

· Grade Level

· The DRM director’s position description has been rewritten to incorporate oversight of supply and contracting.  The grade will remain the same (GS-14) 

· The budget section will be headed by the GS-13 position, which was formerly the Division Chief to the DRM.  

· Based on review of workload and incorporation of PRD responsibilities, the Program Analysts have been reclassified and downgraded from GS-12 to GS-11.

· Supervisor to Worker Ratio   

· The overall supervisor to worker ratio for IRC director will be 1 to 4. The Budget section ratio will be 1 to 17.   

· Normal Duty Hours 

· Shift work is not required.  Overtime hours are required at the end of the fiscal year.

Equipment

· Initially, the MEO will accept and use all existing equipment provided in the GFE in the PRD.  The REO will accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.  

Facilities

· Analysis and Discussion: The space currently occupied by DRM and its functional activities is located in Building 59. While this location is convenient for most customers, it separates IRC from its most prolific customer base: the DOC and DPWL.

· Resolution of Problem: Small gains may be realized by redesigning the current facility space for the IRC; however, the most sensible arrangement will be to move the operations to a building large enough to house all of IRC.  Suggested space: Building 205.

3.2.4.3 Supply 
(CA PRD WBS 2.2.1)

Organization Structure

· Analysis and Discussion: Supply currently serves two basic customers, the installation, and the DPWL.  

· Resolution of Problem: To better align these functions in the new organization, the supply functions supporting the installation will be realigned under the Installation Resource Center.  

· Second destination transportation functions (shipping materials, supplies, and equipment from one location to another) will be moved from Services to Supply. 

· Analysis and Discussion: The current Supply function consists of five separate branches, geographically located at Fort Myer.   

· Resolution of Problem: The new organization will be consolidated to one staff function (Property Management), and one branch (Property Control), including addition of second destination transportation.  In the event the Small Business Set-Aside (Clothing Issue Facility (CIF) and the Clothing Equipment Repair Facility (CER)) function also remains in-house, it will become a branch of the Supply Division.  Co-locating and combining these functions will streamline decision making by reducing the amount of horizontal coordination among branches.  Efficiencies are gained by allowing cross-utilization of personnel.

· Similar supply warehouse functions.  The DPWL supply warehouse at Fort Myer will be closed, and the individuals relocated to the ISC, Facilities Services Division, providing dedicated, on-site support for the shops.  These functions will be discussed in detail in the ISC section.

Operational Procedures

· Analysis and Discussion: Second destination transportation is being realigned from Services to Supply.  

· Resolution of Problem: The obligation of funds is considered a GIN function, and will be moved to the Accountable Officer.  The remaining duties are CA, and will not change.  

· Analysis and Discussion: Related functions are not co-located.

· Resolution of Problem: The functions of Supply, Contracting, and Budget are interrelated.  Co-locating these functions will increase efficiency by increasing interoffice communication, eliminating hand-offs, decreasing processing times, and reducing wait-times. 

· Supply functions will be split between the ISC and the IRC.  Although the supply functions supporting the DPWL will be moved to the ISC, they will remain aligned under the IRC on the TDA.  This will allow better cross-utilization of personnel and management of workload fluctuations.

· Analysis and Discussion: The Property Book signature authority function which GIN, is currently being handled by positions coded as CA.

· Resolution of Problem: Signature authority will reside solely with the Chief of the Supply Division (GIN).  Signature authority for the CIF/CER Property Book will also reside with the Chief of the Supply Division.

Personnel

· Operational Audit

· The CA OA results show 2395.49 monthly man-hours, which equates to 16.19 FTEs.  The GIN OA results show 335.87 monthly man-hours or 2.27.

Equipment

· Equipment used by the current organization was deemed adequate for the MEO and REO.  Initially, both the MEO and REO will accept and use all equipment provided as GFE in the PRD.  As the equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.   

Facilities

· The facilities listed in the PRD are adequate for the MEO.

3.2.4.4 Contracting  
(GIN)

Organization Structure

· This is a typical hierarchical GIN organization with two divisions that take care of “pre-contract awards” and “post-contract awards.”  Both branches report directly to the Director of Contracting.  

· Functional Alignment 

· Analysis and Discussion: There is a good deal of coordination and interaction required between the supply and budget organizations.  The spatial proximity between the budget office and contracting impedes timely acquisition of services, equipment, and supplies.

· Resolution of Problem: In the REO, this organization will be co-located with supply and budget, creating a multi-service center which will improve efficiency and effectiveness by reducing non-value added activity, coordination times, costs, eliminate bottlenecks and improve responsiveness to customer requirements.  

Operational Procedures

· This organization functions efficiently in all mission responsibilities.

Personnel

· Operational Audit 

· Operational Audit workload results show 2282.73 monthly man-hours, which equates to 15.42 FTEs.

· Authorizations are consistent with workload volume.  Authorizations provided by United States Army standards meet approximate workload volumes measured in this office.

· Supervisor to Worker Ratio

· The Directorate of Contracting operates on a 1 to 3 ratio of upper management to supervisors/workers.  Within the Management Division, the supervisor to worker ratio of 1 to 3.  The Contracts Division has a supervisor to worker ratio of 1 to 8.

· Normal Duty Hours

· DOC has requirements for other than normal duty hours to support end of year contract execution utilizing expiring funds.  No future changes are expected due to the mission of this organization.

Equipment

· Equipment used by the current organization is sufficient for future operations.

Facilities

· Analysis and Discussion: Facilities are adequate for the current operation.  However, the interaction of this organization with supply and budgeting functions that are not collocated in the same facility causes workflow disruptions and acquisition delays.

· Resolution of Problem: In the REO, this organization will be collocated with supply and budget.

3.2.5 Morale, Welfare, and Recreation Service Center 
(CA PRD WBS 2.7/GIN)

The MEO Team made the decision to remove all NAF functions and classify them as not studied (NS). Based on Office of Federal Procurement Policy, Office of Management and Budget, Department of Defense (DoD), and Department of the Army (DA), policy, Government employees cannot work for contract employees. 
Since many of the DPCA functions involved a mix of CA, NAF, and GIN functions, instances existed that would have resulted in just such a situation. To accommodate this decision, the NAF functions were separated from the GIN functions, and the positions moved as to avoid being aligned under a contractor. However, there are three instances where classifying the NAF functions as GIN was not feasible; the library, automotive center and Community Activities and Visitors Center. It is not possible to sever the duties of these positions from the overall responsibilities of the functions. Therefore, it is recommended that these NAF positions be converted to APF and classified as CA, the associated workload included in the PRD, and the staffing to perform the functions built into the MEO.

3.2.5.1 Office of the Director 
(GIN)

Organization Structure

· Analysis and Discussion: The current DPCA directorate consists of two major functions: Community Services [appropriated funds (APF) and non-appropriated funds (NAF)] and Military Personnel.  These two operations have no similar functions, nor interaction with one another. There are two separate and distinct management regimens utilized within the directorate and each requires consistent hands on supervision.

· This organization is comprised of ten divisions: Recreation, Army Community Services, Business Operations, Education, Center for Substance Abuse Prevention, Financial Management, Marketing, Services, Child and Youth Services and Military Personnel.

· Resolution of Problem: The Adjutant General (AG) Personnel Services Center  (PSC) functions will be realigned under Headquarters Command Battalion.  (These areas will be discussed in detail in the Headquarters Command section).  The newly designed MWRSC has oversight for four functional areas: Sports and Leisure, Education, Community Services and Child and Youth Services.  (These areas will be addressed in further detail later in these discussions).

· The Services Division as it stands today will be disbanded.  This structural change will result in the GS-0342-13 position being abolished, with associated workload dispersed to the Program Administrator (GIN), and the Sports and Leisure Chief (GIN). Though this organization functions efficiently in all mission responsibilities, in keeping with government mandated requirements, the NAF positions, must be realigned.

· The duties of the Division Chief will be realigned/absorbed by the MWRSC support office. This structural change would garner more cohesion programmatically and gain efficiencies.

· The property control/inventory duties of the NAF support personnel will be realigned under the Program Administrator. This structural change would garner more cohesion programmatically and gain efficiencies.         

· The workload of the remaining NAF support personnel has been realigned and co-located to: IT functions, MWRSC support staff, maintenance/distribution, Sports and Leisure, and hospitality services.  

Operational Procedures

· Though the procedures of the Divisions will remain the same, realigning functional operations into natural groupings will decrease the divisions from ten to four. Efficiencies will be realized through more aligned management of resources and personnel.

Personnel

· Only the Director and administrative functions of this organization were studied.

· Initially, the Director was coded CA, but subsequent FAIR re-coding classified this position as GIN.

· Analysis and Discussion: Currently, the administrative office has one Secretary GS-0318-05, one E4 and one E7. 

· Resolution of Problem: Under the new structure the GS-318-05 will be reclassified as an Administrative Assistant GS-0303-06 and the military administrative personnel positions will be realigned with PSC under Headquarters Command Battalion. 

· The newly designed staff support offices of MWRSC will consist of: Director, Program Administrator, Administrative Assistant, Budget Analyst, NAF Accounting Technician, NAF Marketing Specialists, NAF Information Management Officer, and NAF Computer Technician.

· Operational Audit

· GIN Operational Audit data results show: Director 89.44 monthly man-hours, or 0.60 FTEs, Program Administrator 126.11 or 0.85 FTEs, Administrative Assistant 442.69 or 2.99 FTEs, and Budget Analyst 421.92 or 2.85 FTEs.  CA OA results show 113.01 monthly man-hours or 0.76 FTEs.  NAF personnel are not included in operational audit data.   

· Normal Duty Hours

· No future changes are expected.

Equipment

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

Facilities

·  Facilities are adequate to support mission requirements.   

3.2.5.2 Sports and Leisure 
(GIN/CA)

· This newly designed organization is comprised of two MWRSC divisions: Business Operations, and Community and Recreation Divisions. 

· Analysis and Discussion: The Recreation Division currently has three layers of management: Division Chief (goals and objectives), Program Team Leaders (new concepts, marketability and program staffing patterns), and Facility Managers (day-to-day operations).  This division could benefit greatly by flattening the organizational structure.  The physical location of the Program Team members, currently located within the administrative offices, removes them from their functional areas of expertise.  The Library is currently aligned with this Division.

· Resolution of Problem: Consolidate the current Recreation and the Business Operations Divisions into one entity, heretofore known as “Sports and Leisure”.  As a result of realigning this division the position of Chief, Recreation Division will be abolished. The associated workload of this position will be dispersed to the Chief, Sports and Leisure, the Program Administrator, and the Supervisory Sports Specialist.  

· The Program Team members will relocate to their respective activity centers putting day-to-day operations and program administration back into the hands of the functional experts.

· Although separately these organizations functioned efficiently in all mission responsibilities, this structural change will garner more cohesion programmatically and gain efficiencies through on the spot resolution of programs and staffing concerns.   

· Though the Library functions efficiently in all mission responsibilities, realigning it with Education Services would bring it closer to the customer base it services. 

Operational Procedures

· Although this organization has grown in scope and mission, organizational procedures will remain the same.   

Operational Audit

· Business Operations (Sports and Leisure director’s office) operational audit results show 357.58 monthly man-hours or 2.42 FTEs.   

· Supervisor to Worker Ratio

· Currently the Business Operations Division operates on a 1 to 2 supervisor to worker ratio.  The Recreation Division, (Administrative offices) operates at a 1 to 3 supervisor to worker ratio and the various activities of this division operated on a (Fitness Center) 1 to 11 and (Community Services) 1 to 7 ratios.

· The operational data supports the following: The Sports and Leisure Services Chief now has a 1 to 4 ratio and the Fitness Center has a supervisor to worker ratio of 1 to 10 and the Community Center has a ratio of 1 to 5.

· Normal Duty Hours

· Analysis and Discussion: The majority of the functional areas of this section have other than normal duty hours to include weekends and holidays. There are no known instances of excessive overtime worked in any of these arrangements.     

· Resolution of Problem: Note, the nature of the support service business dictates that some functional areas, such as the community and fitness centers, are open during evening hours and weekends.  It is anticipated that all of the work centers will continue operations in the same manner to accommodate the customer base.

Equipment

· Initially, the MEO will accept and use all existing equipment provided in the GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Facilities are adequate to support mission requirements.

3.2.5.2.1 Hospitality Services 
(GIN)

· This was formerly the Business Operations Division, and is comprised of four functional areas: Club Systems (Myer and McNair Officers and Spates Hall), Lodging, Bowling and Golf.  These functional areas were not under study.  Operational procedures for this Division will not change.

3.2.5.2.2 Community and Recreation Division 
(CA/GIN)

Organization Structure

· Currently the Recreation Division consists of four branches: Fort Myer Fitness Center/Fort McNair Gymnasium (GIN), Community Activities and Visitor Center (CAVC)/Automotive Shop (CA), and the Library (CA). 

· The new organization, Community and Recreation Division, will consist of a Chief (GIN), Administrative Support (CA), and three branches; Fitness Center/Gym (GIN), Golf (GIN/NS), and Community Activity and Visitor Center/Automotive Center (CA).

Operational Procedures

· All operational procedures will remain the same, with the exception of the following:

· Prior to completion of this study, and under the direction of the DPCA, ticket sales (other than Redskins® tickets) handled by Outdoor Recreation ceased operation.

· The Arts and Crafts function was contracted out prior to completion of this study.

· Personnel

· 
Administrative Office Community and Recreations Division

· There were two CA positions studied in this office: a Division Chief, GS-0340-13 and an Administrative Assistant, GS-303-05.   

· Operational Audit 

· Operational audit workload results for the Chief, Recreation Division measures 34.464 monthly man-hours, or 0.232 FTEs.  The workload results for the Administrative Assistant measures 113.013, or 0.764 FTEs.  The duties of these functions were absorbed by the Sports and Leisure Services Division.

· Grade Level

· Consolidating this division with Business Operations will result in the Chief, Recreation Division, GS-0340-13 position being abolished.   The Supervisory Sports Specialist GS-0030-12, Program Administrator, GS-0301-12, and the Business Operations Chief, GS-0340-13 will absorb these duties.

· Normal Duty Hours
· Hours of operation are 0730 to 1600 hours, with weekends and holidays by exception.  No future changes are expected.
· Equipment

· Initially, the MEO will accept and use all existing equipment provided in the GFE in the PRD.   The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.
· Facilities

· Facilities are adequate to support mission responsibilities

3.2.5.2.2.1 Fitness Center/Gym and Golf (GIN)

· Operational Procedures for these functions will not change.

Personnel

· Operational Audit

· Operational audit workload results for the Fitness Center/Gym and Golf shows 1733.74 monthly man-hours, or 11.71 FTEs.

· Supervisor to Worker Ratio

· Supervisor to worker ratio is 1 to 11.

· Normal Duty Hours

· No future changes are anticipated.

Equipment

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

Facilities

· Facilities are adequate to support mission requirements.

3.2.5.2.2.2 Arts and Crafts  
(CA)

· This section was contracted out during the study period, and is no longer included in this management plan.

3.2.5.2.2.3 Community Activities and Visitors Center 
(CA)

Organization Structure

· This organization reports to the Chief, Recreation Division. In the new structure it will report the to Chief, Sports and Leisure, and is comprised of Supervisory Recreation Specialist, Recreation Specialists, and Recreation Aides (NAF). 

Organizational Procedure

· This organization functions efficiently in all mission responsibilities.

Personnel

· Operational Audit

· Operational Audit data results show 662.47 monthly man-hours, or 4.48 FTEs.

· Grade Level

· Based on a review of workload, and in keeping with OPM classification standards, the Supervisory Recreation Specialist, GS-0188-12 was reclassified and downgraded to a GS-0188-11. 

· Supervisor to Worker Ratio

· Supervisor to worker ratio is 1 to 5. This ratio includes the automotive shop and BOSS program.

· Normal Duty Hours

· No future change is anticipated.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Facilities are adequate to support mission requirements.

3.2.5.2.2.4 Automotive Center 
(CA)

Operation Structure

· This organization reports to the Supervisory Recreation Specialist. No change in structure is anticipated.

Organizational Procedure

· This organization functions efficiently in all mission requirements.

Personnel

· Operational Audit

· Operational audit data results show 208.61 monthly man-hours, or 1.41 FTEs.

· Supervisor to Worker Ratio

· Supervisor to worker ratio is 1 to 2  

· Normal Duty Hours 

· No future changes are anticipated.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Facilities are adequate to support mission requirements.

3.2.5.3 Education Services 
(GIN/CA)

Organization Structure

· This office is comprised of the Division Chief, Education services, Guidance counseling, budget analysis, information technology, administrative support, and Library services.  

Operational Procedure

· This organization functions efficiently in all mission responsibilities.

Personnel

· Operational Audit 

· GIN Operational Audit data shows GIN 1570.40 monthly man-hours, or 10.61 FTEs.

· Grade Level

· Based on a review of workload, and in keeping with OPM classification standards, the Education Specialist, GS-1740-12 has been reclassified and downgraded to GS-1740-11.  

· Supervisor to Worker Ratio

· Education Services had a supervisor to worker ratio of 1 to 9. Due to realignment of Library Services, it will have a ratio of 1 to 14.

· Normal Duty Hours

· No future change is anticipated.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Facilities are adequate to support mission requirements.

3.2.5.3.1 Library  
(CA)

Organization Structure

· This organization is comprised of, Supervisory Librarian, Librarian, and two Library Technicians: one APF, and one NAF.

Operational Procedure

· Although, this organization functions efficiently in all mission responsibilities, realigning it with Education Services would bring it closer to the customer base it services.  

Personnel

· Operational Audit

· Operational audit data results show 540.38 monthly man-hours, or 3.65 FTEs, including the part-time NAF workload.  NAF personnel are not included in the study; however, the duties of this position cannot be differentiated from the remaining CA workload.  

· Grade Level

· Based on a review of workload for positions, and in keeping with OPM classification standards, the Supervisory Librarian, GS-1410-12 and the Librarian GS-1410-11 were reclassified and downgraded to GS-1410-11 and GS-1410-09/10, respectively. 

· Normal Duty Hours

· No future change is anticipated.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Facilities are adequate to support mission requirements.

3.2.5.4 Community Services  
(CA/GIN)

Organization Structure

· This office currently consists of the Director, education program, consumer affairs program, employment program, installation volunteer program, Army emergency relief program, relocation program, family advocacy program, Outreach, and administrative support. 

· As a result of realigning CSAP, this organization will also include an Alcohol and Drug prevention program.  The education and training elements of CSAP are similar to what is already provided by the Community Service Division.  Although the operational procedures will not be affected by this realignment, it adheres to the process of functional grouping.

Operational Procedure

· This organization functions efficiently in all mission responsibilities.  Operational Procedures will not change, with the exception of the realignment of CSAP to this Division.

Personnel

· Operation Audit

· Operation audit data results show GIN 2039.62 monthly man-hours, or 13.78 FTEs.

· CSAP shows CA 223.86 monthly man-hours or 1.51 FTEs. 

· Supervisor to Worker Ratio

· The supervisor to worker ratio is 1 to 13.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Facilities are adequate to support mission requirements.

3.2.5.5 Child and Youth Services  
(NS/GIN)

Operation Structure

· This is a typical hierarchical GIN organization where all personnel report to the facility director, who reports to the Chief of the division.

Operational Procedures

· Operational procedures will not change.

3.2.6 Headquarters Command Battalion

Organizational Structure

· The Headquarters Command Battalion is comprised of four sections and three units.  They are the Office of the Commander, S-1/AG (Personnel/Adjutant General), S-2/3 (Operations, Training, and Security), S-4 (Supply), Headquarters Company, US Army, HHC US Army Garrison, and the Fort Myer Military Police Company.  

· Although the basic structure of this organization remains the same, the duties and responsibilities have significantly increased.

3.2.6.1 Office of the Commander  

(CA PRD WBS 2.5.1.1/GIN)

Organization Structure

· This section currently consists of five personnel and oversees the three remaining sections and three companies of the Battalion.
Operational Procedures

· This organization functions efficiently in all mission responsibilities.

Personnel

· The Office of the Commander will consist of the Commander, Command Sergeant Major, Staff Management Officer (GS-301-13), and an administrative assistant.  The administrative assistant (GS-0303-06) position replaces an Administrative NCO (E-7).  The reenlistment NCO (career counselor E-6) has been moved to the Reenlistment Branch in the Office of the Garrison Commander.

· Operational Audit

· CA Operational audit workload results for the administrative position show 155.92 monthly man-hours, which equates to 1.05 FTEs.  Results of the GIN OA showed 209.93 monthly man-hours or 1.42 FTEs.

· Supervisor to Worker Ratio: The Office of the Commander currently operates on a supervisor to worker ratio of 1 to 4.  The Battalion Commander operates on a supervisory to staff ratio of 1 to 10.  The Office of the Commander will operate on a supervisor to worker ratio of 1 to 3.  The Battalion Commander will operate on a supervisory to staff ratio of 1 to 9.

· Normal Duty Hours

· Headquarters Command has recurring requirements for other than normal duty hours to include weekends and holidays.  Due to the nature of the mission, the requirement will not change.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· The Office of the Commander will remain in Building 412.

3.2.6.2 S-1 Section (Personnel/Adjutant General)  
(CA PRD WBS 2.5.1/2.7.1)

Organization Structure

· Process Ownership

· Analysis and Discussion: Military Personnel Management processes are currently being performed by two separate activities, the S-1 Section of Headquarters Command and the Adjutant General’s Office of the Directorate of Personnel and Community Activities.  Perhaps the largest hindrance to efficiency and customer service is that there is no single process owner for military personnel issues, therefore there is very little control over processes.  This causes confusion and frustration for the leadership, workers, and customers.  Additionally, the Adjutant General office appears to be retrofitted into an organization that primarily handles community activities such as the morale, welfare and recreation, education, and community service programs.

· Resolution of Problem: The new S-1 will be a consolidation of the original S-1 and the AG’s Office.  The S-1 Mail Clerk and the AG Office Automation Clerk will now report directly to the S-1/AG.  In addition, realigning the military personnel services from DPCA to Headquarters Command Battalion will serve two purposes.  All military personnel functions will be centralized in both management and location and the change will allow the new organizations to function with a more definitive and centered purpose.

· Analysis and Discussion: The DPCA AG includes the Office of the Adjutant General, Transition Services, Retirement Services, Personnel Services, Administrative Services, Personnel Reassignments, Personnel Operations, Personnel Records, and the Personnel Automation Branches (collectively known as the Personnel Service Center (PSC)) and Casualty and Mortuary Affairs Branch.  This organization appears to have artificial boundaries between branches, resulting in excessive levels of supervision, process bottlenecks, and customer response issues.

· Resolution of Problem: The new organization will consist of the office of the S-1/Adjutant General and three branches, Casualty and Mortuary Affairs, Transition Services, and the Personnel Services.  This will greatly reduce the levels of supervision required of the old organizations.  This should also improve workflow, decrease processing times, and increase customer satisfaction.  Removing artificial organizational boundaries will facilitate cross training of personnel, thereby increasing service-provider availability during peak customer times.  The Casualty and Mortuary Affairs Branch is GIN and will remain unchanged.  (See Attachment 8, MEO Organization Charts.)

Operational Procedures 

· Workflow and Work Duplication 

· Analysis and Discussion: Specific problems affecting operational functionality are workflow, demographic arrangement, and work duplication.  Bottlenecks exist between the S-1 and AG PSC.  These organizations are responsible for sequential processes of military personnel issues. For example, S-1 initiates paperwork that is then passed to and processed by PSC.  Other actions are initiated at the PSC and passed to and processed by S-1.

· Resolution of Problem: Offices will be located under a single roof.  S-1 and AG functions will be merged together and managed by Headquarters Battalion due to their like missions, enabling one organization to have process ownership of military personnel management.  Office co-location and like-function merges will improve workflow, decrease processing times and handoffs, and increase customer satisfaction.

· Analysis and Discussion. In the current organization, daily distribution trips are required between PSC and S-1.  Additionally, trips are required between these organizations and their supported/supporting activities, to include the SJA and IG offices at Fort McNair. This distribution requirement is redundant.  There are other organizations on post that perform extensive distribution between locations in the NCR.

· Resolution and Problem. Courier duties will be performed by the DOIM. 

· Military/Civilian Mixed Work Groups

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

· Resolution of Problem: Most military positions within AG and S-1 are contractible.  Under the MEO these will become civilian positions, therefore, mandatory military commitments will not create personnel shortages that result in customer service delays.

· Identification Card Processing

· Analysis and Discussion: Staffing in this section is primarily military.  This leads to some difficulties in scheduling and operating office hours.  As discussed above, this results in delays in processing times. Queuing analysis of customer throughput and processing time delays indicates that customer backlogs occur whenever there are less than two personnel processing identification card requests.  See Attachment 15.

· Resolution of Problem: The identification card area will be manned with two personnel during regular duty hours.  Personnel from other areas within Transition Services Branch will be made available to provide support during leaves, training, lunch hours, and other absences.

Personnel

· Operational Audit 

· Operational audit data results for S-1 CA functions show 5700.12 monthly man-hours, or 38.51 FTEs. Operational audit data results for S-1 GIN functions show 2135.96 monthly man-hours, or 14.43 FTEs.  

· Grade Level

· The Office of the S-1/AG will consist of an O-4 Adjutant General), an E-8 NCOIC, one E-4 Standard Installation Division Personnel System Software Analyst, one Mail Clerk (GS-0305-4, CA), and one Office Automation Clerk (GS-0322-04, CA). 

· The Transition Services Branch and Personnel Services Branch are consolidations of the former PSC and S-1, both of which are primarily staffed with contractible military positions. Workload data was consolidated and then separated by complexity of task.  The various complexity levels indicated whether a Human Resources Specialist or Assistant should accomplish the task.  Using SIAM percentages, two supervisory positions were created.  This determined our new staffing levels.  

· Supervisor to Worker Ratio

· Analysis and Discussion: The AG operates on a 1 to 65 ratio of upper management to workers.  Within the AG, supervisory ratios of 1 to 9 appear to be the norm.  Within the S-1, a supervisory ratio of 1 to 10 exists.

· Resolution of Problem: The S-1/AG Section will operate on a 1 to 7 ratio of upper management to supervisor/worker ratio.  Transition Services Branch will operate on a 1 to 17 ratio, Personnel Services Branch on a 1 to 17 ratio, and Casualty and Mortuary Affairs Branch on a 1 to 10 ratio.

Equipment

· Location of Office Equipment

· Analysis and Discussion: While the current equipment is sufficient to meet the mission requirements, some improvements can be made.  Office equipment, e.g., photocopiers and facsimile machines, is not conveniently located for all of the users.  Some computers are outdated and need to be replaced.  

· Resolution of Problem: This function will be combined and collocated with the rest of the military personnel management functions for FMMC, enabling these organizations to share and relocate support equipment.  Upon MEO implementation, computers will be cross-leveled; older computers will be turned in and newer computers will be reallocated among the remaining organizations.

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.

Facilities

· Office Set-Up

· Analysis and Discussion: Facilities and space are adequate to meet mission requirements.  However, the PSC could serve the customers better if its space was reorganized to improve customer throughput.  The Transition Point, for example, is equipped to handle up to three service providers, but rarely uses this many.  Numerous cubicles and small offices exist in the upper level of Building 202.  

· Resolution of Problem: The S-1/AG will be consolidated in Building 202, with the exception of the Postal Service Facility, which will remain in Building 406.  Traffic patterns throughout the building could be improved with color-coded map signs.  Such systems have been employed successfully in institutions such as hospitals and universities that handle a wide variety of customer needs.

3.2.6.3 S-2/3 Section (Operations, Training, and Security)  
(GIN)

Organization Structure

· Analysis and Discussion: The S-2 and S-3 functions are currently collocated and interdependent.  Nearly half of the measured workload of the S-2 was tasks performed in support of the S-3. 

· Resolution of Problem: The S-2 and S-3 Sections will be consolidated.

· Analysis and Discussion: Military Training functions are currently being performed by two separate activities, the S-2/3 Section of Headquarters Command and the Training Support Center of the Directorate of Plans, Training, Mobilization and Security.  Perhaps the largest hindrance to efficiency and customer service is that there is no single process owner for military training issues, therefore there is very little control over processes.  This causes confusion and frustration for leadership, workers, and customers.

· Resolution of Problem: The S-2/3 will be a consolidation of the original S-2/3 and the DPTMS Training Support Center.  This reorganization will provide a centralized location for all military training matters within the community, streamline training support, consolidate personnel, improve communication and coordination, reduce handoffs, increase effectiveness, and better align processes, which will increase customer support and satisfaction.  (See Attachment 8, MEO Organization Charts.)

Operational Procedures

· Workflow and Work Duplication 

· Analysis and Discussion: Specific problems affecting operational functionality are workflow, demographic arrangement, and work duplication.  For the most part these organizations function well, however, some activities are redundant.  Bottlenecks exist between the S-2/3 and Training Support Center.  Support of military training requirements involves a vast amount of paperwork and telephonic coordination between these organizations, which increases response time to the customer.

· Resolution of Problem: Offices will be located under a single roof.  S-2/3 and the Training Support Center will be merged and managed by Headquarters Command.  Office co-location, and like-function merges will improve workflow, decrease processing times, and increase customer satisfaction

· Analysis and Discussion: The Training Center Manager ensures the Town Hall facility is inspected before and after each use.  On occasion, an NCO or the manager will stay for an entire Town Hall meeting in the event that they may be needed.  These meetings can be quite lengthy and the time spent waiting accounts for a large percentage of measured workload, which is non-value added.  

· Resolution of Problem: The need for someone to stay during all meetings and ceremonies has been eliminated.  Additionally, recent remodeling of the Town Hall has decreased the potential for equipment failure and facility problems.

Personnel

· Operational Audit

· The Training Support Center was staffed with one Training and Administrative Services Coordinator (GS-301-11, CA, overhead), one E-7 Training NCO, one E-4 Training Clerk, and one E-3 Chemical Operations Specialist.  

· The S-2/3 was staffed with one E-7 Operations NCO, one E-6 Security/Assistant Operations NCO, one E5 Operations Sergeant, and one E-4 Clerk Typist (CA).  

· Operational workload results show 659.36 monthly man-hours, which equates to 4.46 FTEs.  Based on measured workload, three positions will be eliminated.

· The new organization will consist of one E-7 Operations NCO, one E-6 Security/Assistant Operations NCO, one E-7 Training NCO, one E-5 Training Operations Sergeant, and one E-4 Training Clerk.

· Supervisor to Worker Ratio

· Analysis and Discussion: The Training Support Center operates on a supervisor to worker ratio of 1 to 3.  The S-2/3 operates on a supervisor to worker ratio of 1 to 3.

· Resolution of Problem: The S-2/3 supervisor to worker ratio will increase to 1 to 4 due to the inclusion of the Training Support Center in the function.

· Normal Duty Hours

· Analysis and Discussion: The S-2/3 has recurring requirements for other than normal duty hours.

· Resolution of Problem: No future changes are expected due to the nature of the support provided by this organization.

Equipment

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

Facilities

· The S-2/3 will be consolidated in the facility currently used by the Training Support Center in Building 403.

3.2.6.4 S-4 Section (Supply)  
(CA PRD WBS 2.5.1.4)

Organization Structure

· No organization structure problems were identified in this functional area. The S-4 Section will remain a separate section of the Headquarters Command Battalion staff.  (See Attachment 8, MEO Organization Charts.)

Operational Procedures

· No procedural problems were identified in this functional area.
Personnel

· Operational Audit 

· The CPAS originally identified four positions in the S-4 (one E-7 NCOIC, one E-6 Supply NCO, one E-5 Supply Sergeant Billeting, and one E-5 Supply Sergeant).  The two billeting NCOs had, at some undetermined time, been unofficially transferred to the DPWL Housing Office.  During the OA data collection phase of the study, the office was staffed with one E-6 Supply NCO and one E-4 Supply Specialist.  The OA workload results show 69.57 monthly man-hours or 0.47 FTEs for these two positions.
· 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.
· The new office will be staffed with one Supply Technician, GS-2005-05.
· Supervisor to Worker Ratio
· Analysis and Discussion: The S-4 Section currently operates on a 1 to 1 ratio.
· Resolution of Problem: This has become a one-person section that reports directly to the Battalion Commander.
Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of.  

Facilities

· The S-4 Section will remain in Building 403.

3.2.6.5 Headquarters Company, US Army  
(CA PRD WBS 2.5.2.1/GIN)

Organization Structure

· Headquarters Company, USA is a cadre unit consisting of a Company Commander, First Sergeant, Training Operations Sergeant, and two clerk typists (E-5 and E-4).  This organization is responsible for supporting soldiers who are assigned and attached to 45 DoD and DA staffs and field operating agencies within the NCR and throughout the world.  

· No organization structure problems were identified in this functional area.  The HQ Co, USA will remain a separate unit of the Headquarters Command Battalion.  

Operational Procedures

· No procedural problems were identified in the functional area.

Personnel

· Operational Audit 

· The CA Operational Audit results show 241.51 monthly man-hours or 1.63 FTEs.

· Operational Audit Workload results for the remaining GIN positions show 368.11 monthly man-hours or 2.49 FTEs.

· The two military administrative clerk positions were coded CA and have been converted to Office Automation Clerks (GS-0322-04).

· Supervisor to Worker Ratio

· Headquarters Company, US Army operates on a supervisor to worker ratio of 1 to 4.

· No changes are anticipated in the future.

Equipment

· Initially, the MEO will accept and use all equipment provided as GFE in the PRD. The REO will initially accept and use all existing equipment. As equipment becomes obsolete or is no longer needed, it will be turned in to DRMO or otherwise disposed of. 

Facilities

· HHC, US Army will remain in Building 406.

3.2.6.6 HHC, US Army Garrison 
(GIN/NS)  

3.2.6.7 Fort Myer Military Police Company 
(GIN/NS)

This function was totally exempt from the study; therefore, the operational procedures, facilities, equipment, and personnel will not change.  However, recent events outside the control of either the study team or the Garrison will cause this area to expand.
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