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Exem'.;ive Summary
HOW WINNERS WIN

LESSONS LEARNED FROM CONTRACT COMPETITIONS
IN BASE OPERATIONS SUPPORT

'émlpetition in Base Operations Support (BOS) produces savings for' -bhgz.bc J/,

~Department—of-Defense—> In the face of coﬁpetition, costs drop by an average
of 27 Meaer a contractor or t.he in—house work force wins. If we

m
knev how winners realzzed those savings, they&m duplicated by

in-house Government activities even when competition isn't possible.
Winners of competed BOS functions follow ®any common approaches to

increue ‘their prodnctiv:.ty V-5 For fuily housing naim:enance aud audiovisual

services ,G;e;e approaches include:

- organizauonol chonges simphfying oxganizations to reduce the number
of supervisors; i , .

-~ consolidation of working locations to eliminate the expense of super-
vising dispersed activities;

use of working supervisors who not oaly direct and schedule workers
but also perform dire"t labor themselves;

‘ -~ use. of -ultiskilled workers to reduce periodic backlogs with a smaller
. k force;
o \ wor

\\ use of lower-skilled workers, rescrving higher skilled employees for
‘| jobo that suit their t.alent.l' :

provision of equipsant, ve..ic'!eo, and .conunications to maximize
- worker productivity, ' _

Nt N

estabiishment of ' worker " goals and accountability to motivate
‘employens; : .

vonvision of ccupu*-r sx.opov't to conplete wcrk more q.:ickly and
accar-;*‘w Mu ,

~ e L.;’_/_.__-'..

‘eiiwipatioa of \..:‘-ceuory work, .bolishing or modi fying Qonessential
! tasks. '
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These approaches appear to be uaique to activities that have undergone compe-
tition, and we observed' tkes in most of the 14 winning activities we visited.
- Contractor winners are even more frixgal than in-house winners; they rely
- heavily on overtime, ‘pert-tine labor, simplified supply procedures, and
responsive vehicle and equipaent maintenance to further improve productﬁity.
They also tend to pay‘ low;. ~ages to BOS workers than does DoD, and they are
quicker to hire and fire emp. - .es.

Activities whose fuactions have not been competed or are exempt from
competition could use many of the approaches we observed. " We recommend that
0SD: ' |

- establish a clear goal of vinniﬁg Commercial Activities (CA) ‘conpe-

titions with its in-house work force and encourage broad application

of the CA program to as many BOS activities as possible;

- d:l.ue-imte the ideas we observed through the Eff:.c:,eucy Review
Program;

- make our findings available to imullation co-nnders part:.cipatmg
in DoD's Model Installations Prograam.

We further reco-end that the Military Services-

- examine contractor-specific approaches for their appl:.cabzhty to all

in-house ectivitiea, .
. provide in-house vinners wit.h as much ° ulget stability as posnb‘e,
= ensure, through a formal: arrangement, that equipment apd vehicle re-

sources will be available to an m-house work fotce before declaring
it a competition winner.

Competition is the incentive that produced the changes we observed. - It

will be more difficult to preduce savings without the pressure of competition,
but through wide dissemination of 1enbxis learned, a sizable increase in BOS

prpductivity' is possible.
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1. STUDY BACKGROUND AND RECOMMENDATIONS

BACKGROUND k

For many years, the Department of Defense (DoD) has engagedA both in-house
employees and private contractors to. provide Base Operations Suppoi:t (BOS)
services at niliit’ary installations. BOS includes sn¢ activities as family
housing, real property uintenancg, civilian personnel administration, vehicle
maintenance, food serxvice, supply, conttacti.‘ng, §ecuri£y and law enforcement,
énd others; in short, thel support services necassary to accomplish the
installations' missions. Until 1979, in-house activities could expect a
long-term existence in relative security, but after the Office of ua'nagement'
and Budget revised its Circular A-76 in that year, the Military Sérvicés were
required to uke periodic reviews to determine whether m-house act1v1t1es
could be acco-pluhed more economically by contract.l' If a contractor's cost
- resulted in savings of at least ten percent of the in~house personnel costs,
the activity was to be cox;tracted.' _i:a, re'vol'utiona,ry change m the way the
Government did business introduced coﬁ[ttition for the first time to many
‘ ‘in-house act,ivitigs t.h;n: had never felt any externally applied pressure to be

cost-efficient.

In DoD, commercial aétivitiés* (CA) |cost conpansona in the BOS area shov‘

that substantial savings result whether the in-house. lctivzty or a private
contractor ‘wins the competition. Bet.ween Febmry 1979 and December 1983,
921 BOS competitions had taken place affecting apptoxmately 24,000 jobs. As

shown in Figure 1-1, the cumulative annual operat;ng'cost for the competed

‘ 1. S. Oifice of Management and Budg t, "Policies for Acquiring Commercial
or Industrial Products and Services Nejded by the Government," OMB Circular
A-76 (Revised), March 19, 1979. R . '
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activities had been $1.3 billion but was reduced 15 percert on average by
in-house activities when. they bid. to satisfy the Performance Work St#teme‘nt
(PWS) wich their most efficient érganizati:ons. Contractors' bids were
22 percent lower on average, even when Gov'ernn‘:ent: supervision and administra-
tion costs were added to them. Despite ihe difference in average costs
between in-house and contract bids, 48 petéent of the competitions were won Sy
the in-house activities, and the total anﬁuai cost of the 921 activitj.es after

competition was $557 million, a 27 percent reduction as a result of

competition.

FIGURE 1-1. THE ADVANTAGE OF.COMPETITION

8%

: e LT
L §987

AMILLION

.%ggze IN- HOUSE © CONTRACTOR: ' f.??;,.
Bis 8103 COMPETITION

COMPETITION

The Deputy Assistant Secretary of Defense (Ha‘npowe.r, .,Install’at.ions and
Logistics) tasked IMI to determine how 'these savings bad been attained. By

analyzing both centracted BOS activities ind in~house winners of CA competi~’

tions, we wers to recomrend how the factors that led to reductions in oper-

ating costs could be trabierréd' to activities that had either not yet been
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competed of were exempt from CA competition. Following dlscussiods with the
Services, the study fecnsed on tw) functions, audiovisual services and family
housing maintenance. After visiting 14 winning activities, we conclude that
wianers won by agressively altering the way they do bueines's, tailorlng their
workforce, organizat.io‘ns,l and procedures to their local needs. They become
.semitive to, .and thoroughly familiar with the costs of their operations. We
find several factors common to all winners and some that are unique to

contractor operations; all of them are described in IChapter 2, "How Winner's

‘Vi.n."

Determining what the winaers do‘ differently than their In-house peers who
have never faced competition is much less difficult than finding. ways: to

transfer - such pract'ices to those in-house activities. The most obvious

incentive for reducing operating expenses is the threat of losing the competi-

"tions, the very personal fear of losing jobe. Every activity manager we

vigsited believed. strongly that  without such motivation, business as usual

would have prevailed and the innovations that we observed would probably never

~ have occurred. At one installation at which an activity had been scheduled

- for competition, a "Most Efficient Organization" (MEO) had ‘been planne(l in

detail, but when the competiticn was cancelled and the activity exempted from

fut.ute co.peuuon, the. MEO was shelved. The threat of competition was the :

only st:i.nulus that produced savings.
How, then, can . noncompeted activities be encoucaged to try the new
ideas suggested here? We recommend a thteeq:rongeh approaeh by OSD that

involves:

- encoutag:.ng additional CA competition and establishing a clear goal of

w:.nm.ng with the in-house work force;

- dxssem.nztmg through the Efficiency Review Progrﬁn .nfomat:.'o'n from

Chapter 2 of thic report on how the winners luve organi.zed thezr work’

forces and altered their procedutes-
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- Jdisseminating the same information to installation commanders in the

Model Installations Program.

RECOMMENDATIONS

Ve recowmend thst OSD encourage additionsl CA competitions and, more
ilpOttnntlv', t.het it estnf)lizh'a clear goal of winning those competitions with
the in-hnune Awork force. We suggest that OSD set a goal for in-house wins of
75 nencenn ‘of a11 BOS con'pet:ltiens (versus the 48 percenr. winning rate in the
921 coupetitions ve sampled) and that the Services be tasked to reevaluate the
exe-pted status of those activities they have excluued from CA compeuuon.

.‘vs:l.nce competition is the most effective means of promoting the types of
ecnnonies vwe observed, it should be encouraged. With- ovee half the CA conpe-

titions to date in BOS having been lost by in-honse activities, the entire CA

program has acquired a negative reputation. The Servicee have exempted more

ectivitiel from cnnpetition than ' OSD would like, and ve observed a very
prevalent tendency on the part of act;viues that were scheduled to compete to
postpone pteparing for conpetition as if noping that the threat would puss.
As a result, activity managers often }ose valuable time they ‘need to acquire
p:odnctivi.ty-enhancing equipment and they find themselves reacting nastily to

deedlrinee rather than executing a well-planned efficiency review. If the

- Se:vj.ces wei:e encouraged to be mcre positive about the CA program, proﬁpt;‘.ng
.earlior prepnnt.ions by in-service activit.iet and prevailing upon them to win,

it is ]ikely unt. conpetition would be even more aggressive ‘and would produce '

greater co:t uvings than are now being expenenced Encouruging in-house

 wins should 2lso foster a greater exchange of lessons learned between activi-

. ties that have undergone conpetition "and those preparing for ‘i.t.. Activity

thenelves without benefit of lessons lenrned fron others vho had also faced

1-4

_ unage:u lud an almost universal complaint that they were left to ..end for
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competition with cootractors, and all said that in hindsight they would have
prepared their bid differently knowing what they know now.

Our seconc¢ recommendation is that the ideas. ﬁresented in Chapter 2 be
disseminated to activities exempted from competition through the Efficiency
Reyiew Ptogren. That DoD-wide program is intended to duplicate the efficiency
reviews that in-house activities conduct prior to CA competition for activi-
ties that are exempt from such competition. It requires preparing an in-houvse
PWS, pricing out the PWS tasks in terms of manhours, -ateriei, acd equipment,
and‘ fermulating en effective mix of staffing patterus (full- and part;t'ime
personnel) and ‘a’upport resources to eccomplish the PWS ‘efficiently.z Key
concepts éresented in Chapter 2 should be considered in preparing the .PWS,
staffing psatterns, “ and support 'resources during efficiency reviews. They

shculd, therefore,A be disseminated to responsible action offices by OSD.

Our third recommendation is that the ideas on hoﬁ winners wia be madev

svailable to installation comranders who participate- in the Mode: Installa-

tions Program, a progran that allows commanders of designated "Model Installa-

tions" to try new 1deas and .use any savings fron their new ideas to improve
facilities and service to the:.t pe'nple.3 We feel that the experiences of
vmners of contract compet:.t:.ons in BOS have proved that savings result from
uple-entation of the 1deas in Chapter 2, that snch experieuce appears to be’

apphcable to BOS activxtxes at other mstallatmns, and that OST should make

. it available to Commanders of Model Installations.

We do not recomexid that any BOS activity in any of the Military Services

be directed to use these A ideas. Past experience bas shown that little

2Offa.ce of the Ass:.stant Secretary of Defense (Hanpower, Reserve Affa:.rs

aad I.oy1st1cs), "Performance Req\urements and Eff:.cxeacy Rev:.ews == Action
Meaorandum," 21 October 1982.

3l)efpau:tllent of Defense, "1983 Anaual Report of the Deputy Assistant

-Secretary of Defense, Installat:.ons," February 14, 1984.
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improvement in efficiency results from directed changes of this type unless
the activity nnagers”ax‘id installation commanders are fully committed to the
ideas. The best way to obtain such commitment is to demonstra}:e to them that
the ideas wofk in actual practice in activities similar to theirs. Even then,
it will take exceptional iotivation and acumen for an activity manager to make
éxtre-e changes in t.he vay he 4does business without the pressure of compéti-
tion aud tke reaultagt. drive tovard self-preservation.

Ve luée made additional recommendations for the Military Services in

Chapter 3.




2. HOW WINNERS WIN

Winners win by being innovative, by familiarizing themselves thoroughly
‘with their responsibilities, andiby structuring their activities tpAmeet those
reiponsibiliﬁies as cost-effectively as possible. They change standard pro-
cedures and standard organizhtions where logic dictates that changes will
reduce costs.

Our study céncentrated primarily oﬁ ;udiovisual services and family
housing maintenance (how these activities were selected is discussed in
Appendix‘c), and we visited eight instillations to observe 11 activities in
detail. We also visited threeitotal base maintenance contracto?s early in the
study at the Navy Submarine B;se, Bangor, Washington; ngthorne Army Ammuni-
tion Plant (AAP); and Vance Air Force Base'(AFB). Although only at Hawthorne
AAP was base maintenance converted to gonttatt as a result of a commercial
activities competition under 6ﬂB Circular_A-76, contracts had been recompeted
in 1982 at the other two bases, lnd it was quite evident that the pressure of
competition héd been experienced by all thtée conttactors.  The installations
 and activities visited aro shoﬁz in. Table 2-1. | o

o We observed ;any :binges that,thes; 14 activities made to help win their
competitions and found that many aépfoachealwete common to in-house and con-
-;ragt virnérs.' Those c;u-on approachés ingluded:

- organizationsl éhanges;" |

- -consoliddtion of working aréas;,

- use of working'supervisors;

- use of uultisk;lled workers;

= use of lower-skilled worke.s;

2-1




- proviiion of eduipuent; vehicles, and communications;

- establishment of worker goals and accquntability;
= provision of computer supporc; ' |

= elimination of unnecessafy work.

TABLE 2-1. INSTALLATIONS VISITED AND ACTIVITIES COMPETED

'INSTALLATION ACTIVITY | VINNER
VISITED COMPETED IN-HOUSE | CONTRACTOR
Keesler AFB Audiovisual Services - X '
‘| Family Housing Maintenance X
Hill AFB Audiovisual Services = X
' C Family Housing Maintenance gy X
PWC Pensacola Family Housing Maiutenance X
.| Vehicle Maintenance - X
Fort Jackson Audiovisual Services X
Cherry Point MCAS .| Family Homsing Maintenance X
~ Camp Lejeune Family Housing Maintenance X
Fort Sheridan ‘ Audiovisusl Services X
Offutt AFB | Family Housing Meintenance X .
Submsrine Base, Bangor | Total Base Maintenance - | A X
Hawthorne AAP | Total Base Maintenance ' A X
Vance AIB . .' Total Base Maintenance | = X

We also found smul approaches commonly used by contractors but not by in-
houu winners. The following sections discun each of the apptoaches common |
to the winners and those common to contract win.ners only
ORGANIZA‘I‘IONAL CHANGES

As a result of competition, 'atgahizatioﬁal changes have been made at many .
~ of tlie activities wisited. It is apparent that competition forces managers to
exsmine their organizational ntruf:ltiure _ri'gorouslj to determine areas in which

changes might permit reductions in the nuqbéi of employees, especially costly .

2
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- supervisors, or in which a modified organizatiohal structure might allow the
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_activity to tailor its form to fit local needs better. The most innovative

reorganization we saw was at 'Vance Air Force Base where the contractor has

Ry 3
. »

~ made substantial changes to "fine tuns" the operation; organizational changes
Ya : .

3 .o

o4 ;

.j,'q were also noted during visits to several other installationms.

" At Vance Air Force Base; the winning contractor, Northrop Worldwide

. o n_»
L

.

Aircraft Services, Inc., has very boldly reorganized its support activities to

.
»

EOOE MR WL R 0

take 'advantage' of characteristics peculiar to that base. It frequently

o

orgahizes around facilities it occupies ur around key employées so that it can

IR

use these assets to their ‘best advantage. By combining three separate

A‘ .
AL A )

functions -~ supply, transportation, and procurement -- as branches of a

X - L

PR
St Selale

deﬁart-enti it calls STP, Northrop experienced very favorable ' esults. Because

they are located in the same building, the procurement and supply branches

¢ 0N

hav'e been able to streanline the materiels-receivaing process, allowing item

dilcrepancie: to be detected very early. The Procurement Office has its own

oot
oIt
AR

) ' teuiml for the supply computer and 'outinely quer:.es the system for the

Jtat.tu_ of orders without inconveniencing a supply speculisf.. The proximity

-‘. -
. .
1)

_(bot'h physically and organizationally) of ‘supply and tramsportation greatly

LW
ta-ase

)

ipeéds the repair of supply's materiels-handling egquipuent (it is sometimes

e e ey
-8 -. - ..l

even repairéd in the warehouse) and allows transportation's vehicle mainte-

1

nance superviaor to obtain ﬁarts more quickly. Since they all wc;rk in the

=%
-« 5"

Iy

,ule departaent, the various components of STP have lesl need for mterfacers

Ty
aloalse’:

to co-unicnte t.he needa of one otganizat\nn to anot.her. Additional or col- 3

lateral duty positions such as vehicle control officer and supply account

bl
* o
“ &

Ty
o

PACALY
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managers, common in Air Force support activities and <vaquiring training of

. people from outside those fields, are centtalized wit!u.n STP voder the branch
most fuiliar with the requirenents of the job.
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Since STP has warehouse space and sfock control skills, Northrop's

_nnnge-eAt decided to include forms and publications distribution under its

Supply Branch. ' By doing so, it has vastly reduced the handling of these items

and removed from Base Administration a very cumbersome resi)onsibility. Other

STP orgsnizational changes include the placement of the Packing and Crating

Section under the 3upply Branch (rather than under the Transportation Branch),
since supply is its most identifiable user. The tramsportation officer and

vehicle maintenance superintendant's responsibilities wers combined into one

‘organizational block around a capabié manager .o maximize the use of his

skills. A forvard supply warehouse has been 6pened on the flightline, taking

.advantage of an available facility.

Northrop has also made other organizational changes at Vance Air Forc__e
Base. In the Civil Engineering Division, several staff functions, such as
admizuistration, training, financial umgeneht., and real estate nahageneﬁt,
have been -_nde s part of f.he Industrial Engineering Branch. . Instead of four
or five work force superintendants, the Operations Branch has noné, grouping

all of its shops under two foremen and deligﬁ;ting "working leadﬁen" for most -

- shops. Even at the shop level, Northrop has conbmed similar '-'fu'nct.ions; for

example, the structures leadman oversees both the structures and meia'lusho'ps.
Vance Air Force' Bagse haz no Deputy Basa’ Cilv:ll En'ginee:;,,,,a brm'ch chief 'is ﬁ '
designated u the Division Chief's substitute in his absence.

'rhis streamlined’ organization has eliui;nitet'l many 'snpervisors, ~ but
Northrop maintains that' it hes not burt its capabilities and has ;\r‘gstly
stresalined its work flow and response times. | _ o

We sav organizational clunge; in the family hous‘ing maintenahce and
sudiovisual services activities we visited also. At the Public Works
Center (PWC), Pensacola, Chertf Point Marine 'Corpa Air sr‘ation"(ucAs); and

2~4
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Camp Lejeune, family housing maintensnce responsibilities had been ‘shared by

the bue maintenance shops before CA competitions. Although some employees
vorked practically full-time on hounng ma:.ntenance, they were assigned to

shops ¢hat maintained more t.han just housing. The need to compete family

| housing maintenance as a package effectively forced managers to create a sepa-

rate organizational block in which to group such workers. When combined with
th= use'of multiskilled workers and lower grade levels, the separate shop pro-

duced less organizational friction than we saw at one location that had not

. reorginized. Offutt Air Force Base has a Family Housing Maintenance Shop, but

it is very small and is dedicated primarily to renovating units betweeh occn-

pants; the other Civil Engineecing sheps do most of the :cpgir work. Because

housing maintenance respon"sibilitiet are so fragmented, it is entirely pos-

sible for two ceparate crews to be sent to the same housing unit at the same
time on similar jobs. Furthermore, some of the workers in the Family Housing
Maintenance Shop are discontent with doing work similar to that done by

higher-graded specialists from Civil Engineering's other shngs.

While organizatioml changes in family, housing :anagement generally‘ con= -

listed of the establishment of .a separate Housing Shop, in cudiovisual

servicec we nw a variety of otganizational changes. At Fort Jackson, the

- Training Devices and Graphics Sections have been combined mto a single
section, allowing the eliminaticn of one Gs-ll snpervisor 8 pos:.t:.on._ Keesler' :

Air Force Base has decentralized its work ptocessing :esyonsxbxlities, allow~

'ing sections (and even individuals) to do their own scheduling and elm:matmg

& block on t.heu ocganzzational 'chart.., Hill Air Force Base 'is now in the

process of combining its film library and administrative sections.

The key to these organizational ‘chu'xgefs is chat competition forces

umgctl to be more fiexiblc and to tailor their orgsnizations to local needs, .

. 2=5




»iocel facilities, and even local personnel. Gone is the tendency to follow a

coamen o:gmizationel chart simply because it ccnforms to a standard when an

- activity's very survival depends on its operationa) efficiency.
|CONSOLIDATED WORK LOCATIONS |

Hiiiury installations frequently have <wo or more housing maintenance
ehop locations becanze housing is often dispersed over large areas. One shop
generally serves as the cent‘.ral site, while the others are more lm:.ted in
scope and are considered satellite shops. s.‘celliteu are stocked with their
own parts and supplies, their own sets of shop tcols and 2quipment, and their
own staff, usually including a supervisor. Since shops cf that kind . are
separate operating units requiring the sene types of support as the central
ehop, savings can be realized in seversl different ways through consolidation.

Pizat, utellit.et are generally staffed all year for their evetage pealr work

: Ioed. Herging the satellite work force with the main shop gives mmge:-s a

bmder pool of workers to eaeign to tasks end can enable the shop to operate
vith fewer _t.oul' authorized spaces. Second, a merger can free the satellite

foremen of supervisory responsibilities, allow them to return to workman

status, and eli-imte snpervi:ory ponitiona 'wi.th savings for the organization.

‘l'hird,_ since luppl:l.e: no longet need to be stocked in multiple locations,
nvingl can be realized from lower total :tocknge levels.

After analyzing the cost of opeuting nr.ellit.e shops, several of t.he
installations we vilit.ed decided during competition that the added convenience
of multiple ]‘.ocat.ione was not eo:t-jiut.iﬁ,able, particularly .i'f.' one or more

eubervhory positions coﬁld be eliminated through ~consolidation Both the

' contractor at Hill Air !’orce Base and the in-house opeution at . Camp I.ejeune

have achieved efﬁciencies by clooi.ng ntenite -shops. Before competition,

Camp Lejerue ope_nted a centrelv trade shop and seveu_l'energency service shops
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dispersed around the igstallation. They closed several satellite shops but,

because of the unusually large size of the base, could not justify closing
all. At Hill AFB, two shops had served housing aresas on opposite ends of the
base. Deszpite tke 3-mile distance ﬁetweeh areas, the contractor closed one of
the shops and ha,s’ been ‘ope:ating with a single shop for t.h; past 5 years.

' Sqtel}ite shoin are usually established because of widely scattered
housing arzas, so a consolidated locat;ion cannot be consid?red unless workers
have radio (or beeper) contact with supervisors and hav.e_ lndeqqate transporta-
tion to move from one job site to another. Thir co-lunicatiqﬁ ‘enables the

supervisor to assign tasks to the vo:k force on a real-time basis regardless

of the distance from the shop, ‘and it facilitates the coordination and delega-.

tion of tasks. Each worker at the family ‘houling maintenance shops at Hill

AFB and Camp Lejeune has a radio and a dedicated vehicle.

The location of audiovisual shops has also. been tl:ouolidated by some
ludic'mlmali winners. Before CA competiticn at Keesler Air Force Base, for
example, five or si.x seperate gxaplnc: shops were located throughout the base.
Each was near a custoner organization, ser"ed that organization's needs, and

-as with the satellite shops in family hou:ing maintenance, required its own

people and equipment, with little int.erchange betveen shops. Since the work-

load fpr each shop was extremely variaﬁle, one office night be o'vet'loa'ded
vhile ‘an'ot.he: was in a slack period. Since CA competition at Keesler AFB, all
graphics work hn been merged to a single locnt.:.on ‘and the numbet of employees
has been reduced from 45 to 23. The level of service' .to customers remains
high. _ . ‘ .

* Consolidation has been’ an effective means for reducing operating costs at

sany installations but :hould be used only if the level of custome~ service
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can be substantially maintained. Otherwise, the change would be couaterpro-
ductive and should not be considered. | v

WORKING SUPERVISORS

Hand in hand with organizational changes, we found the use of working
~ supecvisors to be ﬁrevalent ameng winners. Again, ‘the most visible exaﬁples
vete in base maintenance at Vance Air Force Base where Northrop has eliminated
M foremen in the Civil Eagineering bi';ision and substituted "'wori:ing

leidmen" whom they condider technical supervigsors. Leadmen do not concern

themselves wit.h performance ratings, employee counseling, de the like, all of
which are the re'sponsibility of a supervisor higher in the organizational

st iwcture. Northrop claims that auch of the time othe.rborganizations spgnd
supervising is not entirely necessary “and ~that a vgood sixpervi.sor ‘has the
potential for a' Ifa‘r grester span of control than lunﬁrd iilit;ry organiza;
tional doctrine acknowledges. It ic unnecessary, in Nortl'n'op's view, to have
the momter of suparvisors normally found ‘witlitin a typical Air Force civil
engineering ‘organization. . The _vdrkiné leadmen .c!urge much of their time to
direct lcbor snd seem quite satisfied that, their y;zars of experience in a
craft have not resulted in a supervisory desk job, a fat; they consider less
than palauble.

| There are many other exa-ples of wrking lnpetvisors at Vance Air Force

Bue, ‘such as the vehicle operations leadman who ‘does. a considqrable amount of

driviag himself . The ot.hei base uintemnée contractors visited also depend

on working superviaors, having formally desigmted joba as leadmen, vorking ,

luden, er :he like.
In family housing uintenance md audiovisnal servicea, aupervisors were
also apected to perform .direct wotk ~ but the desigmtion of working

lupervhors was .sonewlut less formal. Instead of reclassifying posi_t.ions‘ as
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ﬁorking leaders, the in-hnuse winners often eliminated supervisory positions
in preparation for competition, and the work that they used to provide has
lilplyAshifted' elsewhere'lwi'thin the organization. Usually the tormal super-
vinory responsibilities (enployee ‘selection, evalu'ation, counseling, etc.)
have moved higher in the orgnnization., whiie the technical supervision
(quality control, work sch'eduling,. etc.) ’}llas,-‘ moved down. Thesa changes hnve
effect:i.velyv increased. the' span of control of designated stpervisors and hnve,
wvhere properly com‘.nucated to workers, made the work force more cognizant of

the fact that it s:ust. police itself. Workers are more responnble than they

once were to assur_e that the quality of their work meets standards. |

MULTISKILLED WORKERS

Both contractnrs and in-house winners rely on multiskilled workers to
help them snt.isfy periodic changes in work load. They also find that this

spproach increases the productivity of workers whose jobs have extensive

amounts of slack time. Many of the illusttntive. examples came from the total

bas2 nintenance contractots visited early in the study.

‘At the Navy Subnaune Bese, ABangor, for exanple, the contractor, Pan

A-etican World Semces, Inc., operates 29 buses and yet has only 15 full-tune

driyers. When more r.han 15 buses are needed grounds namtenance ‘workers

(each of whom has been trained 'and licensed to opetate buses) are temporanly
uligned e; drivers. Pan American enthusua i.cally endorses the concept of

mlt:lskilled vorkers and enphnnzes cross-training of . enployees as 1ts highest

priorit_.y .during slack periods.. A mlti,sk:.lled roving. patrol is used to oper-

ate boilasrs and eir—ccndicioning systems, eliminating the need fnr separate

_ patrols from each trade. The coapany'-'s ‘nonunion work force allows Pan
'A-erican a grent deal more latit.ude in designating multiskilled poa:l.tions than

- othe: toul base uintenance contractors viuted. ,

. ‘:2-9‘ .
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At Vance AFB, Northror has combined its pavements and heavy equipment

oprrations gecticus into a single shop, cross-training employees in both

fields. Since pavements workers are licensed to operate all types of heavy

equipnent,‘ much of tke time that was once lost waiting for ‘an equipment

operator is now spent productively. A single electrical shop maintains ‘both

‘ interior and exterior ealectrical systems as well as auxiliary power genera-

tors. . Two geneteleputpooe uiotemnce mechanics are dedicated to family
housing maintenance and repair, and they perfo.m hsandyman work ranging from
simple ’catpentry and painting through electrical and nechanicel work.
Northrop frequesntly uses multiskilled posit:ione to keep workers productive
during slack periods. For example, the night clerk at the base billeting desk

, performs necessary accounting and audiiing work, the maid service supervisor

assists the billeting clerk during the day, Civil Engineering Division work
force cocntrollers double as service call clerks, and the night controller
keepo busy by updating labor sccounting records. Multiple skills also prevent
lotth:op'l otgnnizotioo from becoming too dependent on a single individual.
Twvo employees staff the Family Hoooing Management Office, and both of them
double as assignment clerks and inlpectoto for Vance Air Force Base's
220 honling units. Procu:aent buyers handle an order from start to finish

remaining proficient in a11 aspects of purclnoing rather than nerely in one

small facet. The ‘company claims that this diversif.y of skills allows it to
continne operating much more s-oothly whenever key workers are absent.
lo:thtop 3 use of mltiskilled wo:.kera is not as widespread as it vas

before -the company's e-ployees organized in 1976. Since then, it has experi-
enced union_'teqisunce,. for example, to its policy of covering eil nighttime

emergencies in Civil kngine'e:ing' (no utter vhat trade is called fot) with a
ot.andby electrician or refrigeration neclnnic’ it io, however, continuing the

- pnctice.
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In the. ahdiovisual and .famiiy hohsing maintenance fields, commercial
activities competition winners also use multiskilled workers. Genefal-purpose
maintenance mechanics, similar to those at Vaece AFB, were used e:'tten'sively by
all six of the coutractors and in-house Ifamily bousing maintenance winners
visited. When coupled with other p.r.'oduet'ivity-enhancing ideas, such as
dedicated and stocked vehicles and radio communications, the use of multi-
skilled workers allows mintenance 'managers to complete more service calls
wvhile sending fewer workers to houses and completing np'te tasks per trip .hen
would otherwise be possible. Hultiskilled ﬁquers allow redﬁctions in the
number of mperv'isors since organizetional grouping by trades is eo longer:

necessary. Before competition, the 23-person Fanily Housing Maintenance Shop

at Keesler Air Force Base had five eupervisors to oversce individual trades. .

The contractor now has 19 employees but only one supervisor. Keesler's Man-

power Office viewl the failure of the 'in-houee competitor to consider multi-~

. skilled workers as the main reason for the 1loss of‘ the competition to a

contractor. = In-house winuners .plaeed greater dependence on pultiskilied
vorkers after their CA competitions.

In the audiovisual field,. the use of’ mltis:kil'led:_ Vb_:kets is somewhat:
less prevalent although still notablj expaeded as a result of competiticn.
Photographers frequeqt}.yiéq;bqth developing and pz‘inting', but that approach is
not uncommon in activities that have not experieneed co-petition; What we did

find un:l.que is that at Fort Sheridan photographets are tasked to do computer

graphics when work loads dictate, and they have adapted well to this new

endeavor. Managers of the graphics section at Keeslet AFB have engaged in a
tre.endous push away from special:.zation and told us that multxsk:.lled illus-
trators can not only be moved from specialty te epecialty when work loads

change, but that by rotating an- employee between specialties, managers can
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more easily see wvhere euyloyees excel. The employees deveiop a broad sltill-
base and are more interested in renainidg .wr'.t.h the organization si'nce thev'are'
better qnalifxed for job progression than they would be if they specxahzed |

.Multiskilled workers allow managenent the fiexibility it needs to keep an-

austere work force at peak productxv:.ty.

LOWER SKILL LEVEL

Yeny instailatiom visited wexe able to reduce their operating 'costs by
lowering the average skill level of their work force without Towenng the
level of service provided to the customer. In most instances, tlus act1on was '’

taken after in-house management engineers had conducted a thorough analys:.s of

the work perforled and determined that some positions were graded at a higher '

"level than required.

i Before competition at PWC Pensacola, for exa-ple, all mechanics in the
light vehicle transportation shop. were graded as WGIO:. An eiulysis of their
work load revealed that WG10-level experience was needed onlyt for major over-
haul jobs; replacement of parts and tire repairs could eaeily be hgrdled by
WG6s and WGSs. Consequently, all but two'pcsitions were downgraded. .

- 8imilarly, tradesman poeitions in fani]fy housing maintenance at Pensacola
were typicelly clusified at the WGS level. In prepar:.ng for conpet:.t:.on, the
PWC determined that 85 percent of the work could be performed by a WG7 or

lover.v' Consequently, all posiuons except one air. condxtioung maintenance

poeition vere downgraded. At Cherry Point HCAS and Camp I.e;eune, the sk111

lml of many ifanily'hous.ing ueintenance poaitiona vas lowered ~ < journeyman

to nihterence mechanic or helper, and at Keeeler Azr Force B'as’e,‘ se've'raAl

.. ‘positions in the photo lab were lovered from the Gs-f to the_ GS=5 level.

The use of lower skill levels not only creates cost sevings‘ for the
or;anizetion but also provides e-ployees with _career progression incentive
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within the organization. For example, when :ll mechanics in the transporta-~
tion shop 2t Prnsacola were graded as WGl0), there‘l was little competition for
career growth and. advancement. With the new WGS ahd WGé positions,‘ indi-
viduals can start as helpers and, as they demonstrate that their skills
increase, can advance to the level of skilled mechanic. This pmvid?s a new
employes with the opportunity to start .at a semiskilled level and progress
wvithin a specialty without bavirg to leave the organization. These lower
positions are ‘not trainee positions, but they do give' lower-skill workers
chances to learn their trades and to advaice their careeﬁ witbin a single
orgnnizatiop.

: I.n the past, the BOS work force has been structured and grade;i so as to
havé the most qualified worker available for the job. This approach is beﬁg
recognized as a luxury that an a.ctivity'.;iuply cannot afféﬁ m the face of

competition. The newer practice of assigning a job to a qualified vorker. in

the lowest possible grade is more aligned with the spirit fostered by CA cost
competitiveness. | ’

EQUIPMENT, VEHICLES, COMMUNICATIONS

’

Commercial activities competition winners are acutely aware of the value

_of a vorker. I.abor costs are the nradominant part of 'either Y contract.or or '

an m-house winner's total operat:.ng budget, and nmgers devote a s1gn1f1cant

portion of t.he:.r efforts to naking sure that they get the -ost out of avery

worker. They consider their workers as maior mvestaent.s, and do mot hesxtar e’

- to nke further, smaller mvestnents that. will amortiz. the-selves in improv=d

vorker productivity. Ve found ‘that co-peut.xon forces nmgers to ses:ch more

actively ' for such invegments and creates a heightened sense of urgency to

aéquire p_roductivif.y-eﬁhancing assets quickly. Particularly ndtewoftﬁy is the
fact that in-house winners appear to be even rore aggressive in the acquisi-
tion of such assets ‘than contractors. |
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At Camp Lejeune, the family housiné maintenance operation has been vastly
streamlined by communications and vehicle acquisitions. Whea a trouble call
is received in the Family Housing Office, a job ticket is writte_n at the
trouble desk and is simultaneously transmitted to an automated ticket-wfiter
in the Maintenance Shop. There, it is received by a dispatcher and, if it is .
for high-priority work, it can be immediately radioed to a mechanic. Since

2ach mechanic hs a truck stocked with pqn';s and tools, the mechanic may

‘proceed directly to the job site and complete the';work without having to re- '

turn to the :hoi;.

Radios, autoﬁted ticket-writers, and a vehicle for every worker would
sound very appealing to most in-house family housing maintenance operatioms,
but they would hardly li_ope to obtain them. It is interesting to note, how-
e§er, that not only Camp Lejeune b.ut. also PWC Pensacola 2ud Cherry. Point MCAS
bad a vehicle for cvery housing maintenance worker, as did contractors at

aeesler and Hill Air Force Bases. In fact, only the in-house CA winner at

- Offutt Air Force Bage did not have .a vehicle for every craftsman. At non-

co-péted activities, in contrast, the t.ypi.‘cal alloclation of veﬁiclek is one
for every  two té’ fou§ vorkers (dependingl on Service and C§ ﬁd)' for in-house
activities. It}vis clear that local management ha(leteco ized early in 'its-
prepiutions for CA co.pet".ition that housing mintemn e workers without

tumpomtion are not only nonproduct.ive but. also tequx e other workers to.

‘ uxi then from job to job To make matters worse, without their own velucles,'

the workers can often find themselves vi.t.hout the necessary parf. or tool to

- complete the job and have to call for f.unsportat.ion back| to the shop to get

the nceded part. A single job could easily tie up twc workers for four one-
vay t.tipl!. Both Camp Lejeune and Cherry Point MCAS feel. that veh:.cles and

udiol are the keyl to - nxinizing productivity, redncing t.he size of their
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work forces, and vinnihg their gompetitions. ‘Both installations requested
extra vehicles, and neither was able to obtain them. To win the competition,
each was f‘otced to reallocate vehicles from other activities on the
installation tol family bhousing maintenance. |

Aside ;ro- vehicles and radios, we did not find an abundagée of
productivity-enhancing equipment purchased for family housing maintenance
wvorkers because of CA conpet_it.ion. Each zanager told us about heavy use of '
pover tocls, and we. qbsetved that two had purchased airless paint-spraying
equipment. However, it is not qlear that competition provided the impetus for
those purchases. -i"ha; is 'interesting "is that family housing ﬁaint.enance
msnagers appear to shun the fast-payback, capiul-equipneht funds the Services
have eiublished' for the very .pin-pose- of providing productivity-enhancing
equipment (e.g., the Air Fort‘:e's FASCAP program), considering them foo diffi-
cult | to use because’ of the amount of justification that 4mt be provided.

in audiovisual dervicet_, ve saw much more attention paid to i-provix‘lg

employee prbductivity with equipment. The in-house activity at Hill Air Fo.ce

~Base has purchased a color print processor tlw; reduces the time to prodice a

'dry print from 5 minutes to 48 seconds. The proées;or takes"les's than

2 minutes to clean (the older ver_ii.on took well over.l ho&) and has premixed,

ready-to-use cheaical kits. Hill AFB has also puréhned an'nlt'taaonic rack

"~ and tgiy g:ieaner to redixce time spent in “hat effort and has -odj.fied its

Kodak 88 Color Printer to handle black-and-white prints at a much f_utet‘ Agnte
than vqi previously possible. A licrdproce::ot-control:led enlarger head
autonticalli 'a“el.e'cu correct filters for exposure, eliminating much trial-
and-error printing of enlargements. At Fort Sheridan, an automatic slide
collator that qu:lcklf sepnratia multiple . copies of slides (a task that
previously had been done by lm';cﬁ and a color slﬁQe processor reduce the cost

2-15-




X}
4
o
b

- themselves hard to do a good job.

of producing a slide from 35¢ to approximately 11¢ and, more importantly, free
vorkers for other tasks. Audiovisual managers do not seem to be using fast
payback investment funds either, and have sometimes resorted to leasing equip-
lent rather t.han purchasing it when they feel they may obtain it more quickly.

Huuzen of in-house activities that have won CA competitions seem much

more keenly aware tlun their counterparts who have not co-peted that vehicles,

_equip.ent, and communications systems are worth fighting hard. for, and they

seem to put a great effort into being avare of what is available and obtaining

"assets they feel they can justify.

WORKER GOALS m ACCOUNTABILITY

Although eqnip-ent, vehiclel, and communications are designed to make
individual vorkers more productive, the most impurtant challenge to base
support managers, vhether contnct.or or in-house, is to obtain a positive

internsl commitment from tke wurkers to do tbeir work quickly and vell. All

too often, workers in support activities are indifferént to the base's mission

. and, because they have no clear-cut goals, they feel no real need to push

4

_As .expected, contractors were generally found to ‘have an edge over in-

vhélue activities in providing a goal for their workers. Cont':actor's profit

incentives and customer/client i'eiitionship: make it easier for them to convey

teo employees what is expected_ of thea. Both Pan American and Northrop

ltrongly" litxen' to their employees that the nti‘sfaction'of' their Navy' and

Alx rorcc cnato.ers is paramount, and the tesult is quite visible in the way

the employees treat their customers. It is clear that the negative aspects of

vork:lng f.or 'y contnctor, particnhrly the telative insecurity of euploynent

by a co-pnny that. could hv off an employee alnoat. inutantly, keeps workers

on thcir_ toes; hovent, -something more has been done to activate thoa ip;o s
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positive, synergistic work force. Day & Zinm?rmann/Basil'(DZB) Corporation's
site manager at Hawthorne Army Ammunition Plant told us that DZB's employees
are keénly aggre‘that the company's very survival rests in‘their hands, and
. this thought provides motivation to produce at:the highest level p§ssib1e.

For in-house winners, activaiihé ﬁorkera is considerably-nore difficult.
Employees usually perceive the whole CA process ai an attéupt by the govern-
ment to take advantage of them, and the reductions in force, grade reductions,
and incr;'ea;ed per capita work load that follow an in-ixbusé win can‘hardiy be
expected to inc;re_ase morale and commitment. The only positive aspect from
their perspective is the thought that they have faced direct cdmpetition with
a lkillgd contractot'and won. The mo~e skillfnl nanagers wlth whom we spoke
had used this emotional issue to the li-it. The ttansportation nanager at PWC
Pensacola has even framed the formal summary of bids fo: his light vehicle
maintenance activity and displayed it promineatly so that all could ses how
they beat the contractors. ' ' V:

Unfortunately, the thrill of having won a co-petit.:.on is short-h.ved and
elployees are soon disenchanted when they find themselves working harder than
' ever for the same or sometimes lowet pay.' The bette: unagers of in-house
activitiel have vorked hard to create goals for workers to meet or exceed so
'that they -ight have a ieans of ;auging thzir contribution to the overall work
cffort. ‘The most iqreuive example that we saw vas in family housing uin—
tenance at Cup Lejeune. | o ‘

‘!'nily housing uintemcér.i.: not an easy area in which to estal;lisﬁ-

vorkct' doals; the most commonly used method for‘ .euutirig 'adeqnacy of work

~done is the number of customer complaints received. At Camp Lejeune, the PWS

for family housing maintenance was vritten as. an indefinite quantity contract,
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and both Government and contractor bids had to be based on a cost-per-uait-of-
work basis in' several work categories. To prepare the Government's bid, the
Hlintemgce Division performed a detailed audit of all work donec over a speci-
fied period and used both Engineered Performance Standards and locally

developed standards to set unit prices. In order to ensure that costs were

. kept - within contract tolerances, it was necessary to set up a new

cost-accounting sfsten, vhich was done soon after the Government wbn the bid.
The family Bousing worker goals came into being almost by accident.
Management attempted to' explain the new cost-accounting system to workers,

telling t.ha- that work would be catggotized' in conformity with the contract

and that both time charged and units of work completed would be collected for |

- each job. For the worketl', the iery coqplexity of the system seemed to raise

more questions than it ‘provided answers. Management tried to simplify its

explanation and ultimately produced a Qné-page au-afy of unit standards (m

minutes) for each category of work in the contract (Figure 2-1). Thé workers
were each given a copy of the standards and told that they were eipected. to
complete any job they were assigned within the stahdatd time. They were also

told tlnt the cost-accounting systess could accumulate results by employee so

~ that an elployee 8. performance could be. colpu'ed with the standards. The

resuli has been ovewhehing. ‘rhe worken have adopted the standards as goals
to ucee'd\," ~and they have done so at a ﬁerj~ impressive rate. ‘l'hey' seem to

velco-e the exis.-.nce of a gosl to work tmurd, and both morale and ptodnc-

. tivity 1n the fuily housing uintemce shop are quif.e high.

The est;blhh.ent of wocker goah, be they standards, proﬁt targets,

~ cost limits, or lévels of customer eitisfaction, was prevalent within activi-
ties that had won contract competitions. It appears that organizations that

have concentrated heavily on such goals and that have held workers accountable -
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to them are more productxve and secure a h1gher level of employee morale and

loyalty than those that have not.

FiGURE 2-1 . - FAMILY HOUSING MAINTENANCE CONTRACT ENTITLEHENI’S
-1 FEBRUARY 1982 -

CONTRACT AvG. CONTRACT ' AVG.
LINE %O beacRLIrTION wITs me LINE NO DESCRIFTION WNITS e
. ALLOV-MIN. : ALLOV-MIN

[}} Ext. Vells | 1 7 .2 Bird/Animal/Pest Tmov c 75
02 Iat. v-uu.cuuu. o 4 [ ] 29 Teasnt Net Nome (1N1) [ s
03 Wall [ 1 4 14 20 Rafzigerators/Ranges c 54
04 Conc. Floors or Swbfloer L34 2 “31 | Other c 54
[ -] Fia. Bardwoed Flooriag | A 13 k] Elsc. System [ 43
06 Carpet - lastall T 5 3 Plumb. Syst. Repair * c* 36
(1 Carpet -~ Clasa 2 4 2 k) Plumb, Pixt. Repl | 4 163
[ ] Lh/c.r['ilyl Tile 7 A ) s Nesting System, Reypr. c 28
[ ] r 2 % AJC Syst. Repr [ 42
10 Iat. Door & Frame c 57 7 Beat Pump Repr [ 4 kx)
1l Vindow Screea c' 38 » AC/Beat Pump Comp. Install 4 1
12 Scresn/Storm Door € 3 » A/C Checkout (4 70
13 2xt. Door & Prame [ 73 & Heating Syst. MM ) 13 76
14 Window and Frame c 33 41 Best Pump Checkout [ 4 42
13 Reglase Window/Deer ;4 a2 A2 Filtass ) 11
16 Rescresa | A 3 &3 Weviag 4 43
17 Roofiag |+ 4 4 o Clesa—up A 4
18 Gutter/Dowaspout/Clean RE [ ” A3 Lesves/Pine Straw A 36
19 Porches, Garages, Ete [ 12 46 Tres/Shrub Trim c 62
20 Cabinet Repair [ 16 [Y) Drainsge [ 4 n
21 Cabinet Replace u. 266 [ ] Exesion Coatrol sr 2
2 Lock Set B 5k A9 Custodial Service 4 1188
23 Kaye | § 4 30 CO0R-Rehab . ) 4 177
24 Howse Accessories . [ . n N Repl. Above Crd. Fuel Tank | 4 153
3 Supporting Accessories [} ] 52 Repl. Under Grd. Tusl Tank 4 603
26 Blinds/Rods/Shades Rept.  § k) ] 33 Lawes 216
27 Blinde/Rods/Shades Repl. | § M 54 Dewva Time

LEGEND OF UWITS: C - Service csll; 87 - m!uc;ﬂ-h-nym;u Linsar Yest; 'V - Unitsi E ~ Rach;
A = Aere; CY - Cabic Yard; DU - Dwelliag Uait.

'COMPUTER_SUPPORT

With the sharp reduction in manpower expérienced by many in-house winners

.andr t.he advent .of powerful, affordable -iérqcon'puters,. we éxpected to find

- nny‘ bases unihg computers to perform "'routine repetitive tasks: Unfortu-

ut.ely, only a few of the bases are able to auenble the. exp-:f.ue, available -
unpower, and budget to do so.
At Fort Sheridan, computers are being used as ptoductivity-enhancent

tools to generate products t.lut. were once produced by hand (anq which could be

agn;.n;w,it “‘necessary). _'.Wel observed t.wo'idisti'nct. uses of computers at.A

Fort Sheridan. First, a }'rankiin‘ cdnﬁutét' is used for “im:ge.,ptocessing" in
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the graphics shop. Image precessing‘utiiizes computet"graph.ics software to
lay out and compose charts, graphs, or other visual products on a screen'
before they are ﬁroduced in hard copy. This procedure allows the graphic
artist to visualize, test, and revise the product on the computer rather thaq
having to produce successive hand-drawn products. The second observed use of
- computers is for administrative functiovn,s. such as labor accounting, customer
billing, and s?xpply iﬁventories. Since Forﬁ She.ridan provides many of its
~services on a reimbursable basis, cost data ,ﬁ:t .be collected, storeﬁ, and
» processed for accounting and billing purposes. - The personal computer is ideai
for that use. By using an off-t.he-syelf data base package:to create a simple
coat-»accomiting system and by having all enployeés log and submit their
billable t.i.?e each veek, tﬁe office can in minutes pfoduce-customer bills that
onée took hours. The machines 'used- fqr these tacks, an IBM Personal Computer
and an Osborne, are owned‘by individuals in the ‘audiovisnal shop who have a
personal interest in computers and who recognized the poiential for labor
savings through automation. One | reason that Fort Sheridan has been able to
automate so effectiveiy is t.ha"t. these individuals have been williz-xg to use
their own nchines and to spend their ‘own time leamng to apply the.
co-puter s capabilities to the tequitenents of the office.

PWC Pensacola also gcqqired a petnonal couputer, a Tandy.'fRSBO; which_',it.
is using in the ‘l"ranapt;ttation Shop "foz' a number of tasks. Preventive mainte-
nance illxistories and schedules for all vehicles Qtored in its files are used |
for projecting maintenance: ﬁork 'lc:ndsvand fbr reminding customers to b;:ing in
their vehicles for maintenance. All maintenance performed on a vehxcle is
recorded and stored so that the vehicle history is avnlable for identifying
recurring ptoblens and tracking life-cycle costs. The computer is also used

by the vehicle displtchei:.- As at Fort Sheridan, a critical facter in usiﬁg -
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the coamputer effectively"is the availability of staff members who know how to
use the system and how to apply it to the task at hend. Pensacola'hired a
college student on a part'-t.ime temporary basis to write the initial progra-s
but has not been able to :include computer skills in the descriptions of any
current staff position. This lack of expertise has prevented any additional
software developnenf. and has hampered the office in fully utilizing ‘this
resource. o

It appears that many BOS tasks lend themselves to automation.
Unfortunately, an installation has miny hurdles to overcome before establis.h-
ing itself as a computer user. First and foremost is the significant predis-
position by Services towards centfalized systems management, which discourages
the acquisition of hardware and the development or. application of software by
a base-level activity. Locally tailored systm,b such as those observed at
Fort Sheridan and ‘PWC Pensacola, are zenerally discouraged. The secor.d‘ hprdle
is that poiitiona must be realigned and individnal# trained before an activity
can become computer-capable. Finiacing of hardware also needs to be
addtessedé PWC Pensacola, an industrially-funded activity, had lesé of 'a
problem acquinng hardware 1an _does Fort Shen'.dan‘,' v'rhlere most of the
co.pute:s being used are owne .by employees. Given the many obstaclns to
beco-:lng automated, it is und rstandable that the use of m.crocomputers is

still unco-on in audxovisual and fanily housing nint.eunce offices.

ELIMINATE UNNECESSARY WORK | |
As a result of CA competition, BOS managers are taking a hard look at the
work performed by their staffs and are eliminating or nodifying tasks they

consider unnecessary. This chdnge has not been easy. Over the years, support

organizations have been justif:l.abiy proud of the very high levels of service

thcy gave their customers, Service above aﬁd beyond standards was willingly

provided and had come to be routinely expected.‘." -
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With CA competition and the consequent reduction in ma..power, managers .
feel compelled to find ways to maintain ';n acceptable level of service with
reduced resources. They seem to recognize that it would not make sense to
write a contract that provided .hig'her-tha-h-sﬁandatd levels of servicé since
its cost would be prﬁhibitive. This recognition has created a new ervironment.
that does not allow many of the o‘ldv practices to . continue. l In-house
activities that win cou;ietitionﬁ must now operate as in-house contractors,
with a fixed budget and a detailed PWS, 'and tasks routinely 'perfomed before
competition can be continued only if thei are included in the PWS. From these
changes, a new relationship with 'the' ‘customer is develoi)ing;

| At PWC Pensacoia, the Transportaticin Shop compares the Navy's vehicle
maintenance intervals with .those:‘Of the mannfacturers, and in cases in which
the Navy interval schedules are hbre sttingent, t.he manufacturers’ intervals
are followed. The ti‘anspottétiqn‘ manager reasons that the additional mainte-
nance required by Service tegula;ions is unnecessai“y and was successful in
receiving a waiver from:NAVFAC P-300 to convert to_’manufactuters‘ intervals.

The contractor at Hawthorne AAP avoids what it calls "tinkeritis," which
is the teadency ‘t..o crfgat.é new p’roblﬁis by tink:ring'wiﬁh a sound vehiclé. It..
avoids disassembling inekpensiQe parts for routine maintenance when a policy
of ":eph_ce it when it fails" is nti_ré cost-effective for -t.he Army. . |

‘At many military installations, multicolor overhead trinspgrencies are a

‘'standard product of the iudiovisual ‘shop‘. Bot.h Keesler and ‘Hill Air Force

Bases and Fort Sheridan have st‘opped» pi'oducing-' transparencies of this type and
now produce only single~color ;ransp'arencies. Keeil‘ét Air l‘o’tcé Base has noti
only eli-in;ted expensive transpareacies but has a]_.so simplified many of its
other audiovisual producﬁs: in .piace of cbmpiex gtaphics, ~simple line

dravings are oft'eii used; past prbduc‘ts are saved and reused for other jobs;
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and self-kelp areas are emphasized, allowing users to produce products such as

Thermofax slides for themselves.

Finally, the Family Housing Maintenance Office at Pensacola cut its’

scheduled maintenance work load from 8.0 to 0.8 staff years when it retoghized -

that most of the 8 staff years of work was scheduled but never performed. It
became o/vicus that the schedule was generally igrored and needed to be scaled

down to ? realistic level. After analyzing historical data from the past few

_years, the 0.8 staff year figure vas agreed upon. HKomeowners' responsibili-~

ti:s were redefined to include some maintenance, such as furnace filt;er,-

repiace-ent, and maintenance on some items was si.lply stopped whén it was

found not to be cost-effective. The Family Bousing Hamtenance Office c:.tes

., 88 an example that hot-water-heater maintenance is no longer bemg petfomed

undar the theory that it is less expenuve te fix the heaters when they fail
th_an to éontinnally maintain them. }
. Cherry Point MCAS tock the 'bold step of charging tenants a fee for

certain tﬁpes of hruse calls. Tenants who lock themselves out of tkeir honé;

are not home for a scheduled maintenance appointment, or have 'damaged the
house through negligence are charged for maintenance services. The purpose o_f'

this policy is to raise the tenants' awarenen' of ’thei.t own res'ponsibilities

and .to reduce ‘the amount of unnec .s8ary fuily hou:ing ua:.nt.enance work.

Ca-p Lejeune hu truned its operators on the incoming call desk to ask thev
 tenant & series of questions and‘ to. request that the r.enants themselves

perform si-i)lé tasks such as resetting a tripped garbage dispova’aiA circuit

breaker.

- CONTRACTOR-SPECIFIC APPROACHES

'l'o reduce the costs of their operat.:.ons, contractors have taken some.

additional steps that we did not observe among in-house winners Although
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many of these steps would have netit in an in-house setting, they apparently

'.have not been considered, perhaps because they would requn:e extra effort by

' other support activities that were not thenselves threatened by competition.

"_Overti'.ne '

Overtime is frequently used by contraétors to meet periodic peaks in

‘work losd. Contractors use overtime to allow for even more reductions in

unpdwer levels,' ‘and they seem to eacourage its use. Northrop s site umger

- at Vance Air Force Base told us that he considers a section that does not

© . regularly use overtime to be overstaffed and takes action to reduce its size.

In-house winners told us that they did rot plin on the use of overtime for

'normal day-to-day business, considering it only for emergencies or when

vacancies cause vork to- back up. The impression they seem to have is that
overtime is an indication-of poor management and that installation commanders
mske it clear that overti".e is to be avoided whenever possible.

Part-Time Labor

. _Part-tise labor is viewed in much the same light as overti;me., Con~-
tractors often hire off-dutf military or their dependents for jobs that do not
require full-time ‘e-ployele‘s. At Vahée Ait‘Force Base, after-hours. refueling
bf sircraft is done by part-time workers, the job requiring only a few hours
of vork each evening Contractors consider -iliury dependents as a resource

tlnt can be euily attracted to part-ti-e jobs conveniently close to t.he:.r

ilpies. The in-houle winners we vi:it;ed do not use part-tine labor, with the

excq'vt.ion of the ltudent suzmer -employees we ' observed at two‘ ldcations,

becanse they are under the impression that. personnel ofﬁ.ces cannot ln.re

part-time workers. It should be noted, however, that full-tme - temporary
ioriért are frequently used by bpth contractors and in-house organizationi to,
' meet seasonal ‘work loads, such as the heavy sulier turnover of family housing

 units.
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Simple Supply Procedures

Contractors have taken steps to reduce the -time workers spend

m:l.tixi; for parts significantly by establishing telationships with jobbers for

co-on inexpensive items such as building hardware or photograplnc supplies.
In-house winners are usually coustrained to the use of a cumbersome supply
system that seems to emphasize competitive prices, often at the expense of
respounse time. To a contraetor, it nkes no sense to haggle over a small
price reduction if a worker is standing idle at great expense. In-service
vinners agree but i.ndicate that it ¢ill take more momentun than they can
provide to change their sources of supplies.

. Responsive Vehicle and‘Eguigg_ent Maintenance
Like a worker without a part, a worker without transportation or

_equipment is of little benefit to 2 contractor, 30 most contractors we visited

gc to extraordinary steps to make sure that ezch worker has the transportation
resources needed. We have aiready stresged ‘the importance winners place on
vehicles in fuil'y housing maintenance. At Hawthorne Army Amﬁm‘.tion ﬂanf.,
Day & Zil-'emn/Belil Corporation has gone so far as to perform all toxlxtine
vehicle maintenance at night to preclude a ‘;otker from being without a veh:i.cle

during votkiﬁé hours. The housing n'aintenance contractor at Hill Air Force

Base hu a loane: vehicle to be used when ‘a vorker's 'vehicle is out of L

co-:l.nion. In-service winners often conplamed to us that t.hey are at the

mercy of anothe: otgan:.zation when it comes to vehicle maintenance and that

vehicles axe lcheduled for toutine work without regard to tb.e user's work load

or bneeds. They seem unable to change this procedure except at PWC Pensacola

© where Velu.cle Heintenance is a PWC activity. There, housing maintenance

personnel may rent ancther .vehicle from the pool when r.heir vehicles ars bemg

. serviced.
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While it appears that many of the contractor-specific approaches
above could be adopted by the Servicgs internally, two of the ideas that
céntractors use -- lower wages and qpick personnel'turnover == are not wilkin
DoD's ability to independently control.

Lower Wages

The contractors we . visited paid lower wages than fhe in-house
activities they replaced. Contraétefs must pay at least the minimum wages
called for in their'zcﬁ;racts under the provisions of thé Service Conttact Act
(41 U:S.C. §351-357). These minimus wages afe datermined by the Bureau of
Labor Statistics on the basig of a survey of local collective bargaining wage
ratés or a survey éf local industry wages (without restriction‘to industrial

Classification code and specific to the trade or trades iﬁ question). Govern-
ment wvages, on the oﬁher hand, are based on surveys performed by 0SD's Wage
Fixing Authority. Those surveys are restricted to specifig industrial classi-
. fication ‘codegt (for- example: ' local and state government wages are nof
sampled) and are not trade-specifié. In common trades such as plumbing,
carpentry, and the like, we found the Servicg'Contract Act wages to be lower

’

n the wages Government eppioyees receive for the same job. ‘We were told Sy

3

's Wage Fixing Authority that this is not so for other blue collar workers,
pa 1cu1;r1y aircraft.neéhanics, who are paid huch‘highe; wages in the btivate‘
se tot; | ' | ‘

The problem is ﬁhjt coﬁtractérsvhre able to bid at a lower hourly.
or rate for A;75 cgnpétitions in andioﬁisunl_ind fan@ly hoﬁsing maintenance
‘c;s, and ihis lower rate bihses the costs iﬁ their faQor. Circular A-76,
evér,lgives the Governnent activity a 10 percent cost advantage, which more
‘than makes up for this bias, but Government winnérs still pay more for tﬁeir ‘

labor. A:centnhting the problem even more is that pértonne} cuts made during
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the A-76 eff{iciency review Dy Iin?house activities usually affect the most
junior employees and senior employees in high pay steps remain. A ‘new
contractor would not have employees with such seniority.

The Service Contract Act/Civil Service wage disparity is not

restricted to blue-collar wages. We were told. by the Manpower Office at

Xeesler Air Force Base that the Service Contract Act minimum wage for 5 word

processing specialist, for éxqmple, was set at $4.50/hour while the Civil

Service wage vas $6.50/hour for the same job.
Quick To Hire and Fire

Contractors respond qn:.ckly to fluctuations in personnel nceds, '

h:lting expeditiously when it. becomes obvious that additioml manpower is

needed and releasing employees when manpover levels are too high. They also -

deal more muickly with problem employees; Pan American gives its Bangor

' employees a maximum 6f 2 months to improve or leave when poor performance is

noted. ALl of the contractors with whom we lpoke ' emphasized that their
sbility to release poor performers quickly nct only relieved them of the
tresendous vload of carrying such workers bul':. also had a very positive effect
on the rest of the work force who see by -'ex_alple the results of poor

" performance. In-houae w:umers, on the other hand, told us that they find it

exceedingly difficult to remove a poor perfomer, that it takes an inordmte

amount of the supervi sor's time, and that it frequently te:ult.s in a series of :

' appeals that can last for months. They conpln.n that other employees perce:.ve‘

that it is pos.sible | to exploit the ’yste'.’v and that their p:roductivity is
consequently lower than that of contractor employees.
In-house activities f:md that it is also very dsz:.cult to keep

positions filled because of long hiring lead tines. Fort Sheridan told us

. that it had six vacanc;eg for most of last year in its 23-position'andiovisuair '
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shop. PWC Pensacols has had to resort to bor:bwing craftsmen from Bése
Maintenance Shops to keep its Family Housing Maintenance Shop i1ully staffed.
Camp Lejeune bas not been‘able ;o fill vicancies any faster after competition,
despite its dependenée'od fewar'-aintenéhcelpositions for the same work load.

it ;ppeltt that contractors are aw#re of ;héir abiliﬁy to quiﬁkly
adjust staffing to work load and are willing tobtake-a greater amcunt of risk

in preparing their bids than are in-house ac;iﬁities.

N 2t28
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3. RECOMMENDATIONS FOR HELPING IN-HOUSE WINNERS

Most in-house winners are extremely well motivated and well attuned to

the operating details of their activities. The operations they manage are not

only efficientlyvorganized, but they are also highly productive with impres-

sively qualified workers. In some areas, however, in-house winners remain at

a dis'advlantage by having to conform to external comstraints that do aot exist

'fo: contractors.

Most of the contractor-specific approaches discussed in Chapter 2 ought

to be examined by t.he Military Servicee for applicability to in-house activi-.

'.uee. ‘I‘he use of overtime and part-t.me hbor, for “example, has been

demonstrated by contrectors to be cost-effecti.ve, yet both are discouraged or
at .Leaat are. not encouraged by the Services. Siample procedures for supplymgv
common itegs to in-house activities luve been implemented with COPARS
(Contractor-Operated Parts Siore), .COCESS (Contrattor-Operated Civil Engi-

neering Supply Store), and GOCESS - {Government-Operated Civil _Engiﬁeeting-

vSnpply Store). However, those procedures seem to stress achieving lower paris

cogts often at the expense of worker delays, and they are not in use at many
installations. More tesp'ouiv'e velicle and equipment maintenance (such as
efte:-hou:s routine 'nintemn'ce), vhich could prove eo be highlj cost-
effective, was not observed ai locations with'in-house Qinnere. |

: 'l'he probleaa of wage differences between Government and contrect workers
sad the tedious proceu to hire and fxre Govem.ent employees are caused not
only by a very elaborate civilian personnel management system but are typi-
cally required by 13 \1.' Contracting-out 1; a eubject ‘not vamly‘enbraced_'

by many of the sembers of Congresle,‘ and O0SD should continue to solicit tkeir
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suppert to modify the Civil Service system to naké in?house employees' wages
and tenures more like those in the private sector, thus preventing the loss of
more jdbs to contractors. |

Other. items that handicap in-house winners and pfevent them from becoming
as efficient as .‘coﬁtncto:s' who use the same PWS are dgscrﬁ:ed in the follow-

ing sections.

- BUDGET FLUCTUATIONS

" Contractors that win CA competitions sign conttact; with tﬁe Governmgni:
that guarantee them ptedetefn'i.ned payments if work i# ‘sati;factoriiy completed
(all of the contracts we ot;served Qére fixed-price, and Qeveral had incentive
fees). An in-house vinner,ﬁ on the other hand, does not have the luxury of a
gusranteed budget and frequently faces fund tﬁallocat.ioni when other instal-
lation act;vities experience shortfalls or :urplﬁses. Such .flncu‘utions may
require not only a substantial apouht of management's time’ (to reﬁrogrn ﬁork'
and forecast revhed spending rates) but they may also cause work to be
stopped ‘and even restarted, driving costs much highet ‘than they would have
been if the fluctustions had not occurred. .He'do not recommend that in-house
vinners be given a fixed, obligsted budgét as c&ntrdc_tors are, but we do
suggest that the Military Services become more aware o..f‘ the 'difficulties
experiénced by CA in-house winners with m:'_ggh__hg'@get f_lnctua.t.ionn' an'd 'ptbvide »
thé- with as much ;ubiliiy as pouible. I '

VEHICLE AND EQUIPMENT P‘URCBASEQ

Ve found that in-house winneu often bne their bids on ‘the assunption
that they v11‘1 be provided equip-ent or vehicles that t.hey are e;.ther
authorized or have artaqge@ to obtain. Unfoftunately, such items do not
slvays materialize, ind the in-house winner h} fﬁrced' ‘t‘o' ~cope’ without

thes. F_ot example, the in-house bid'lfor family housing min{ehmce at Offutt .
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Air Force Base was based ’oﬁ the availability of rental vehicles during the
peak sumw>r work season, and the vehicles wére available and used in the fiist
year of operation under the new P¥WS. In.the following year, hoﬁever, the Base
was unable to provide funds for vehicle rentals and the maintenance ﬁanager
had to make do without them. In the same circmstanées, a contractor could

legitimately argue that the Government had caused a changed condition and

- could insist on a contract price adjustment; the in-house winner has no such

option. We recommend to the Services that .equipment and vehicle needs be
carefully determined and costed during the biddicg process by in-house

managers and that before an in-house activity is declared the winner, a formal

arrangement be made to assure that such resources will, indeed, te available.

We observed. no use of available ptoductivity investment funding by

in-bhouse winners. This was surprising since productivity-eshancing equipment
was frequently acquired be audiovisusl managers to offset the reduced work
force. More often thaan not, however, the equipment was purchased after the

manpower cuts had ogcurred, and the ability to sacrifice a pbsition.in return

- for purchase of an item of equipment with fast payback had slready been lost.

A;tivity managers expressed little interest in productivity funds because of

the extensive justification necessary to obtain them and, in some cases, the

fact that they take too much time to obtain. Most of the equipment we

' observed was purchased with Operations and Maintenance funding although some

was leased with a buy-out option. '
EMPLOYEE-OWNED TOOLS

‘In the private sector, craftsmen in trades common to family hon_sing
nj.ntémncﬁ own the hand tooil'.they most often use. All contractors we

visited requii:ed such employees to"ptov'i'.de their own tools as a condition of



employment. We noted that Navy and Marine Corps family housing maintenance

workers also provided their own tools; Air Force employees, on the other hand,
vere issued tcols, which were repléced when lost or damaged at no cost to the

craftsman unless abuse or neglect could be demonstrated. Air Force contrac-

‘tors told us that they considered this to be a factor in their favor since the

rephc’e-ent of hand tools was an expense that they did not have to consider in
thei; bids. Since employee tool ownership appeax;s to be a common trade praé-
tice and since other Services have been .able'to incorporate the practice into
their union agreements, we recommend that the Air Force consider doing the
same. | |

The above recommendations would create a climate more favorable to
in-house winners that would allow them to operate lorerindependentlj and abide
more fully with the terms of their PWS. By reducing the uncertainties and
constraints now facing in-honsé activities undergoing conpef.ition, these
changes should alllov them to make less conservative bids and compete more
keenly with contractors. | ' ‘
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APPENDIX A
AUDIOVISUAL SERVICES HANDBOOK

Government employees generally take a negative view of contract competi-
tion in audiovisual services. They feel that such competitions result in a
contractor winning and the federal employees facing a large reduction-in-forc‘e
that will leave thesm unemployed or wotkﬁg for the contractor for longer hours
and loverl psy. What is not considered by those employees is that over half of
the contract competitions in the 'audilovinual services field are won by the
:I.nﬂwnie work force and those in-house winners are thriving. They have made
significant changes in the way they do business; they had to 80 t.he'y could
.keep their jobs. The in-house winners are now ptovidiﬁg‘audioviausl services
at cﬁ:'u lower t!nnA they considered possible before. they were forced to
compete. |

We visited several winners and found that many of 'them have developed
similar Jppzoaches for reducing the costs ‘of prloviding quality audiovisual
froducts and services to their custélen. These new aéproaches are used at

many installations and are not linited to .one Military Se:vice. 'l'hey' condense

- mto the following eight approaches that you, the Andiovisual Hanager, can '

take to make your activity more product.i.ve.
- Autout.e and update your equip-ent.
- 'Simplify your products.

= Cross-train your vorkers.

Appendices A and B are suggested texts for handbooks that we recommend be

. provided to audiovisual and family housing msintenance managers at installa-

tion and major command levels in the Military Services. We recosmend that

they be formatted as 111|utut.ed pa-phlets but have includad only the texts
for this repott.. ,




- Extend the supervisor's span of ceatrol.
Don't be afraid of overtime.

« Keep everything under one roof.
Make a cosputer your clerk.

- !ﬁeouuge self~help work.

The rest of this brochure 'e;panda on those approaches and shows how each idea

has helped' the wvinners of crantract competitions.

.....................................................

........




I. AuronArz AND UPDATE EQUIPMENT

npical Practice

In receat years, the audiovisual f1e1d has been flooded with new
products, many of vhich. automate tasks that once had to be done manually.
Unfortunately, .-any military installations still use outdated equipment such
as, for exa-ple, older photo print ptocessors, vhich are slow and compl:.cated
.and require a lot of time for chemical mixing and cleaning. The limited
availability of funds, especially for hzghfvalue capital equipment, causes
many managers to make doA with less than state-of-the-art equpmnt.

Winners' Actions

| - Winners are acutely aware of the value of a worker's time. Time
speat on such inditect tasks ‘as cleaning photo lab equipment, making test
prints, or lixing chemiczls is viewed as an expense that could cause the
activity to lose a contract competition. Winning managers have not been
. afraid ta“tpend funds to make workers more productive as long as benefits
‘outveighed costs. Some Qudidvisual vinners, foi"exanple, purchased high-speed

color print.' processors, which reduced the time from 'dry paper to dry paper

froq approxintelfs ninut_es to 48 seconds. The new processors also require -

'luch_leu time to clean tlﬁn the older units (2 minutes versus 1 hour) and use

premixed chemicals, which gave cq’nsiderable‘ mixing time and produce consistent

' quality priats. At Hill Air Force Base, laboé-savin’g équipmentj in the photo

_ labs included - a high-speed print processor, an nltfasohic rack and tray.

clea. .‘r; whiéh.virt:ually eliminates time spent washing such items, a modified

88 color printet that now handles both color and black-and-white prints

quickly and autoutically, and a computerized enlarger head that senses the

cor:ect. prinf.‘ exposure and greatly reduces the number of test prints

- necessary. The Audiovisual Manager at Hill Air Force Base 'tolld, us that each

N
.

A-3

;...n.--o.«—..-ﬂ."-;»Qv--,.-30-7.--'v'-.:'- LA SR S TRAL B Tl T ] LU S UL AR N T R ., e
. N . . n B . R - -

%y RIS e
LI

Y | B (2

[ SN LS R

ERERTI o

v hE WA




of these items would pay for itself in labor savings' (by increasing the photo
lab's outpuﬁ without increasing manpower) over a very short périod. At

Fort Sheridan, the purchase of an automatic slide collator has saved consider-

able time once spent on the mundane task of separating multiple copies of

slides, and an automatic slide mounter ‘has produced similar savings. A new

color slide processor has brought the cost of original slides down to 11 cents

‘each and duplicates to 7 cents each; it also significantly reduces the cost of

chemicals since it uses a fixed amount regardiess of work load. The processor

can process three rolls of film simultaneously, vastly increasing photo lab

‘ptodnctivity. Computer-aided graphics systems are heavily used at Keeslet_

Air Force Base, Fort Sheridan, and Fort Jackson.

Recommendation

Give serious consideration to purchasingv equipment that improves

productivity of audiovisual workers, particularly in the photo lab. Consider

using productivity investment funds that are available in each Military ‘

Sexrvice for productivity-enhancing equipment that Qelf-amortizes over a shoit‘

period of time. To qualify for funds, an organization must be able to

demonstrate quantifiable actual savings, u;mlly in the form of reduced oper- '

~ ating costs. Competition winners have found such purchases to be well A

worthwhile.
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] II.  SIMPLIFY YOUR PRODUCTS

Typical Practice

Personnel in audioyisdal activities provide a high level of
sexvice to their customers and are justifiably proud of their performance.
-Unfortunately, the level of ,seﬁice' is sometimes higher than required and is
often provided without considering cost.

Winners' Actions

Winners have taken a long, hard look at the level of service they

'provide and compared it to. the real needs of the custoner. 'l'hey have found
' that customers often ask for services they really don't need and that a little
- salesmanship can often result in a simpler, less expensive product. Fer
exa-ple, at Keesler Air Force Base, the Audievisnal Manager spent considerable
time analyzing historical production | records while vprepe‘rin‘g the contract
specification for competitive bidding. He found that a substantial percentage
of ;11 visual aids produced for past briefings ﬁed been ﬁigh-qpelity multi-
cologed overhead transparencies. By talking with his customers, he’ foend that
many of the traneplrenciles had been used only once or tw:.ce and that audiences
to whom they were shown woeld have reacted. as'javorably to simpler single-
color trmparencies. Since' that time, | his g:afﬁics pefsonnel have asked
. customers who request. lmltn.olored transpatencies to cons:.der using " less

coq)].icated graphics, and tl-.ey have been able to reduce the number of complex |
projects to an almost negligible part of t_.heu' work load. -Producuvxty, in’
, terms of eﬁber ef cha;:tswper doilee, has increased dramatically. Similatly,
ﬁ illﬁstxeting treinieg texts, 'Keesl‘er Air Force m’é; graphics shop has
mbetituted ei-ple ‘'line drawings of aircrafg assemblies and subassemblies for

. ' the complex shaded isometrics that had been the norm. The new drawings convey
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the same concept to students, and the time rgquired for  each drawing is
reduced substantially. -

Recosmendation

Analyze  your products from the point .'of view of 'y'our customer.
Realize thai customers often ask for work based on what they have seen in the

past vhen they would often be satisfied with a simpler, less costly product.
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III. 'CROSS-TRAIN YOUR WORKERS

. Typical Practice

Host audiovisual services employees .are hired to. perform work
requiring a single skill: photography, graphic illustrations, and in the case
of the Army, carpentry and other trades. They are not expected to perform
work in other s‘oecia‘lties'. Should the work load in a single skill area become

especislly heavy, a mismatch can develop between the work to be perf‘omed.and

the wonker 'skills available, An organization can also become highly dependent

on a single individual whose skills (for example, chemical mixing or a com-

puterized graphics operation) are unique within the work group.

Winners' Actions

Competition has forced audiovisual managers to look at ways of
getting the most from their work forces. All the vinners we visited used
photographers to develop their own photographs, but »t'hat‘: apfroach is
not uncommon. What we did find unique was the use of photographers"at

Fort Sheridan to do computer graphics work when backlogs develop there -- and

the photographers have adapted. well to this jnew endeavor. While they are not

tasked to conceptualiZe an entire presentation, they do lay out individual

. charts and graphs and have vastly improved the flow of work dm:ing periods of

peak demand. Managers of the large graphics section at Keeslez Air Force Base _

have engaged .in a tremendous push away from specxalization and told us r.hat

llultishlled illustrators. ‘can not ‘only be moved from specialty to spec:.alty
when work loads change but that by rotating an employee between specialties,

‘managers caa more easily determine where employees excel. The employees also

benefit- they develop a btoad skill base and are better qnalified for Job
progression than they would be if they spec:.alized (this latter benefit also
seens to increase the employees interest in renaming vi:h the organization)
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Recommendation

Cross-train and rotate employees as much as possible. Winners'
experience has shown that this approach will not only increase your ability to
‘meet heavy demand for specialized work but will give your employees a chance

to learn new skills they éan use to progress.
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Iv. EXTEND SUPERVISOR'S SPAN OF CONTROL

Typical Practice B | SR

Audicvisual activities are typically orginized in an almost ' \

identical format, and whether called Base Audiovisual Service Centers or

Training and Audiovisual Support Centers, they mvanably contain separate

gections for graphics, film library, photo lab, and (in the Amy) training

devices. Where there is a section, there is a supervisor; so audiovisual o -':;.j:j
activities usually have a section chief for each of the sections and, depeénd- —

ing on size, second~ and third-level snﬁervisors as well.

Winrers' Actions ' : _ . |
To keep costs low during competition, wicners carefully evaluated e
each supervisor's span of control; They frequently identified supervisory " A

positions that vould absorb more respons:.luhty and took action to reduce the Lt
total number of supervisors accordingly. At Fort Jackson, the Training - ‘ ":_
Devices.and Graphics Seetions were placed dsdet a single supervisor,’ reducing'
one GS-11 position; Eill Air Force Base is conbinmg its film library and
edbi.nistrative sections. Winners, under cslspetitive pressure, arz working
their supervisors ‘harder and finding that the results pay off in streamlined,
more-productive organizations. (Contractors umversally told us that they cut
the number of supervisors to the absolute minimum. )

Reco-endat:.on ‘

Exaline your superv:.sors spans of control. Comsider reorgaluz:.ng '

to place more supervisory responsxbxlity in fewer pout:.ons. Winners have
proven that this approsch is both possible and cqst-effeetive in the audio~
visual field. | | | L s
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V.  DON'T BE AFRAID OF CVERTIME

Typical Practice
Higher uﬁgmnt peclicy oftea discourages audiovisual and other

base support npage:i from using overtime cn a regular basis. Overtime seems

-. to be reserved for e.ergenf:y use only, ‘and significant use cf overtime is

considered a sign of poor ‘nmge-ent. As a reaill_t, audiovisual managers tend

to staff at a higher level so they can handle work load peaks. Activities

uin; nilitaty pet:onnel do not feel the same pressure to avoid overtime, but
wve found that mch nnpaid overtime of military workers is quu:kly offset by

granting co-pmatory time off.
' Vi.nnetl Actions

Contuct v:u:ne:t told us that they ftaqt.ently use overtime. They
luff for the average votk load and ntisfy peaks by using paid overtime.
In-service competitior winners, on the other hand, use less overtime because
they still feel external budgetary ptesture;vto avbid it.

Reco-endation - |

Andit yon: work load and detenine whether it has .periodic peaks
that .:I.ght. udicate that a full-time position is not required. - Consider

elhimm the position ii overtime funding can be budgeted. Solicit :hpport

frc-' yohr 'viuulhti,.op finance and personnel offices in this .endeavor; it

conld increase your productivity dramstically.
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VI. KEEP EVERYTHING UNDER ONE ROOF

Typical Practice

Large audiovisual activities often‘_ feel pressure from large users '
of their services to establish satellite graphics s'hopsvprox_i'.mate to and dedi-
cated to those users. While the customer cften is satisfied with Sl.lcil
dedicated graphics supporﬁ nearby, such‘shbps atg'ugually:inefficiént sihce‘
they require their own duplication équip-ent and #eldml have a steady work .

load.

Winners' Actioﬁs

| Winners of audiovisual services co-petitions'havg broughi their
graphics sections back to a single location. Keesler Air Force Base for .
c:ample, had up to six satellite shops located thrr;;‘ughoutr the base. Each was
a customer-dedicated organizatioﬁ requiring its o%rl:_n.peo'ple and equ'ipnent, and
there vas little interchange between the ahopi. | Since the work load for each
shop wvas 'ex_treuely variable, one shop -ight be ovei]_.‘oaded vhile another was in
a. slack pgriod. Since competing, all of Keeslet.-'Air Force Base's graphics
n‘s:ti have bheen merged into a single locat.:lgn. . Work. is now more likely to be
done more productively ca product.iﬁty-?nh;ncing.equi'.pnentl that was not avail- _
able at dispersed locatioﬁs, and the w.ork load _cén be more evenly distributed
"'among personnel vith dive:‘se skills.

) Reco-endqtion

Consolidate satellite graphics shops into a single location for

better use of resnurces.
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VII. MAKE A COMPUTER YOUR CLERK

' Typical Practice

Audiovisual centers in a central location serve a variety of
customers from different major co-andsv (even different Services) oft‘en remote
from the ceatral shcp. ‘In addition to the probleas ;rising from priorities
and 'lchedu\l‘es, éomidet;ble clerical work is associated with the administra-
tion, scheduling, and financing of work for so many customers.

Winners' Actions |

Winners have turned to. automation to streamline routine clerical

.work such as cost accounting for reimbursable join. The most impressive

demonstration of, ;hin §n at Fort Sheridan, where personal computers (which
happen to be owned by some enthusiastic audiovisual service employees) have
been prognmed to store job cost. data and to automatically prepare the docu-
nenut.ion necesnry to bill reilbutuble customers.. Bills that once took
hours to compute are now done in seconds. The computers also automatically
preparé reports to show performance of the entire 'rraining and Audiovisual
Support Center (TASC) in r&iaf.ion to i'ts. objectives, giﬁag managers an
instant picture of how the o'rganization i.s. performing. The TASC is also
suomating its fih libru'y records: to :l.-ptove lccounubility and speed up the

issuance and return of nudiovinul product.s.

Reco-endation

. Consider auipnating' some of your clerical work to reduce costs and

improve tespon:ivexien,. Fast yaybhck fundiug is availa_ble for purchasing .

equipment if dollar savings can be quantified.
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VIII. ENCOURAGE SELF-HELP WORK

Typical Practice

Many audiqv_isu,alv activities provide supplies and .a working area
for mto-ersvto constrﬁc-t'briefihg materials by themselves. The area usually
has limited supplies, dﬁt&ated' and used eqﬁMt and is often ciark and

Winners' Aétibns

. Winners have learned that when their self-help areas are equipped
wvith up'-to-daig .equipment, a-ple‘ supplies, and a respectzble work area, their
customers. are ' lore inclined to produce simple tta_naparenéiesf and charts
theaselves. Combined with a policy of using the simplest possible graphics
style for the jtob at hand (see "II. Sinplify Your Pmdncti“), this action
could significantly reduce the amount of graphics support requested. While
this approach -;y appear as though the graphics work load 'has 'sim)ly been
chifted to the customer, savings are re;lized by eliminating the time spent by
a customer in co-micating needs to a graphics speciahst We saw improved
self-help facilit.ies and encouragement of lelf-help by all of the coupeution
vinners we vinit.ed both contract and in-house.

Reco-endation

Encourage ulf-heip work bby custo.ers.' Provide ’supph;.es,
| eqnip-ént, and work aren tlut. vill uke it eny for yonr customers to create

simple graphics products.

' A-13







APPENDIX B
FAMILY HOUSING MAINTENANCE HANDBOOK

Contract competition in Family Eousmg Haintenance is often viewed by
fedenl employees as an opportunity 1ur 3 private contractor to take over
thei.r functions. Many believe that the p.ivate centractor will win the compe-
tition, a large reduction-in-force wili occu'x, and they will be unemployed or
be ‘forced to ‘};a for the conﬁractor at loﬁet vages and for longer hours.

What is not realized by those employees is that one-third of all contract

co@etitiono in family housing maintenaucs are won by the in-house work force .

and those in-house winners are thriving. They have made significant changes

in the vay they do busineas; they had to so they could keep their jobs. The

in-house winners are now providing family housing uintenance at costs lower
| than they considered possible before ‘they were forced to coupete.

. We visited several winners aud found that msany of them have developed
simiiar afproache'l fot' 'reducing the costs of providing family housiog mainte~
nance lerviceu to their customers. | These new: approaches are used at many
inotailotiom and are not li.if.ied to one tlj.litary Service. They condense into
the following eiﬁht roochen that you,  the ley Housing Ha:.ntenance
. Manager, can take to make your act.ivi.ty more productive. .

- !quip you: workers.
= Use ml;iokilled“uintemnce mechanics, not specialists.

« Give your vorkers goals.

'Appendiceo A and B| are suggested texts for handbooks that we recommend be

provided to audiovisual and family housing masintenance managers at installa- -

tion and major command levels in the Military Services. We recommend that
they be fomt.ted as jllustrated pamphlets but have included only the texts
. for this report. : . =
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= Eliminate unnecessary.work.
= Fit the skills to the job.

= Use one stop.

- Let the foremen get their hands dirty.

- Don't be afraid of overtime.

- Let co'lpuf.en do the papervork.

The rest of this brochure expands on those apptoachei and shows how each idea

has helped the winners of contract competitions.
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I. EQUIP YOUR WORKEPS

Typical Practiée

Most housing maintenance .shops have many -o're. workers than
vehicles, and most of their vehicles are 'not equipped with radios. Beca_uée
the shops avre forced to taxi workers from job to job, another worker must
drive the vehicle lan'd considerable time is lost to waiting for rideé. To make
matters worse, without their own vehicles, workers who find themselves without
‘the necessary part or tool for a job have to call for tunsportat:.on to the
shop to get the needed part. Thus, a single job could, concexvably tie up two
vorkers for four one-way trips! ' |

Winners' Actions

Winners are acutely' awvare of the value ofv a worker in tme Labor
costs are the predominant pu"t of a contractor and an in-houée winner's total
operating budget, and umger§ deirote s significant portion of their éfforts
to making sure that they get the most out of eyerj vorker. At Camp LeJeune,
the family housing maintenance operation has been vastly streamlined by com-
-m.i.cations and vehicle :cquisition. When 3 trouble call is received in the
Family Housing Offife, a jodb ticket is written at the trouble desk and is
simultaneously transmitted to an autouted ticket-writer in the Maintenance
Shop. 3 There, it is received by a dispat.éhet md, if it is for high-yriority
work, it can be i-ediately radioed to a mechanic. Since each mechanic has
both a radio and a pernonally-nsigned truck. stocked wi.th pa:ts and tools, the
mechanic may proceed directly to the job site and co-ple:e the work w:.thout

having to return to the skop.

Vinneu feel that vehicles and radios are the keys to maximizing
productivity, reducing the size of the work force, and winnmg conpeut:.ons

' The cost of acquiting these items is quickly offset by the trenendous mcrease
in prodwtivity. o L
| B-3
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Recommendation .
Obtain ptoductivity;enhancing equipment, especially vehicles and ___
radio commanication devices, for your workers. Your workers are your major g

|  investment; make further, smaller investments that will pay for themselves in s

'i.Qto'ved worker productivity. Consider the use of productivity investment ___
funds such as the Air Force's FASCAP, the Army's QRIP and the like to provide
 the investment dollars necessary.
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II. USE MULTISKILLED HAINTENAﬁCE MECHANICS, NOT SPECIALISTS

Typical Practice

Many family housing maintenance workers are still hired to perform -

tasks in a single trade, such as carpentry, plumbing, or electrical, and are
not expected to perform tasks in other specialties. If the work load in one

trade ares becomes especiallyb heavy, a mismatch can develop between the work

to be performed aand the worker skills available. An organization can also

become dependent on those individuals whose skills are unique within the work

group.

Winners' Actions

Winners are heavily staffed with general-purpose maintenance
mechanics who perform a variety of housing miﬁtenance and repair tasks rang-
ing from simple 'carpéntryl and painting through electrical and mechanical work.
When coupled with other productivity-enhancing ideas, such as the use of

dedicated vehicles and radio ébmunication, the availability of multiskilled

wvorkera allows housing maintenar.ce managers to complete more service calls

vhile sending fgwe: workers ca each job and completing more tasks per trip
than.yt;uld otherwise be pussible. With multiskilled workers, the number of
sixpérvisors can be reduced since 'org‘anizatiqnal grouping by trades  is .no'
longer necessary. Before competition, the 23-person family housing A;;inte-

nance shop at Keesler Air force ‘Base, had five supervisors to oversee

individual trades. The current shop, operated by a ) cont:actor; 'now has

19 .e-ployees "but only one suﬁervisor. Keesler Air Force‘Ba'se's manpower team' :

views the failure of the in-house competitor to consider multiskilled wotke'rs
as the main ieasbn for the loss of the competition io-'a. contractor. Every

in-houre winner we contacted now places 'greate: dependence on multiskilled

vorkers.
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Recommendation .

Use multiskilled maintenance mechanics whenever possible. Multi-

skilled workers give management the flexibiiity it needs to keep a maintenance
work force at peak productivity. They also provide the appropriate skill
level for the many family housing maintenance tasks that do not require a more

highly trained worker.
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III. GIVE YOUR WORKERS .GOALS

Typical Practice

The most important challenge facing base operations support
managers is to obtain a positive internal commitment from the workers to do

their work quickly =nd well. All too oftén, workers in support activities

feel far re-oved fron the base's mission, and because the.y have no clear-cut

goals, they have little motivation for doing their best work.

Winners' Actions

.At Camp LeJeune, the family housing maintenance competition was
. won by the in-service work force, which had to operate under an indefinite
quantity or "open ended" contract. Both government ‘and cont;ractors ’prepared
- their bids by dévelo’ping a cost per unit for each type of work included in the
contract. When the‘: in-house work fo.rce won, it became apparent that .a cost
accounting systen-wonld have to be established to collect the workers'’ costs
and charge them to the proper category of work.

The workers were each givan a copy of the new time a..andards (see

Figure B-1) and told that they were expected to complete any job they were

asqigned within the standard time. They were also told that the cost-
; accounting systen could accumulate resuits' by emplo'yeé so that an employee's
_p‘erfon'ance could be compared with the standards. o | |

_ The result lﬁs’ been overwhelming. The workers .l‘mve adopted the
standards as goals fo exceed, and they have done so at an inpressive rate.
They seem to welcome the exzstence of a goal to work t.oward and both morale
and prodnctivity in the famly housing mamtenance shop are qu:.te high. .

Recouendation ,

Estgblish' worker goals in your ’organization; thei may be’ time'

standards, .‘productivity targets, cost ~limits, or level of . customer
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satisfaction. It appears that organizations that concentrate on such goals

and hold individual workers accountablé tc them are more productive and secure

2 higher level of employee morale and loyélty..'

FIGURE B-1. FAMILY HOUSING MAINTENANCE TIME STANDARDS

CAMP LFEJEUNE )
AvG. : ' AVG.
CONTRACY CONTRACT
DRSCRIPTION UnITS me DESCRIPTION UNITS e
Ls W, ‘ ALLOW-urn, || LIS ¥O- ALLOV-NIN. |
[} Bxt. Walle w - 7 8 Brd/Animsl/Pest Busv, c 73
[ - Int. Yalls & Csilinge | 4 -8 29 Tenent Net Nems (VM) c 5
[+ ] Y W 30 Mafrigecaters/Ranges [ Sé
[ Come. Floors or Subfloer T | 23 an. Other Applisaces < 54
(-} Z4{a. Bardwood Tloering 4 13 2 Klse. System [ 43
06 Cazpet - Iastall [ ) 2 3 3 Plmb. Syst. Rapair [ k)
[ 7] - Clesa 24 2 ) Plumb,. Fize. Repl. r 163
o8 Lin/Car/Visyl Tila [+ 4 ¢ s Heating System, Repr. [ 28
o Fixture Sealomt wr 2 - 3% AJC Syst.. Repr. [ 42
10 Iat. Doer & Trems [ 57 1 Neat Pump Repr. c 3
11 Wtadow Screes R s | AC[Beat Pap Comp. Install r k33
i2 Scresn/Stora Deor c k] » A/C Chockeut c 70
13 . Bat. Doec & Frame - € n . &0 Heating Sysc. MM e 76
14 Window sad Frass c 33 ol Nest Pump Cheskout c 42
13 Reglase Windew/Deor [ 4 2 42 Filters ] 11
I: hoe::‘- [ 4 2 3 Mowiag A 43
3 Reef; 1 ) Clesn~up A &
18 Gutter/Dowmepeut/Cleen Rf. c 9 8 Leaves/Pine Straw A 3
19 Porches, Cervages, Itc. c 132 ) Trea/Shrub Trim c " 62
2 Cabiset Repair [ " 16 47 Drainage [~ 3
28 Cabinet Replace ) 266 &8 Brosioa Coatvol [+ 4 2
n Lock Sat 4 51 A9 Custodial Service | 3 1188
23 Kays 4 .. 50 . : & 177
% Bouse Acesssecise c 37 31 Repl. Sbove Grd. Puel Tamk | B 153
3 Supperting Acceseerise [+ 4 32 Repl. Under Ovd. Pual Tank | X 603
2 Slinds/Reds/Shades Repe B » 53 Lawas . ) 1 216
b2 Biade/Rede/Shudes Repl. 34 34 Dowm Time
LEGEED OF WIITS: C -~ Servies call; SF - Square feet; §T - Square yard; 'V - Linsar Pest; U - Units} £ - Rach;
Onit. - ) .
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Iv. ELIMINATE UNNECESSARY WORK

Typical Practice

Personnel in all family housing maintenance shops that ve visited
provide a high level of service to their customers and are justifiably proud
of their perfomece. Unfonunately, the level of service is sometimes lugher
then reqluted and is often provided thhout considering cost.

Winners' Acnons

In the past, workers at Cherry Point Marine Corps Air Station

would return again and sgain on service calls vﬁen nobody was home. Now, .

after co-petition, they recognize the high cesi of "no-show" calls and have

taken the bold step of charging tenants who have sc_:heduled appointments a fee

for "tenant not home" calls. Furthermore, tenants who lock themselves cut of -

their home or have damaged the ho'ﬁse »thfough negligence are now charged for
maintenance services. This policy seeks to raise the tenants' awareness of
their own responsibilities and to reduce the amount of unnecessary fani1§

housing maintenance work. Cam; LeJeune hag trained its operators on the

incoming call desk to ask a tenant a series‘ of questions ‘when called on a _

problem and to request that the tenants the;nselves perform simple casks such .

as resetting or clearing a jammed garbage disposal unmit.

The Family Housing Maintenance Office at Pensacola cut its cyclic, N

or recurring, workload from 8.0 to 0.8 staff yeers-when,' it recognized that
much of the vork vas mot worth its cost and vas of lov ‘e'nough peictity that 1t
wvas not elweye petfomed. It becane obvious that the schedule needed to be
scaled down to a realistic level. After analyz:.ng historical dat.a, t.he 0. 8

staff year figurs was agreed upon. Homeowners tesponsib-liues were

.redefined to include somé maintenance, such as replacing the furnace filters,

and ieintenan’ce on some items was simply stopped when it was not found to be
B-9
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cost-effective. For example, routine maintenance is no longer performed on

hot-water heaters because it is believed to be less expen'give_ to fix the

‘heaters when they fail.

Recommendation

Analyze the services you provide and deiemine' if simplified ver-
sions of them would satisfy your customers' aeeds and reduce the cost of your
operation. Become accustomed to looking‘at. "ordinary" jobs and asking if theay

csn't be done better and more cost-effectively.
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v. FIT TEE SKILLS TO THE JOB

Typical Practice

Ia .the past, the housing maintenance work force has been
structured soc as to a_ssign the most qualified worker available to a job. A
falily housing maintenance mapager's primary concern was to provide high-
quality service to customers, and the best way to do that was to use highly
qualified, perhaps even overtjualified workers, without much concern for cost.

Winners' Action

Many installations have reduced their 6perating costs by lowering

:thz' average skill level of their work force witaout lowering the level of

service provided to the customer. In most instances, this action was taken
after in-house management engineers had conducte_d'a thorough anaiysis of the

vork performed and determined that some positions were graded at a higher

"level than required.

Before competition, tradesman positions in family housing mainte-

nance at Pensacola Naval Air Station were tlypically, classified at the WG 8

‘level. In preparing for competition, management determined that 85 percent of
- the work could be performed by workers in Grade WG 7 or lower. Consequeatly,

‘all positions except one air conditioning maintenance position were down- ',

graded. At Cherry Point MCAS and Caxp LeJeune, the skill level _of many family
housing maintenance positions was lowered from Journeyman to maintenance
mechanic or helper. |

| Reconendl'ti.;m :

Assign 'jobs to qualified workers in the lowest possible grade.

'_'l'hi,l practice is more aligned with the spirit fostered by cost competitiveness

mn the traditiounal approach ‘of auigning the most qualifi.ed worker to a job.
‘l‘ho traditioml approach is quickly beco-ing s luxury that an activity cannot
afford in ‘the .‘.are of coampetition. '
L B-11




VI.  USE ONE SHOP: IT'S ENOUGH

Typical Practice

Military bases often have twc or more housing maintenance shop

locai:ions because housing is often dispersed over large areas. One shop
generslly serves as the cenf.tel site, whila the others are noi'e limited in
scope and are consildered satellite shops. Satellite shops are stocked wia.b
‘their own parts and supplies, their own sete of shop tools and equipment, and
their own staff, usually incl\iding a supervisor. ‘ |

Winners' Actions

After analyzing the cost of operating satellite shops, several
vingers we visited decided that the added convenience of multiple locations
vas not cost-justifiable, particularly if one or more supervisory positions

could be eliminated thxough consolidation. The ih-honse operation at

Camp I.eJenne, for instance, has achieved efficiencies by closing satellite

shops. Before competition, the base operated a central trade shop and several
emergency eetvice shops diepersed around the installation. Several satellite
shops were closed, but because of the ununully latge size of the base,
closing all ntellite shops could not be justified. At. Hill Air Force Base,
two lhopl eerved housing areas on opposite ends of the base. Despite the
3-;ile disunce between areas, one of the shops was closed and t.he base hu
- been operar.ing utiefactorily with a lingle shop for the put S yenrs. |

Since satellite lhope are eeperete opent.ing units requiring the

same types of support. as the central shop, uvings have been realized in

‘leverel different vays thtou;h coneolidetiom First, merging the satellite

wvork force vith the main shop givel nnegero a ‘broader pool of workers for

ueb end ‘can mble t.he shop to operete wvith fewer total euthouzed

opecel. 8econd, s merger can ftee_ -the satellite. fo:enen of supervisory ',

B2




responsibilities, allow them to return to Vorhan _status, and enable tﬁe
sumber of supervisory positions to be reduced with savings for the org'aﬁiza-
tion. Third, since supplies no longer need to be stocked in multiple loca-"
tions, savings can be iealized from lower total stockage levels.

One important note: the winner; who had consolidated to a single
shop also acquired v.ehicles and radios, increasing the‘i.r nobiiit.y and kee_liin'g -
serﬁce levels high. | |

Recommendation

Consider cohsolid'ating shop locations even if existing shops are
considerable distance from each other. If closing a shop would reduée the
level of :ervice, consider an altemuve means of remaining responsive, such

as purchasing vehiclet and communication equ:.p-ent (see Actioa #1).

B-13 -




VII. LET FOREMEN GET THEIR HANDS DIRTY

Typical Practice

Foremen are normally responsible for a range of supervisory,
administrative, and personnel tasks and are rarely called upon to perform
ssintenance direct tasks.

Winners' Actions

Winners work to keep supervision from being a full-time job. At

Vance Air Force Base, for example, shop foremen in Civil 'Enginee:ing have been

- replaced with "working leaders™ who are considei'ed technical supervisors.

These leadmen do not concern themselves with performance ratings, employee

'comeling, and the like, all of which are handled by an indiv:.dnal higher in

the orgenizat.ion. The - -emger at Vance Air Force Bue claims that a lot of

. ‘time spent by other otganizat.ions in wpervising is not entirely necesnry and

that & good supervisot can oversee many more e-ployees than the typical aili-~
tary organization allon That manager believee it is unnecessary to have as
many supervisors, as are ,found in a typical Civil Engineering shop. ' The work
leaders alt Venée Air Force Base charge much of ‘their time to direct labo'r and
seem quite utief:led that thei.r years ‘of experience in a craft have not
multed in an exclusively supervisory desk job.

Recommendation

Make use of working leaderl. Allow forelen to pe:fom direct

' vieor at'a higher level.

Bl

hbor by reenignin; pri.nry tesponsibility for personnel tasks to a super~-
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VIII. DON'T BE AFRAID OF OVERTIME

Typical Practice

Righer umge-ént policy often discourages housing maintenance and
other base support managers from using overtime on a regular basis. Overtime

seems to be reserved for emergency use only, ‘and significant use of overtime

is considered a sign of poor management. As a result, housing maintenance .

managers tend to staff at a higher level so they can handle work load peaks.
Activities using military personnel do not feel the same pressure to avoid
overtime, but we found that much unpsid overtime of their military is quiékly
offset by granting i:o-pensatory time off,

' Winners' Actions

Contract vinners told us that they frequently uce overtime. They
staff fof the aveuge wvork load and sstisfy peaks by using paid overtime.
In-service competition winners, on the other hand, use less overt:u:.e because
they still feel exteml budgetary pressures to avoid it.

Recommendsation

Audit your wor‘ load and detemne whether it has periodic peaks
t.hat -ight. indicate tlut a full-tine poution is not required. Consider
eliminating the position if overtime funding can be budgeted. Solicit support
from ':‘uuullatio,n fmnée and peraonﬁél offices in this endeavor; i£ could

increase your productivity drmt;ca-lly.
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~ APPENDIX C
HOW FUNCTIONS WERE SELECTED

Early in this ‘p.-:o'j.ect,’ it was necessary to select two Base Operations
Support (BOS) functions to examine in detail. We reviewed the Commercial
Activities I(CA) Inventory that the Department of Defengé (DoD) is required to
maintain by Office of Management and Budgét (OMB) 'Circnlaé A-761 and ‘ranked

' BOS functions in order of the number of positions not yet subjecte& to an A-76

cost comparison (lee'l"igure C-i). Our rationale was that functions with a.

large nmumber of activities that had not yet been competed under the CA.program
would benefit most from the findings of the study. ' We then examined the DoD
data base of CA cost co-pari#on study results anﬁ. eliminated the following
.functions. | | |

- those functions for which the cumulative in-house man-year bid vas not

lover than the man-year strength before competition, i.e., functions

that did not produce savings of positions during in-house efficiency
review;

- those that were not consistently defined across Services; for example:

studies in the T801 category ranged from packaging and preservation to

. warchousing operation and precision instrument calibration - we could

not be assured that a visit to a winning activity would produce
findings applicable to all othar activitiés in that category;

= those with a lovw number of CA cost comparisons (we arbitrarily set the
minimum at ten ‘comparisons): since we were interested in identifying
functions that consistently produced savings, it was important that
aufficient cost conparison experience be available; .

- those that were primarily single-Servxce in nature - in intermediate

~aircraft maintenance, for example, all but 3 of the 36  cost

comparisons in the data base were from Air Force installations.

U S. Department of Defense, "Operation of Comercial and Industnal-‘l‘ype

Activities," DoD Inotruction 4100.33, Febtuary 25, 1980.
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those in which less than 10 percent of all winners were in-Service
organizations - sirce we wanted to find ideas that could be applied to
in-house activities, it was important that we visit at least some
in-house winners; if the vast majority of competitions were won by
private contractors, we could not be assured of such an opportunity.

After the eliminations, the five top remaining functions were:

Building/Structures Maintenance (Non-Family Bouging);
Guard'Services;

Audiovisual Services;

Fire Protection/Preventibn;

Family Housing Maintenance. ' -,

After discussions with the Ser?icas and the Office of the Seéretaty of Defense

(OSD); we decided to eliminate Guard Services and Fire Protection/Prevention

since the Services had been asked by OSD to review those functions thenselves;

Building/Structures Haintehance was eliminated in favor of Family Housing

Maintenance, which is similar but far more easily compared across Services.

The remaining functions, Audiovisual Services and Family Housing

Maintenance, vere selected for detailed study.
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