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ABSTRACT

This 0SD-directed study determined the feasibility of consolidating
real maintenance activities (RPMA) for seleéted installations in the
National Capital Region. Installations considered for RPMA consolidation
were Fort Belvoir, Vint Hill Farms, Arlington Hall Station, Fort Myer,
Fort McNair, Cameron Station, Harry Diamond Laboratories, Walter Reed
Army Medical Center, and Defense Mapping Agency-Topographic Center. It
considered feasibility with regard to geographic, functional, and
economic factors. It applied the continuing objective of DOD policy and
guidance which is to ensure that RPMA at military installations is
consolidated where such action is cost effective and does not result in
mission impairment. The study showed several approaches to consolidation
to be feasible though hardly equal. One alternative was recommended as
superior. It offered the best prospect for space and dollar savings and

improved RPMA performance and was least risky.

vit




SUMMARY

The purpose of this 0SD-directed study was to determine the feasi-
bility of consolidating r7a1 property maintenance activities (RPMA) for
Fort Belvoir, Vint Hill Arlington Hall, Fort Myer, Fort McNair,
Cameron Station, Harry Diamond Laboratories, Walter Reed Medical Center,
and Defense Mapping Agency-Topographic Center. As requested, feasibility
with regard to geographic, functional, and economic factors was considered.
The study applied the continuing objective of DOD policy and guidance to
the effect that RPMA at military installations in a given geographic area
will be consolidated where such action is cost effective and does not result
in mission impairment.

Army and DMATC RPMA consolidation in the National Capital Region (NCR)
is feasible. Although there is no known exact counterpart of the nine
installations and their RPMA requirements elsewhere, diverse successful
RPMA and RPMA-like examples abound in government, industrial, and private
practice. Their experience shows that there are many geographically,
functionally, and economically feasible solutions (ranging from no to
heavy consolidation) to most RPMA problems despite the undeniable unique-
ness of each. Admittedly, not all "feasible'" solutions to a problem are
equal, and certainly not all are desirable. But this study's finding that
consolidation of Army and DMATC RPMA in the NCR is feasible should come as
no surprise.

This study shows several approaches to consolidation (differing in
kind and degree) to be feasible though hardly equal. From among the many
feasible alternatives, one is recommended as a superior RPMA consolidation
concept and is considered to offer the best prospects for spaces and dollar
savings, to lead to improved RPMA performance, and to be liable to the
fewest risks. As a test and illustration of the recommended concept, a
sample organization was developed against FY 77 data, the most recent,
most representative data available. That trial application of the concept
is discussed in this paper to demonstrate the consolidation principles and
the likelihood of real though modest savings. It is not suggested that
the exact distribution and number of spaces for the FY 77 example need be
the best for another year. By application of the same concept and prin-
ciples, a consolidation implementation team would have to develop a new
organization similar to the FY 77 example but necessarily adjusted for

1/ Vint Hill Farms Station and Harry Diamond Laboratories are in
addition to the seven installations specified in the 4 April 1977 request
of ASD(I&L). OSD and DA study requests are included at Annex A.
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changing workloads and made consistent with other actions occurring in the
meantime. Such other actions might be the closure of one or more of the
installations and a realignment or comsolidation of other BASOPS activities.

The procedures by which conceivable alternatives were reduced to six
feasible major concepts, these compared to select the best, and finally the
best concept refined to produce the recommended one are described very
briefly in Section III of the Main Paper and at greater length in Annex C
and its appendixes.

The recommended approach to be followed if consolidation is undertaken
is best described as a major consolidation with only limited physical
centralization. Most RPMA spaces remain at the installations. Each
commander keeps a small staff engineer section (outside the consolidated
RPMA organization), thereby retaining control over RPMA funding levels and
their application; the local commander still holds the purse strings under
a revolving fund system. The day-to-day execution of RPMA is to be per-
formed by the same decentralized labor force distribution as today but as
part of the consolidated RPMA organization. The RPMA-performing force left
at an installation is to operate under a station manager (recommended at
the same grade as the current FE) who reports to the director of the con-
solidated RPMA organization. That director in turn reports to MDW. The
centralized part of the consolidated RPMA organization brings together
engineering, management, and administrative functions and includes some
functions (supply and procurement, maintenance and service equipment
maintenance) currently available but not everywhere dedicated to RPMA.

The relation among installation commanders, staff engineers, station mana-
gers, and the NCR-RPMA director is sketched in Figure 1 for the recommended
concept. The staff engineer plans, programs, and budgets; he (or she) also
initiates and accepts projects. The installation commander retains family
housing management as well as fire prevention and protection. The NCR-
RPMA consolidated organization concept is outlined in Figure 2. Applica-
tion of that concept to FY 77 conditions is highlighted in Figure 5 of the
Main Paper; there all elements are shown with spaces corresponding to FY 77
conditions.

The firet concern in devising a recommended concept for RPMA consoli-
dation was to preserve performance (effectiveness) at reduced cost, if
possible. Application of the recommended concept to FY 77 conditioms
yielded a net reduction of about 7 percent in both spaces and annual cost.
These sample 'savings' are detailed in the Main Paper and Annex C and its
appendixes. The complete audit trail of the way in which the historical
FY 77 experience was rebuilt as though the recommended organization existed
then appears in Appendix C-2. That trail, though much less than an imple-
mentation plan, can certainly serve as an advanced sketch if implementation
is begun.
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The studied installations and their parent MACOMs have taken excep-
tion to many of the general and specific points developed in this study.
All their comments are reproduced exactly as received in Annex E. There
the comments are also categorized and accepted or disputed by the authors
of this study. The urgency with which the study was completed evidently
led to unfortunate misunderstandings. A point too often missed is that
the scope and resolution of a feasibility study are more limited than those
of implementation planning and execution.
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ARMY AND DMATC RPMA CONSOLIDATION
IN THE NATIONAL CAPITAL REGION

I. INTRODUCTION

1. Purpose. This study had a twofold purpose:

a. Investigate the feasibility of consolidating real property
maintenance activities (RPMA) for Fort Belvoir, Vint Hill Farms Station
(VHFS), Arlington Hall Station (AHS), Fort Myer, Fort McNair, Cameron
Station, Harry Diamond Laboratories (HDL), Walter Reed Army Medical
Center (WRAMC), and Defense Mapping Agency Topographic Center (DMATC)
considering geographic, functional, and economic factors; and, if
consolidation is feasible,

b. Recommend a practical and effective consolidation concept
to provide RPMA services to the Army (and DMATC) in the National Capital
Region (NCR).

2. Background.

a. A continuing objective of Department of Defense (DOD) policy
and guidance is to consolidate RPMA geographically at military installa-
tions where such action is cost effective and does not result in mission
impairment. An Assistant Secretary of Defense (Installations and
Logistics) (ASD(I&L)) memorandum of 4 April 1977 directed the military
services to study '"consolidation by service" for RPMA organizations in
the NCR through the formation of '"three lead service complexes." A
broader Army-directed 1977 study of total Base Operations (BASOPS)

realignment in the NCR gave some consideration to an "Army Lead Service

|
|
|
{
|
|
|
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Complex" for RPMA. That study did not include a comprehensive cost/
benefit analysis for RPMA consolidation and, thus, was considered
unresponsive by the Assistant Secretary of the Army (Installationms,
Logistics and Financial Management) (ASA(I,L&FM)).

b. The OASA(I,L&FM) directed the Chief of Engineers (COE),
through the Director of the Army Staff to conduct a new study of RPMA in
the NCR. The COE, in turn, directed the Engineer Studies Center (ESC)
to perform the study under sponsorship of the Director of Facilities
Engineering (D/FE).

c. By now some historical precedent has been accumulated on
military consolidations. There are revealing experiences of the San
Antonio RPMA implementation, Navy Public Works Centers, a Northern Oahu
consolidation, and a study of the Fort Bragg/Pope Air Force Base complex.

3. Assumptions. Although RPMA organizations and workloads often
undergo changes, time and data restrictions forced this study to apply
a rather static view--a historical snapshot as its best achievable
description of current RPMA. It was assumed that the basic question of
the feasibility of consolidation would not have different answers in
successive years. The principles applicable to 1 year's workload
are applicable to another year's. Provided that workloads are roughly
similar, application of the same principles will produce the same con-
ceptual organization although the numbers of people occupying the

elements of that organization may differ from 1 year to the next.




a. FY 77 workload data were accepted as characteristic of

current and future requirements and activity. Although the opening

of a new hospital at WRAMC was scheduled for FY 78, and although that

act alone would roughly double medical facilities at WRAMC, that increase
was considered in keeping with the character of WRAMC and its similarities
and differences relative to the other installations considered. Across
all installations the FY 77 split between in-house and contract RPMA

was assumed representative.

b. Early FY 78 RPMA organizations were considered to correspond
to the FY 77 workload data and to be the starting point for any move to
consolidation. More recent and pending changes to RPMA organizations
were ignored.

c. No breakthroughs in the technology for performing RPMA tasks
were assumed despite changing attitudes toward energy consumption and
despite the knowledge that new facilities include some novel equipment
that may require new techniques or new schedules.

d. It was assumed that major Army command (MACOM) engineer
sections (apart from the Military District of Washington (MDW)) would
remain unchanged for any consolidation requirements considered. The
assumption is sound for a large MACOM like US Army Training and Doctrine
Command (TRADOC). But, any consolidation involving WRAMC and DMATC

would almost certainly lead to some adjustment to the staffing of their
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parent MACOMs--Health Services Command (HSC) and DMATC. WRAMC and DMATC
account for relatively large fractions of the total RPMA responsibility
of their parent MACOMs.
4. Study Scope.
a. In considering different kinds and degrees of RPMA consolida-
tion, this study addressed the following specific tasks.
(1) Determine the economic advisability of consolidating
RPMA direct labor functions in the NCR.
(2) Determine the economic advisability of consolidating
RPMA overhead (engineering, administration, and management) functions
in the NCR.
(3) Determine the economic advisability of consolidating
RPMA direct and overhead functions within geographic subdivisions cf the
NCR.
(4) Structure a recommended organization of the consolida-
tion of RPMA in the NCR if one or more alternatives is feasible.
b. This study did not consider a non-Army parent for NCR-RPMA;
nor does it include an implementation plan. Therefore, the study does
not:

(1) 1Identify real estate and facilities for the recommended

NCR-RPMA.




(2) Estimate the time required for implementation.
(Experience indicates, however, that implementation would exceed 18
months.)

(3) Include an environmental impact statement.

(4) Address specific requirements associated with obtaining
approval or initiating changes in RPMA funding.

c. The rest of this Main Paper comments briefly on the current
method of operation (CMO) (see Annex B and its appendixes for a more
detailed description), gives a bare sketch of the study procedure (the
procedure and its application are treated fully in Annex C and its
appendixes), and presents a recommended consolidated RPMA organization
and its features (see Appendix C-2 for the development of the recommenda-

tion).

II. CURRENT METHOD OF OPERATION

5. Installations. The nine installations considered in this study

as listed in paragraph 1 span six parent commands. DMATC is the only non-
Army agency considered. The Army MDW does, however, maintain the property
book for DMATC real property assets. Figure 1 shows the locations of the

nine primary installations and the relatively small stations that are

ﬁ satellited on the primary installations for RPMA support. The installa-
!? tions vary in their size and other characteristics. Selected physical
characteristics are summarized in Figure B-1 of Annex B. Annex B gives

i
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a fuller treatment of the CMO, including organization charts of the current

RPMA for e;ch installation.

6. CMO Differences. There are some current differences in the

organizational makeup and conduct of RPMA among the installations. For
instance, the Facility Engineers (FEs) at Fort Belvoir, MDW, DMATC, HDL,
and Arlington Hall receive maintenance and service (M&S) equipment
support from another BASOPS element, while Vint Hill and WRAMC have M&S
equipment organic to their FE organizations. Supply varies similarly.
At the direct labor (pipe twister) level, the differences are a function
of organizational size and installation mission. For instance, size of
workload is the major reason Vint Hill does not have a separate organi-
zational element for entomology; Fort Belvoir does have such an element.
The influence of mission is apparent in WRAMC's requirement for a

hospital support division.

III. STUDY PROCEDURES

7. Reduction of Major Alternatives. Figure 2 traces, in barest

outline, the procedure followed in this study (see Annex C for details).
At the beginning, a nearly infinite number of RPMA alternatives was
imagined. After applying the criteria of feasibility, the study team
quickly reduced these to just six major conceptual alternatives including
the CMO. These six concepts are simply the practical ways shown in

Figure 3 for combining the three most obvious separate approaches for




r

STUDY PROCEDURE

NEAR-INFINITY OF ALTERNATIVES

T T T T T e R P T ™ 0 T g Ty e e

RECOMMENDATION

Figure 2




ALTERNATIVES BY SHOP AND MANAGEMENT CONCEPTS

Management
unctions

Shop
Functions

Retained at

Installation

Retained at

Installation

Alternative 1

Consolidated by

Geographic Area

Alternative 2

Consolidated by

Region

Alternative 5

Geographic Area

Consolidated by

Alternative 3

Alternative &

Consolidated by

Region

Alternative 6

a/ Not practical.

Figure 3




shop and management functions: no change, grouping by area, and group-

ing over the entire region. All six major concepts were then applied
comparably to high resolution for FY 77 conditions. FY 77 alternative
structures were generated in accord with guidelines and rules expressed
in AR 420-1011 and DA Pam 570-551 (FE Staffing Guide).g/ Data provided
by the nine installations for FY 77 provided the starting point for
applying each conceptual alternative. The resulting spaces and annual
costs are shown for each alternative in Figure 4. Alternative 1, the

standardized result for CMO, possesses the most spaces and highest annual

cost.

8. Development. The Alternative 5 concept and its application to
FY 77 conditions were then refined and adjusted from the FE Staffing 3
Guide standard to account hetter for geographic dispersion and the :

multiplicity of customers. The refined concept, immodestly dubbed the

"best of the best," became the study's recommended concept. The refine-
ments to Alternative 5 are detailed in Appendix C-2. (Alternative &
applied to FY 77 is slightly less than Alternative 5 in annual cost; but
the subarea centralization of shop functions seemed more liable to
impairment of installation missions. No effort was made to refine the

Alternative 4 concept and reapply it since the small cost advantage

1/ DA, HQ, AR 420-10, General Provisions, Organizations, Functioms,
and Personnel.

2/ DA, HQ, DA Pam 570-551, Staffing Guide for US Army Garrisonms.

10
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resulted from MDW not being given a separate staff engineering office
under Alternative 4. Alternative 5 would have yielded the lowest annual
costs for FY 77 had both alternatives been given the same staff engineer
approach.)

IV. RECOMMENDED RPMA CONSOLIDATION CONCEPT AND SAMPLE APPLICATION

9. Concept and Application. The recommended concept organization

is as shown in Figure 2 of the Summary. Here, Figure 5 shows the total
organization of RPMA resulting from application of the recommended
concept to FY 77 conditions. Figure 5 includes the staff (not part of
the consolidated organization) who would have provided Civilian Personnel
Office (CPO), Adjutant General (AG), pay and travel, and Management Infor-
mation Systems Office (MISO) support from MDW and who would have occupied
the installations' staff engineer elements.

10. Dominant Considerations. Driving considerations in developing

the recommended RPMA concept were to:

a. Provide capability for equal or better service than under
the CMO.

b. Preserve the installation commanders' prerogatives and
control over RPMA.

c. Economize.

11. Strengths. Main strengths of the recommended concept are:
a. NCR-RPMA responsiveness directly to command and RPMA needs

is assured.

12
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(1) The original total number of nonsupervisory direct

labor spaces is preserved at each installation. RPMA direct labor
functions, except entomology, remain decentralized among the installa-
tions.

(2) Each installation is provided an engineer staff
through which the installation commander can exercise planning and fund-
ing control. Figure 6 shows the relationship of the staff engineer to
the installation command and the consolidated organization.

(3) A station manager is designated for each installation.
Station managers are responsible for the service provided their installa-
tion customers. Station managers are recommended at the same grade as
current FEs.

(4) Engineering, management, and administration for RPMA
execution is centralized.

(5) Installation-unique functions (i.e., hospital support
at WRAMC and Fort Belvoir) remain exactly the same as in current organiza-
tions.

(6) 1Installation production control functions (work reception,
estimating, scheduling, and materials coordination) are decentralized to
each installation with a strong central management backup for support and
coordination.

(7) Dedicated NCR-RPMA procurement, supply, and M&S equip-

ment maintenance are provided.
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(8) Spaces are included to account for the multiplicity of
customers and geographic dispersion--factors not addressed in the
standard staffing guide approach.

b. A revolving fund is recommended as the most appropriate
method of funding the NCR-RPMA because it:

(1) Allows installation commanders to retain control over
the level and application of funds.

(2) 1Is fully compatible with the Army's command management
system and philosophy.

(3) Brings together about 50 NCR-RPMA customers. (The
estimate of customers is based on current Interservice Support Agreements
(ISsAs).)

(4) Gives visibility to all costs and charges for both
NCR-RPMA managers and customers.

(5) Fosters uniform treatment of customers.

c. The recommended concept applied to FY 77 conditions would
have provided significant savings in both spaces and annual cost.

(1) A realizable reduction of 113 spaces is estimated
(7 percent of an original 1,610 RPMA and RPMA-related spaces).éj The
savings are drawn from current FE and other BASOPS staffs.

(2) Largely as a consequence of space reductions, a real-
izable annual savings of $2,030,000 is estimated (6.7 percent of an

original $30,239,000).%

3/ The baseline spaces and annual costs do not include housing
management or fire prevention and protection staffs inasmuch as these were
not even considered for consolidation/centralization.
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(3) Ome-time costs tend to be minimized because only part
of the current structure is centralized.

12. Other Considerations. In addition to identifiable cost savings,

DOD consolidation guidelines refer to economies of scale that can be
realized by consolidating RPMA supply procurement, contracts, and
utilities. The study team briefly searched for potential savings in
this area but found savings unlikely because:

a. The Government Services Administration (GSA) presently
purchases supplies in bulk. Installations utilize the GSA system when
economical.

b. The study team compared unit price contracts for similar
type work. Unit prirces did not vary by total size of contract. Factors
such as overall market demand appear to have greater impact.

c. Point utility connections for utilities are prohibited
because of the wide dispersion of candidate installatioms.

13. Weaknesses. The recommended NCR-RPMA does have some weaknesses.

a. The reduction in other BASOPS spaces tends to reduce the
flexibility of the BASOPS labor pool. Some spaces are lost outright.
Others become dedicated to RPMA within the centralized part of the RPMA
consolidation.

b. Some installation commanders feel threatened with crippling
loss of control. If feeling is believing, consolidation will meet

strong objections. However, as the strengths listed above (and described

o 2 a3




more fully in Appendix C-2) should show, commanders are left with what
should be powerful, sufficient controls even though some of their

accustomed persuasions have been relaxed.

V. INSTALLATION, MACOM, AND DA COMMENTS ON DRAFT REPORT

14. oOther Viewpoints. The studied installations and their parent

MACOMs have taken exception to many of the general and specific points
developed in this study. (The authors of the study sympathize most with
the frequent pleas for hard, projected data. By default, FY 77 data were
collected as the best and hardest available. The study directives allowed
no one the luxury of growing old waiting for harder data to materialize.)
All comments are reproduced exactly as received in Annex E. Annex E also
contains a summary categorization of the comments along with replies by
the study's authors. Some comments are accepted, but many are openly

disputed.

LAST PAGE OF MAIN PAPER
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ANNEX A

STUDY REQUESTS

Memorandum for ASA(I&L), ASN(I&L), and ASAF(I&L), subject:
"Consolidation of Real Property Maintenance Activities
(RPMA) at Military Installations in the Washington, D.C.
Area," 4 April 1977

Memorandum for Engineer Studies Center, subject: '"Consoli-
dation of Real Property Maintenance Activities (RPMA) at
Army Installations in the Washington, D.C. Area," 19 Jan-
uary 1978

Memorandum for the Chief of Engineers, subject: ''Consoli-
dation of Real Property Maintenance Activities (RPMA) at
Military Installations in the Washington, D.C. Area,"

30 November 1977
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ASSISTANT SECRETARY OF DEFENSE
WASHINGTON, D.C. 20301

wrs W

INSTALLATIONS AND tooa'sms

MEMORANDUM FOR Assistant Se"retary of the Army (I&L)
Assistant Secrectary of the Navy (I&L)
Assistant Secretary of the Air Force (I&L)'

SUBJECT: Consolidation of Real Property Maintenance Activities -
(RPMA) at Military Installations in the Washington, D.C.
Area

A continuing objective of Department of Defense (DoD) policy and
guidance is that real property maintenance activities functions at
military installations in a given geographic area will be consolidated
where such action is cost effective and does not result in mission
impairment,

The Survey Report of 2 July 1969 for consolidation of RPMA at
‘gnilitary installations in the Washington, D.C. area was reviewed
jor feasibility of a ''single manager' concept. The ''single manager"
concept does not appear to be attzinable for the total area because

of the size and complexity of the resultant operation. The most cost
effective approach to consolidation of RPMA in this area appears to
be to "consolidate by Service, " :

Accordingly, it is requested that the Washington, 'D.C. area be
studied for ""consolidation by Service' into the following RPMA
organizations:

Army Lead Service Complex: Fort Myer, Arlington, VA;
Arlington Hall Station, Arlington, VA; Fort McNair, Washington, D.C.;
Cameron Station, Alexandria, VA; Walter Reed Army Medical Center,
Washington, D, C.; Defense Mapping Agency, Topographic Center,
Washington, D.C.: and Fort Belvoir, Fort Belvoir, VA,

Navy Lead Servzce Complex: Washington Navy Yard, Washington,
D.C.; Naval Research Laboratory, Washington, D.C,; Naval Obser-
vatory, Washingtor, D.C.; Naval Security Station, Washington, D.C.;
Naval Coramunicat-on Station, Washington, D, C.; National Naval
Medical Center, Baothesda, MD; Naval Ship Research and Development
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Center, Bethesda, MD; Naval Ordnance and Harry Diamond Labora-
tories, White Oak, MD; Marine Corps HQ Battalion, Arlington, VA;
and Marine Corps Barracks, Washington, D, C,

Air Force Lead Service Complex: Andrews Air Force Base, Camp’

. Springs, MD; and Bolling Air Force Base, Washihgton, D.C,

The implementation study should take about six months. Following the
implementation study phase, a report will be forwarded by 7 November
1977 to the ASD(I&L) for determination recommending whether the
single manager organization for that particular complex will be imple-
mented or what other specific consolidation action will be taken. The
impact of consolidation of RPMA functions on other support areas such
as procurement, supply, data automation, and others must be analyzed
and considered in the total benefit/cost ratios to be realized. It is
anticipated that impleruentation of the plan would be accomplished within
a year after approval, Prior to the announcement of any consolidation,
a review will be made by the ASD(I&L). ' i

In the interest of achieving economies and efficiencies, you are requested
to initiate the above actions as quickly as possible. Cooperation among
the Services and this office to insure smooth implementation of this
mutual program effort will be greatly appreciated,

Qv @7zle0

DALE R. BABIONE
Acting Assistant Secretary .of. Defense
(Installations and Logistics)




DEPARTMENT OF THE ARMY
OFFICE OF THE CHIEF OF ENGINEERS
WASHINGTON, D.C. 20314
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armamionorns  DAEN-FEZ-B 19 JAN 1978

MEMORANDUM THRU DEPUTY CHIEF OF ENGINEERS
FOR ENGINWEER STUDIES EENTER

SUBJECT: Consolidztion of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, D. C. Area

1. References:

a. : ASD(I&L) Memo, & April 1977, Consolidation of Real Property Maintenance
Actiyities (RPMA) at Military Installations in the Washingtoa, D.C. Area.

be "Department of Defense (DOD) Cuidelines for Consolidation of Real

Property Maintenance Activities (RPMA) Surveys at Military Irnstallations,"
1 June 1972.

¢s CERL Technical Report C-73, "Consclidation of RPMA at Fayetteville,
N.C., Volume IV: General Procedures for Conducting RPMA Consolidation Studies,"
“Juoe 1977.

d. MDW Study, "MDW Base Realignment Study," 30 Juce 1977,

2, Purpose, To request the Engineer Studies Center (ESC) to conduct 2
comprehensive cost/benefits analysis of the possiblé alternatives for the
proposed consolidation of RPMA functions and responsibilities at specified
Army installations in the Washington, D.C. area, as directed by reference 1 a.
The proposed consolidation alternatives will be compared with the current
method of operation to determine the economic feasibility of consolidation.
Support for this study effort will be provided by the Directcrate of
Facilities Engine=riag and the major commands and installations involved.

3. Backgrouund:

a. . A continiing objective of Department of Defense (POD) policy and
guidance is that ;eal property maintenance activities at military installat.ions
{n a given geogr2phic area will be consolidated where such action is cest
effective and doe: not result in mission impaicrnent. Reference 1 a. directed
the services to study "consolidation by service" for RPMA organizations in
the Washington, T.C. area through the formation of three lead-service complexes.
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DAEN-FEZ-B 19 JAY 1978

SUBJECT: Consolidaticn of Real Property Maintenance Activities (RPMA) |
at Army Installations in the Washingtoa, D. C. Area

The study of the Army Lead Service Complex was included in a broader Army=
directed study of total BASOPS comsolidation in the Washingtom, D.C. area.
This study (reference 1 d.) was done by MDW 2nd resulted .in an Army |
decision that total BASOPS consolidation was not feasible. The study A
did not include a comprehensive cost/benefits analysis for RPMA consolida-
tion and thus did not provide sufficient data to respond to reference 1 a.
Por the Army to satisfy the original OASD request, a new, extensive round
of data collection and analysis and consideration of RPMA comsolidaticn

alternatives is required. 1

b. RPMA consolidations have been studied for 2 number of geograthic
areas. Useful precedents have been publizhed for Northern Oahu, HI;
San Antonio, TX; and Fayetteville, N.C. Although the cost analyses and 1
implementation plans produced for these proposals cut across services,
the questions asked, data collected, and methods applied are relevant to
consideration of an Army Lead Service Ccmplex for the Washington, D.C. area.
In particular, reference 1 c. provides a general template for conducting
RPMA consolidation studies. The method described thereim, complies with
; the DOD guidelines outlined in reference 1 b,

h, 4, Scope: :

a. The requested analysis must entail great breadth and depth. The ﬂ
physical dispersion, variety of functional responsibilities, varying
missions and processes, different supervisory structures, seasonal effects,
and current base FE and FE support areas interface of the installations
specified, demands the accumulation of a vast data base for analysis.
Descriptive data must accurately reflect the commonalties and differences
among installations in order to provide a sound basis for the evaluaticn
of alternatives. Using FY 1977 data, the analysis team is to review the
current methods of operation, determine the levels of workload effort
accomplished, and examine cost data related to accowmplishing real property
maintenance at the specified installations. Consideration must be given
to the space, equipment, and vehicle requirements of current and alterna-
tive RPMA approaches. The team must also analyze the costs and levels of
work effort attributable to RFPMA~related support functions such as
comptroller, cormunications, civilian personmnal, management information
systems, adjutant general/administration, supply, procurement, and
transportation,

b, Study tasks, phasing, and milestones are outlined at Incl 1,
A minimum of two IPRs (week of 20 March and week of 8 May) will be held
during the study period. Other informal meetings will be held as required.

A-5




DAEN-FEZ-B 1:9 JAN 1978

SUBJECT: Consolidation of Rgal_froperty_Haintenance Activities (RPMA)
at Army Installations in the Washiangton, D. C. Area

5. The following major commands and installations will be included in
the study effort:

&+ MDW - Ft Myer, Ft McNair, and Camerom Station

be TRADOC - Ft Belvoir

é. DARCOM - Harry Diamond Labs

d. 'INSCOM - Arlington Hall Station and Vint Hill Farms Station
e, HSC - Walter Reed AMC

f. IMA - Defepse Mapping Agency, Topographic Center
{now Topographic and Hydrographic Center)

6.4 Alternatives:

a, The original OASD Memo (reference 1 a.) defines a single set of
4fnstallations. Two installations have been added to that set. It is
intended that the analysis of consolidation consider different subsets of
those installations. For example, a best possible consolidation may leave
one or more installations uncoansolidated, :

b. It is intended that, even for a fixed set of installations, different
approaches to consolidation be analyzed. For example, from a few tc many
R?MA*functions may be consolidated. Also, what outwardly might appear to be
¢ sihgle approach to consolidation, may involve consideration of a number of
fund.ng alternatives.

‘7« Data requirements and collection:

a. Reference 1 ¢, defines data requirements for a type cost/benefits
analysis .of RPMA consolidation. Subject to minor modification, the
requirements outlined therein are appropriate for this analysis. Copies
of reference 1 c., will be provided to installation POCs.

de 1In general terms, required data will include:

(1) Summary descriptions of installations' facilities, occupants,
and customers,




DAEN-FEZ-B 19 JAN 1978
SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installatioans im the Washington, D. C. Area

(2) Month-by-month characterization of FY 1977 RPMA workloads by RPMA
functions to intlude budgetary cost-data to support-program execution.
FY 1977 is to serve as a baseline year; anything exceptional about FY 1977
and any projected differences should be noted. Datailed data requirements
will include the need to express workloads in terams comsistent with FE
Staffing Guide procedures.

(3) Extent to which RPMA workloads are performed by RPMA staff,
‘troop projects, self-help, and coutracting-out.

> (&) Current RPMA organization., Organizational diagrams, manpower
authorizations, and on-board strengths by skill. (Any changes to TDAs now
in process should be reported with estimate of likely outcome.)

(5) Current space, equipment, and vehicle requirements of RPMA.
(6) Current and projected ISSAs.

(7) RPMA dependence on other installation and off-installation support.
Quantitative expression necessary, but qualitative expression of any unusual
support is better than nothing,.

(8) Special mission considerations.

¢« 7The above data requirements are representative only. In accordance
with the project task schedule at Incl 1, the Engineer Studies Center (ESC)
will develop, not later than 25 January 1978, the specific data requiremeats
to include formats for collecting the data. Given the complexity of the
problem and the likelihood that new issues may be raised, supplementary data
requirements may be issued later. Every effort should be made to keep
supplementary requests to a minimum, The ESC and the FE Directorate staff
will check data for completeness and consistency; if necessary, they will
contact installation POCs directly for clarificaticn, completion, or
correction of data. ESC will perform normal data validation functions,.

de It is in the interest of all installations to provide data that
accurately describe their requirements and activities, Installations will
be encouraged _to provide any additional information -necessary to record
special problems and considerations. Such additional submissions should
be as concise as possible,

8, Facilities Engineering Directorate Support:

a, The Directcrate will task the major com:ands to provide the detailed
data required in the formats developed by ESC,
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DAEN-FEZ-B 19 JAN 1978
SUBJECT: Consolidation of Real Froperty Maintenance Activities (RPMA)
at Army Installations in the Washington, D. C. Area

be Data will be submitted directly to ESC. The Directorate will assist
ESC in checking/editing the submissions and contacting the installations for
clarification, completion, or correction of data,

¢e In order that part of the evaluation of RPMA alternatives may be
based on application of FE Staffing Guide principles, the Directorate will
designate a staffing guide expert to provide assistance to the study team.

d, The Directorate will be responsible for all coordination and staf€ing
of the report. ESC's role is to be limited to technical accomplishment,
incorporation of comments, and assistance in preparing briefings.

9. Points of Contact:

a. Directorate of Facilities Engineering - Mr, Edward T. Watling,
Chief, Resources Management Division (DAEN-FER), phone 693-0523

be Engineer Studies Center (ESC) - Mr. Bruce Dunn, phome 227-2315

¢, HMajor Commands and Installations have been requested to provide a
POC in the grade of 05/GS-13 or above not later than 23 January 1978. An
foitial meeting with POCs will be held at 1000 ‘hours, 25 Januvary 1978, in
Room 1G 041, Forrestal Building, to discuss detailed data collection
requirements. e

FOR THE CHIEF OF ENGINEERS:

i—g . M
1 Incl EDWIN P, GEESEY

as Colonel, Corps of Engineers
Acting Director of Facilities Engineering
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DEPARTMENT OF THE ARMY
OFFICE OF THE ASSISTANT SECRETARY
WASHINGTON, D.C. 20310

8 © nov 977

MEMORANDUM FOR THE CHIEF OF ENGINEERS
ATIN DAEN-FEP

SUBJECT: Consolidation of Real Proper'ty Maintenance Activities (RPMA)
at Military Installations in the Washington, D. C. Area

In accordance with discussions between our respective offices, DAS and 0SD,
it is agreed that materials prepared by MDW in connection with an overall
MDW realigmment study do not satisfy the requirement of the OSD memorandunm
of & April 1977, subject as above. It is understood that your office has
been tasked by DAS to prepare a study report for consolidation of RPMA
activities in MDW by 31 January 1978.

Points which were not covered in the realigmment study but which should be
considered in the RPMA study report are as follows:

1. Address all activities for which Army was assigned lead service
responsibilities by the &4 April 1977 OSD memorandum. For cxample, Walter
Reed Army Medical Center and Defense Mapping Agency were omitted from the
earlier study.

2. Assure that the study comprehensively considers geographic, func-
‘tional and economic factors. The earlier study made only a superficial
analysis of RPMA.

~3. Approach the study in a positive manner which gives equitable
consideration to consclidation possibilities. Experience gained in pre-
vious successful RPMA consolidation actions should be utilized and given |
due consideration in. the final recommendations. 4 |

‘ A copy of the interim reply to ASD(MRA&L) is at+ached. ‘

BY DIRECTION OF THE ASSISTANT SECRETARY OF THE ARMY
(INSTALLATIONS, LOGISTICS AND FINANCIAL MANAGEMFNT):

I
}7("1 ; aul W. son
R

Deputy for Installations and Housing éo\\""cvé
OASA(IL&FM) . A

) S 0
) & o,y &
LAST PAGE OF ANNEX A ‘%QZ o &
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ANNEX E

SUMMARY OF INSTALLATICN, MACOM, AND DA
COMMENTS ON DRAFT REPORT OF MAY 1978




ANNEX E

SUMMARY OF INSTALLATION, MACOM, AND DA
COMMENTS ON DRAFT REPORT OF MAY 1978
This annex categorizes and summarizes installation, MACOM, and DA
comments on the May 1978 draft version of this report. The summarized
comments and the ESC responses are presented in matrix format in
Figure E-1. The original comments as received are reproduced as

Appendix E-1 to this anmex.
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APPENDIX E-1

COMPLETE INSTALLATION, MACOM, AND DA
COMMENTS ON DRAFT REPORT OF MAY 1978

Correspondence to DAEN-FER Page

Letter from US Army Engineer Center, subject:

Consolidation of Real Property Maintenance Activities

(RPMA) at Army Installations in the Washington, DC

Area," 13 June 1978 E-1-3 :

Letter from US Army Training and Doctrine Command,
subject: same, 13 June 1978 E-1-8

1st Tadorsement from Walter Reed Army Medical Center,
subject: same, 13 June 1978 E-1-10

1st Indorsement from US Army Health Services Command,
subject: same, 14 June 1978 E-1-13

Letter from Defense Mapping Agency, Topographic
Center, subject: same, 13 June 1978 E-1-19

Letter from Defense Mapping Agency, subject: same,
15 June 1978 E-1-23

Letter from Harry Diamond Laboratories, subject:
same, 13 June 1978 E-1-35

lst Indorsement from US Army Electronics Research
and Development Command, subject: same, 13 June 1978 E-1-48

1st Indorsement from US Army Materiel Development
and Readiness Command, subject: same, 14 June 1978 E-1-49

letter from US Army Intelligence and Security
ommand, subject: same, 14 June 1978 E-1-50

#tter from US Army Military District of Washington,
oo same, 13 June 1978 E-1-54
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Correspondence to DAEN-FER--Continued

Comment 2 from Comptroller, Army, Operation and
Maintenance, subject: same, 13 June 1978

Comment 2 from Army Staff, Management Directorate,
subject: same, 13 June 1978

Comment 2 from Army Staff, Assistant Chief of
Staff for Intelligence, subject: same, 13 June 1978
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DEPARTMENT OF THE ARMY
HEADQUARTERS. US ARMY ENGINEER CENTER AND FORT BELVOIR
FORT BELVOIR. VIRGINIA 22060 .

G : 13 JUN 1578

SUBJECT: Consolidation of Real Property Maintenamce Activities (RPMA)
at Army Installations in the Washington, D. C. Area

- HQDA (DAEN=-FER)
WASH DC 20314

l. Reference is made to your letter, DAEN-FER-P, 2% May 78, subject as
above,

2. In accordance with paragraph 2, of referenced letter, Fort Belvoir
commuents on the proposed RPMA consolidation are given below.
£

a. General: From an.garly acceptance of the feasibility of RPMA
consnlidation in the NCR (not questioned), the study rapidly moves to a
recommended plan of consolidation with major savings, primarily in man-
power. This appears to be an oversimplification and adequate backup
documentation in the report is lacking, making any detailed review of
the study findings most difficult, Consideration of the time and effort

_ required for travel and coordination of the consolidated elements

appears inadequate., The recommended plan has split traditional DFAE
missions between the command/staff engineer and the consolidated organi=
zation/station manager with little rationale. In other areas, overconsol=
idation appears to have taken places And finally, AIF funding is pro=
posed with incomplete justification provided.

be Savings: The recommendation to consolidate is based almost
entirely on recommended manpower savings. Throughont the study period
these personnel savings have continued to decline, It is felt that
most of these savings are not realizable., For example, the number of
personnel allocated to the Staff Engineer at Fort Belvoir is insufficient.
See Inclosure 1. Other installations can be expected to make the same
claim. Some of the savings in personnel come from BASOPS areas other
than RPMA, While this may be expected, considering workload reduction
and hopeful efficiencies in overhead consolidation, it is felt that all
these savings will not be realizable. The report recognizes the loss
of efficiencies in these remaining BASOPS areas (reference paragraph
l4,a., Section IV), however, .no further discussion of this weakness is
set forth, Consideration of the extensive travel time and coordination

E-1-3




13 JUN 1378

ATZA-FE ; B I
SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, D. C. Area

required is not apparent., An additional real cost which has not been
calculated is travel, including vehicle purchase, maintenance and opera=- *
tion, If the availability of AUV's at ¥>rt Belvoir is typical of MDW,
transportation of the consolidated overhead personnel will be a major
problem, This situation.is not expected to improve, See attached

TRADOC DCSLOG Bulletin #74«4 (Incl 2).

ce Command and control: The recommendation splits normal DFAE
missions and requires excessive interface between the staff engineer
(command/control) and the station manager (execution/support). If it is

determined that consolidation will be effected to include Fort Belvoir, N

‘thén it  should include the normal DFAE functions of Fire Protection,

Housing Management, Master Planning and Real Property, and Environment,
All these areas are closely interrelated in daily operations with the
DFAE mission and are already under the DFAE throughout most of the Army.
They should be under the same chain of command in this consolidation.

d. Overcentralization: 1In some areas overcentralization has been
recommended, As an example, consolidation of entomology direct labor
is not appropriate for Fort Belvoir. There is a current recognized
requirement for 1l entomolegy personnel with daily requirements on post.
Since much of the work is not subject to advanced scheduling, sending
the workforce from some location off the installation would be ineffi=
cient from the standpoint of response time, manpower and transportation.
One area requiring same day response to eliminate down time is spraying
of vacant famjily housing quarters. Other unscheduled, quick response
actions result from calls for control of suspected rabid animals, bee
or wasp problems, and roach infestations. Contract inspection is another
area that should be reviewed, As a minimum, inspectors should be sta=
tioned at Fort Belvoir even if they report to a central office.

-es AIF Punding: The advantages of AIF type funding over OMA are
not clearly delineated, OMA funding with the use of ISSA's provides the
same general advantages and is better understood by those using it.
Experience at Fort Belvoir, where 30 tenant organizations/agencies
operate in this manner, confirms the simplicity of this funding method.

fo. Uniqueness of Fort Belvoir: Fort Belvoir is unique among the
installations studied in several areas., It is the largest installation
in the study. In several important aspects its operation exceeds that
of the three combined MDW installations. An example of this is the
output from engineering services, an element which is proposed to be
consolidated (reference Figure C=l=4), The uniqueness of Fort Belvoir's
need to constantly coordinate the RPMA support of 30 plus tenant activi=
ties. must be carefully studied. This size and complexity of operationms -
warrants special consideration. The current study does not address
these factors in adequate detail or ignores them entirely.

E-1-4
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- ATZA=FE » 13 JUN 1978

SUBJECT: Consolidation of Real Property Maintenance Activities'(RPMA)
at Army Installations in the Washington, D. C.‘ Area

3. The following recommendations are made: -
y .
as Prior to any final decision on implementation, personnel savings
be recalculated using FY 79 projected authorizations with full investi=
gation and detailed listing of realizable BASOPS reductions.

b. PFire Protection, Housing Management (less Housing assignment
policy), Master Planning, Real Property and Environment be included in
"the consolidated missions.

Cce Operations in such areas as entomology and contract inspection
be reviewed and clarified in view of our stated concern of overconsolida=-
tion of mission and location,

de OMA funding be used for the consolidation unless overriding
advantages of AIF funding can be shown,
es Fort Belvoir, because of its size and uniqueness, be excluded
from the proposed consolidation of RPMA activities.
&

/_M%

2 Incl c. We GUTH
as Colonel, GS
Chief of Staff
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FORT BELVOIR /

STAFF ENGINEER PERSONNEL REQUIREMENTS

Staff Engr 1 ;
Budget 5% :
Master Plan 1
Real Prop 2 -
Space Management g !
.Resources Mgmt /Operations Planning. .3 . -.
Clerk Typist 1
RPMA Work inspection & acceptance 2 ’
Utilities Consv, Officer ™ < i

174k

&
.

*Buying services from MDW AIF will double paperwork for each reimbursable

customer.

#**As compared to eight spaces recognized by the study group.
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' 'EXCERPT FROM TRADOC DCSLOG BULLETIN #78-4, DATED 25 APR 78 .

i s 13. [FISCAL YEAR 79 ADMINISTRATIVE USE VEHICLE (AUV) ACQUISITION.

1 Informal coordination with TARCOM indicates that FY 79 AUV procurement
will be severely reduced in certain vehicle types. Specifically, it is
feared that the total US Army buy may be zero sedans, less than 50 pick=
ups, less than 500 carryalls and approximately 300 panel truckse
TRADOC alone has requirements for 502 sedans, 556 pickups, 201 carryalls,
and 139 panel trucks. If the TARCOM information holds true, it is obvious
that TRADOC will receive far less than our requirements. Such a short-

. fall, in conjunction with the reduced procurement already experienced in
FY 77 and 78, requires even more intensive management of AUV assets. The
first step in this process begins with retaining owerage but not over

..mileage vehicles until they attain .the requisite.mileage, ‘When these . ..
vehicles become excess due to receipt of new procmresment, they will be
transferred within TRADOC to meet requirements elsevhere. TRADOC message,
ATLG~TS~-ATM, subject: Disposition of Overage/Over ¥ileage AUV, dated
031546 May 77, covers this situation and the procedures to be followed.
Transportation Motor Pool Customers should be advised e¢f the possible
shortfall in the procurement of new vehicles during FY¥ 79,

£




DEPARTMENT OF THE ARMY
HEADQUARTERS UNITED STATES ARMY TRAINING AND DOCTRINE COMMAND
FORT MONROE, VIRGINIA 2365¢

.

ATEN-RM~IE 13 JUN 1978

SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, DC Area

HQDA (DAEN-FER)

WASH DC 20314

. ¢ . . . ’, . . $ s S . . - . - °
o PRI PG ST S DU DR, S P S D . o AN MR R LA TR 2 . . o -4 -

1. Reference letter, DAEN-FER-P, HQDA, 24 May 1978, subject as above.

2. As requested by reference, comments on subject study report are
submitted herewith.

3. While the report alludes to possible savings in overhead functions

at Fort Belvoir, it does not address the full impact from a cost
effective standpoint. Nor,does the report address the adverse impact

of consolidation on mission accomplishment. The study report starts
with the premise of an early acceptance of the feasibility of the
National Capital Region (NCR)-RPMA consolidation and then moves rapidly
through a recommended plan of consolidation with major savings projected
in manpower. This is an oversimplification, and adeguate backup documen-
tation is lacking in the report making a detail review of study findings

"most difficult.

4. Consideration of time and effort required for travel and coordination
of constituted elements is inadequate. The study report recommends the
split of traditional FE responsibilities between installation commander/
staff engineer and the MDW consolidated organization/station manager with
limited supporting rationale for doing this. After a thorough review of
the study report, it is not feasible to include Fort Belvoir in the
Washington'RPMA consolidation.

5. Review of the installation description on page B-4 and other
pertinent information in the draft report reveals thit staffing and
work load requirements of Fort Belvoir exceed that of MDW's current
organization, which further substantiates the exemption of Fort Belvoir
from the consolidation. In addition, the fragmentatiion of Engineer
functions (i.e., Fire Protection and Family Housing wmot being included
in the consolidation) will further degrade mission arcomplishment and
supervision of these important functions.

.

-
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ATEN-RM-1IE / .13 JUN 1978

SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, DC Area

,6. The study report recommends using the Army Industrial Fund (AIF)
as the appropriate method of funding the NCR-RPMA consolidation with
inadequate justification for doing this. AIF funding is questionable.
It is not compatible with the Army's present industrial funding
philosophy; e.g., industrial funding is appropriate where an item is
produced or replaced for a customer and all costs associated with that -
item are eventually passed on to the customer. RPMA does not involve
an item; it is a service.

7. A question arises as to why a major Army installation, like Fort
Meade, was not included in this study? Its proximity to the various
installations in the NCR-RPMA Study is approximately the same as Fort
Belvoir.

8. It is recommended that Fort Belvoir be exempted from this consoli-
dation, and another look be taken at using the Army Industrial Fund
as a method for funding NCR-REMA.

FOR THE COMMANDER: gz

B e
- ) Y

T

i

¢ CLAUDE" ' ROBERTS iy e
Colonel, CE
Engineer




HSWS-E (24 May 78) lst Ind | 13 JUN 1978
SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
: at Army Installations in the Washington, D.C. Area .

DA, HQ, Halter Reed Army Medical Centet, Washington, D.C. 20912
TO: HQDA (DAEN-FER), Washington, D.C. 20314

1. In addition to a review of the proposed report on Army and DMATC
RPMA Consolidated Report dated May 78, information furnished at the
briefings at the Forrestal building on 6 Jun 78 and at Walter Reed Army
Medical Center on 8 Jun 78 were considered.

2. The Study savings in personnel spaces is grossly overstated and
additional costs, that will accrue have been either ignored or understated.

a. The WRAMC Staff Engineer Office would have to be staffed at a
minimum of ten people (versus the five shown) to be able to perform the
duties left at WRAMC. Other duties not enumerated would be engineering
guidance and coordination of Family Housing and tenant organizations as
for example, the Armed Forces Institute of Pathology and the Walter Reed
Army Institute of Research. These are unique organizations with truly
unique facilities problems. ”It should be noted that WRAMC presently has
four spaces totally involved in Master Planning alone. Neither this
Command or any other Cormand can afford to underman this critical area
of future development. Other commands will certainly find their recom-
mended allocation for staff/engineering insufficient.

b. The utilization of the 1977 engineer manpower authorization of
333 spaces in the study creates some apprehension as to the quantity and
quality of engineer support that will be realized for the new medical
facility. WRAMC is presently expanding and occupying a medical facility
that effectively doubles the occupied area of this installation. Recog-
nized spaces have increased to 376 with probable future increases as
necessary. The Hospital Support Division is manned for simple operations
and minor maintenance only. The impact of not recognizing the close
support necessary from other Facilities Engineers would be devastating.

c. The saving of BASOPS manpower spaces by removal of the DFAE from
WRAMC assignment is extremely suspect. Rather than am economy of ten
(10) manpower authorizations, as proposed in the study, it has been
determined that only three positions can be identified as totally or
primarily dedicated to facility engineer support. For example, in the
CPO area, the Facilities Engineer support is spread across seven
functional areas with supporting personnel assigned other activities
as well as Facilities Engineer, yet, each supporting personnel special-
ist spends less than 507% in Facilities Engineer Support. The resultant
is no CPO space savings. Analogies exist in P&C and Resources Management.

E-1-10




HSWS-E J 13 Jun 1978,

SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
e at Army Installetions in the Washington, D.C. Area

3. Since the actual relocation of personnel to specific installations
was not part of the study, it is difficult to perceive how, of if, this
additional cost was identified. In addition, although manpower adjustment
was made for travel time, no costs were identified for additional vehicles
needed as well as operating and maintenance costs of these vehicles.

4. The statement was repeatedly made that the consolidation of RPMA
concept works. The San Anto#io Consolidation was used as an example.

A fast query developed the fact that the consolidation has not yet been
implemented and that potential users are apprehensive of the quality

and responsiveness of the services to be rendered. Based on the study,

the net savings to WRAMC would be about $200,000; however, WRAMC calculates
savings of only $60,000 assuming that the same RPMA services are provided
at no additional cost. Further, it has developed that cost to the users
"will be significantly increased under the AIF concept (as much as 25%
overhead charge).

5. The failure of the study to recognize the life and death implications
in the WRAMC mission of tertiary medical care is frightening. Absolute
assurance of prompt emergency engineering reaction under the direct control
of the Commander, WRAMC, is a non-negotiable requirement. Implementation
of the split Facilities Engineering responsibility as envisioned by the
study will critically involve delays as jurisdictional disputes arise and
will require negotiations between MDW and WRAMC.

6. Consclidation is usually undertaken to maximize economy while decen-
tralization is used to maximize efficiency. If this action is taken based
upon the incomplete study, it would appear that we lose both, i.e., give

up efficiency for no demonstrable economy. The marginal estimated savings
in personnel and dollars coupled with the decrease in responsiveness to

the needs of the installation commander do not appear to warrant any further
consideration of this proposal.

7. It is recommended that the review and decision on the project plan
be held in abeyance until:

. a. A realistic personnel savings can be identified based upon
FY 79 projected spaces. .

E-1-11
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SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, D.C. Area

b. A cbmplete costing of the proposéd changes be made including
relocation charges as well -as equipment and transportation charges.

¢. Data can be obtaihéd and considered on cost and customer satis-
faction for the San Antonio Consolidation.

GEORGE /. BAKER, MD

Major General, MC
Commanding

E-1-12




HSLO-F (24 May 78) 1lst Ind
SUBJECT: Consolidation of Real Property Maintenance Activities
' (RPMA) at Army Installations in Washington, DC Area )

DA, HQ, US Army Health Services Command, Fort Sam Houston, TX
78234 14 Juw 1978

TO: HQDA(DAEN-FER-P) WASH DC 20314
1. Non concur.

2. Headquarters, US Army Health Services Command supports the
position taken by MG Baker, Walter Reed Army Medical Center
Commanding General, in his 24 March 1978 letter concerning
consolidation of RPMA at army installations in the Washington,
DC, area (Incl 2). His position is that the most desirable
RPMA configuration for WRAMC is the existing one and given a
choice as to various arrangements, the status quo remains his
first choice. The medical mission at WRAMC is one of medical
research, medical education and tertiary medical care activities,
and the mission demands great responsiveness from the installa-
tion DFAE. Any alternative other than thé status quo reduces
the Commander's control‘of DFAE personnel and a corresponding
decrease in DFAE responsiveness.

3. Additional comments from review of the draft report follow:
a. TFinancial Management:

. (1) - Tenant Viewpoint: The US Army Engineer Studies Center
(ESC) study does not include a financial trail to accommodate
the consolidation, and therefore it will lead to inequities in
resource distribution. The Industrial Funding concept provides
for full cost reimbursement to the Servicing Activity by its
customers. The current tenant/host relationships provide that
the host furnishes BASOPS support to the tenant where both are
funded by OMA except for certain mission unique requirements.
Under the proposal of Industrial Funding, tenants on a post will
be paying more for mission unique requirements as the servicing
RPMA distributes their overhead costs per project order, etc.
No provisidén has been made to accommodate these increased costs
to a tenant as a result of this proposed reorganization.
Example: HSC, BAMC and AHS must now pay a 25 percent overhead
charge based on the design and construction estimate of
medical unique projects undertaken by the San Antonio RPMA.
This 25 percent overhead charge is being absorbed by these

E-1-13
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HSLO-F (24 May 78) 1st Ind '

i

SUBJECT: Consolidation of Real Property Maintenance Activities

(RPMA) at Army Installations in Washington, DC Area

tenants as no provisions were made to resolve this financial
inequity during the reorganization planning. Tenants financed
by different command channels, from the host installation, are
thus financially penalized by the reorganization. Either the
proposed '"savings' are overstated or the host installation has
gained in this reorganization by not having to provide the
tenant with services the RPMA is now responsible for (or did
not fully transfer all resources to savings or RPMA). As long
as this financial inequity exists, tenants will resist such
consolidations.

(2) Installation Viewpoint: The ESC study does not in-
clude a financial trail to accummodate the consolidation, and
therefore it could lead to inequities in resource distribution.
A cost analysis should be performed as to what WRAMC is paying
now for real property maintenance and what it would cost under
the reorganized Industrial Funding rules and regulations. Is a
flat overhead rate by the RPMA appropriate or would it cost
WRAMC more or less funds. A flat overhead rate may or may not
be an appropriate method of cost distribution. The dollar
impact (+ or -) must be assessed in order to prepare command
responses or command budgets. This same cost analysis would
have to be made at Fitzsimons Army Medical Center and Fort
Detrick in the future if they become involved in RPMA study.

(3) The basic theoretical premise of the study is that
savings will occur when similar functions are organizationally
centralized. In organizational concepts, centralization is to
maximize economy while decentralization maximizes efficiency,
and there is a trade-off when changing from one organizational
structure to another or gradations between the two extremes.

A key point in the managcment-decision process is to determine
which functions operate best under centralization, decentrali-
zaton or gradations in between. There is a cost involved in
sacrificing effectiveness to economy which is rarely quantified
and considered a trade-off in consolidation studies.

b. The study did not address how projects from one instal-
lation will be prioritized against another installation's pro-
jects. This might affect the responsiveness to WRAMC medical
mission.

c. The study did not address which MACOM will validate
BMAR and have responsibility for fund control in reducing
BMAR projects.

E-1-14
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HSLO-F (24 May 78) 1st Ind :

SUBJECT: Consolidation of Real Property Maintenance Activities

(RPMA) at Army Installations in Washington, DC Area

d. The study did not address the Integrated Facilities .
System.

e. The study did not mention where the actual location
of the "centralized mnagement office" would be.

f. The removal of personnel and functions (but not the
responsibility) from the direct control of the Facilities
Engineer will eventually lead to a downgrading of the position
for the Military Director and his Civilian Deputy. Lower
graded personnel generally means less qualified and experienced
staff representation and an inability to deal effectively with
higher graded staff counterparts.

The study proposes 12 personnel (one supervisor and
11 others) to accomplish the procurement function for the
NCR-RPMA consolidation. This number is considered completely
inadequate to provide quality support to all customers on a
timely basis. It would be necessary to staff a complete
Procurement Office with -attendant record keeping, reports and
functions required of such an office. An understaffed office
will degrade the responsiveness essential to effective hospital
administration.

h. The study provides that Family Housing and Fire Pro-
tection remain the responsibility of each installation.
Therefore, WRAMC must retain expertise in the procurement of
repair, maintenance and alteration of Family Housing, including
BOQ. This involves some of the same personnel who accomplish
procurement of similar services for the DFAE, since no
distinction is made procurement-wise between the two customers.

//ﬂ@m@
J

FOR THE COMMANDER:

1 Incl . W. RANSONE

wd Incl 1 . Colonel, MC

Added 1 incl Acting Chief of Staff
2, as

CF: wo/incl

Cdr, WRAMC, ATTN; HSWS-E
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g2  DEPARTMENT OF THE ARMY

AN R _ OFFICE OF THE CHIEF OF CNGINEERS .
,"f e = WASHINGTON, D.C. 20314
3 $-13 Jun 78
DAEN-FER-P v ; ' 24 May 1978

SUBJECT: Consolidation of Real Properﬁy Maintenance Activities (RPMA) at « 1
Army Installations in the Washington, D. C. Area

SEE DISTRIBUTION

1. This letter transmits the draft report "Army and DMATC RPMA Consoli-
~dation in the National Capital Region" to you for comments.

.40 Request your,cannents be forwarded to DAEN-FER NLT 13 June 1978.

3. You are invited to a bf?efing on the Subjeﬁt by personnel from the :
Army Engineer Studies Center to be held at 1000 on 6 June 1978, Rm 6-A-092,
Forrestal Building, 1000 Independence Avenue, S.¥., Washington, D, C.

s

FOR THE CHIEF OF ENGINEERS: e
v : 4 |
/ dgézgzbhu‘tflc.‘:h)‘%jz;éz‘7? : 4
1 Incl’ _ EDWARD T. WATLING -
as : : Chief, Resources Manageiient Division

Directorate of Facilities Engineering

DISTRIBUTION: ; _ . |
CDRUSATRADOC, ATTN: ATEN-RM-IE ’ R . o |
CDRUSADA RPOu, ATTN: DRCIS-E : ; |
CORUSANDY, ATTh ANEN
CDRINJVOH, ATTN: IALOG“IF
CORDMA, ATTN: FE

~LCORUSAHSE, ATTH: HSLO-F

¢ (w/incl) -
COR It beihair, ATTH: ANER-1C
CDR Ft HMyer, ATTH: ANEN-MY
COR Comeron Station, ATTN: ANER-CS
COR Ft Belvoir, ATTN: ATZA-FE '
COR Arlington hHall Staticn, ATTH: IAG-FE
COR Walter Roed AMC, ATTN: HSMS-E
COR Harry Diamond Labs, ATTH: [ELHD-FA .
CCR DIATC, ATTH: Facilities an‘neer1ng
COR z*~rno\oﬁ ATTi: DRDEL-CS
CDR Vint Hill Farms, ATTH: IAV-FE S«
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JOJECT: -Review of RPMA Consclidation Alternatives / L R S
’ 2 % ‘ ) d
¥ v i 2 .". 2 @
Engineer Study Center . - : -;-'“ il ST R :

-4 6500 Brooks Lane KSR syt g S B o R i
WASH DC 20315 SRR SN ‘ :

"1 References: el o % h
- a. Study "Purpose of IPR" Engincer Study Center'(Escl, undated.’
b. Wiring diagrams, ESC, undated. k :

©. Questionnaire, ESC, undated.

2. In accordance with the oral requast of the ESC Study Group on the Consoli-
dation of Real Properiy Maintenance Activities (RPMA) during the meeting of
16 March 1978 at the Forrestal Bui]ding. the following informationis Turnished.

2400 OJNY OSH

3. Although realizing that cost effective use of resources in the washwngton,
D.C. region is a valid concept, there is insufficient information available to
me to m2ke a viable study. Therefore, this letter will basicaliy address the

1npact of the alternatives on Walter Reed Army Medical Center (WRAC).

.4. The Walter Reed Army Medical Center (WRAMC) is, primarily, an installation

- which is devoted to medical research, medical education, and tertiary medical
care activities. Consequently, RPMA services for WRAMC must be extremely well
plennad, managed, and executed. It 1s particularrly important that these services
be rendered with great respon;1veness often to correct 1ife/health-threatening

" situations (1nvo.v1ng large patient and experimental animal populations) or to
. remedy conditions which jeopardize on-going taachlng and research programs. A
considerable portion of the RPMA workload consists of highly specialized
mintenance, construction, modification and alteration services, the timely
STovision of which is critical to MWRAMC's mission effectiveness. Therefore,
fu assure provisibn of highest quality RPMA services in a timely manner, it
S imverative that.the WRAMC Conmander retain control over the manpoier, equ1p-
ment and dollar resources vequired for RPMA planning, management, engineering,
and cxecut’on. : s* dos Q002

§. The desired alterr: yRaANE s 217 Alternatlve #2 is the next bes*
'3 18 cur (hird choice. Alternatives 4, #5, #6 and #7 are adbsolutely un-
. acceptadle to WRAMC. . -

' e 29.3.4
7)‘2.- o L 0 4 e o

P AP BoLL e i

E-1-17




-

£ B . i
(</CT Review of RPHA Consolidaton Alternatives 24 MAR W75,

.The reasons for lacing #1, £2 and #£3 in the decending order of preferepce
is due to ‘the degrce of dilution of our mission of supporting the medical center.
_ The Facilities Engineering operations focus on the primary mission of HRAHC, which
{s patient care. Over the years, the enginesring operations and organ1zat10n have
been thoroughly studied and tailored:to carry out this mission. Foremost in the
. minds of the engineers is providing the necessary, and often critical, environment
for medical care, teaching and researth. Support to the Harry Diamond Laboratcries
and to the D=fense Mapping Agency Topographic Center would have to be viewed as

secondary in’ importance. This could result in customer dissatisfaction.

- 3
7. Alternatives #&, #5, #6 and #7 are unfeasible at thHis installation. Main
- obiaction is that the WRAMC Commiander would not have igmediate contrel and re-
sponse of the engineers. The very nature of the mission of WRAMC requires immediz<e
reaction to the needs of patient care, medical research and health care education.
8. Because of widespread installations and traffic problems, area or regional
shops appear to be inefficient. Travel time would significantly decrease the.
amount of work hours available to these shops and could decrease their effort
by 25%. WRANMC is amedical facility with the lives of service members and their
dependents at stake. WRAMC must furnish the best facilities and care available
to these patients. The medical staff must have immediate engine er. respence e
capabllwty 1n acLual ma.ntenance and fac111t1es planning. There is already 2
g"\u. i delay (ur gesign and cpp(uvalb for minur construction of uver 375,000.
a- is my contention that the delay would be increased for all projects and vould
be exiended to minor construction under $75,000.° Further, it is HRAMC's conten-
tion that as a Medical Major Command it would not be a proper function to commznd
‘& Regional Facilities Engineer Organization. Conversely, because of the life
eénd death implications of our mission, HWRAMC is unwilling to be satellited on
ancther Regional Installation or Command with the resulting layers of bureaucracy.
As the number of alternatives bacome higher they become more objectionable since
as the shops become more and ijy're centralized, the Commander's control of the
DFAE personnel is progressiveiy reduced. There can be no doubt that in that tyce
aonrga;ELation the necessary sonse vfrargcrcy, often instilled by the operating
Commander, is lost. There are presently 12 major construction projects of
$54,000,000 plarned at WRAMC during the next five years. Based on experience
obtavned from construction of the New Medical Treatment Facility, there can be
- no doubt in my mind that a professional engineering inspection capability must
be immediately available and responsible to the Commander if quality facilities
are to be received. As previously stated, I desire that the present arrengement

" be maintained. : : : e

b GEORGE BAkER MD

3
"* #ajor General, MC
_.Coymanding
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. DEFENSE MAPPING AGENCY
TOPOGRAPHIC CENTER .
WASHINGTON, D.C. 20315

L o . e
DMATC-FEO (28000) o184

SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, D. C. Area

T0: Chief of Engineers
Department of the Army
ATTN: DAEN-FER
Washington, D. C. 20305

1. Reference DAEN-FER-P letter, 24 May 1978, subject as above.

2. As the draft study was developed, this Headquarters believes that
certain information about the Defense Mapping Agency Topographic
Center (DMATC) was not considered or properly interpreted. As you are
aware, DMATC is a unique organization, and except within this Agency,
there is no comparable organization within the Department of Defeuse.
This uniqueness is reflected in the requirements for facility
engineering support and the interface between the facility engineer
and the other elements of the Center. DMATC agrees with the stated
contention, "The first concern in constructing a cost effective recom-
mendation was tc preserve performance (effectiveness) at reduced cost.
Our concerns along these lines relative to draft report "Army and
DMATC RPMA Consolidation in the National Capital Region" are

serious and pervasive.

3. The prime area of concern is the requirement for special

billets tn permit engineering personnel access to highly classified
operational facilities. Because of stringent security requirements,
most of the DMATC facilities have contrclled access throughout, with
considerable space requiring special security clearances. The
competition for the limited number of special compartment billets is
such that the probability of a consolidated engineering center obtaining
more billets than now exist within the DMATC facility engineer is very
poor. One of the purported advantages of a consolidated facility
engineer organization is the ability to fully utilize engineers in

the variou§ disciplines and an improved inspection of contracts by
specialization of inspectors. Currently, the same small staff of
engineers and engineer technicians does the programming, desiguning
and inspection at DMATC. DMA does not believe that additional special
access billets would be available to permit specialization. Hence,

a small cadre of engineers would, by necessity, have to do the same
functions now accomplished without either manpower savings or increased
use of specialized staff. Will the construction inspection staff be
increased with inspectors, with SAA clearance and inspectors with the
required intimate knowledge of the various buildings which if not
present will reflect on response time and effectiveness? 1In the
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. SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, D. C. Area

151,000 square feet of SAA space, 70,000 square feet has been modified ,
with special environmental controls. =

4.- The total number of persons, 132, proposed to be assigned to DMATC
in the consolidated RPMA organization would probably prove to be totally
inadequate. In the present DMATC organization, the Facilities Engineering
Office (FEO) is authorized 137 employees (128 FTP and 9 TPT). In
addition, however, it is quite normal for FEO to have employed 20 or
more temporary employees on over-strength authorization, made possible
by the recruiting lag in obtaining technical personnel for the production
elements of the Center. In addition, FEO typically employs 20 to 25
stay-in-school (SIS) students for 16 hours each week during the winter
months and an equal number of summer student aids full time during the
summer months. Most of the stay-in-school students or summer aids
are utilized in custodial and grounds-keeping functions. Unless we can
be given some assurance that the new consolidated RPMA organization will
be equally generous in providing over-strength authorizations and part
time or full time student assistant help, the proposed complement of
132 simply will not be able to accomplish the required facilities main-
tenance work. 7 ;

g e
5. We are unable to determine how the determination that 3 full time
people in the Personnel Office could be eliminated if 132 employees (FEO)
were detached and became a part of the consolidated RPMA organization.
The proposed ratio of Personnel Office employees to total personnel
served in the HIC Center is approximately 1 to 72. Based on this ratio,
132 employees engaged in facilities mainienance work would require
less than two full man years of support from the Personnel Office.

6. The technical support function has been erroneously put under
Buildings & Crounds Division in the installation activities chart of
alternative 5, figure C-2-11. 1Its proper position should be under the
Utilities Division.

7. Under this proposed consolidation, how could support be provided for
the exhibit unit for this Agency which is not an RPMA function?

8. The-most important defect in the study is the lack of logic or =
rationale concerning the projected savings. For example:

a. There is no superior aspect of the proposed organization that
will provide ‘savings compared to present operations. The savings claimed
- geem to be derived from adjustments to work staffing standards and
reductions in the support:staff (personnel, comptroller, etc., work-
load supporting facilities engineering). The rationale supporting the
claimed savings is not fully addressed in the study; it appears that
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SUBJECT: Consolidation of Real Property Maintenance Activities (R?HA)
at Army Installations in the Washington, D. C. Area

the savings are not the product of consolidation, but rather, an out-
growth of an assumption that less support will be required through . -
consolidation. o

b. It appears that more analysis is required before any determina-
tion as to cost effectiveness can be made.

¢. Savings claimed in the Comptroller's Office may not exist due
to the continued need for interface with the industrial fund, major-
equipment procurement, and installation resource allocation.

d. There seems to be an assumption that current levels of support
to facilities engineering will not be required under consolidation. For
example, those DMATC resources applied to personnel serviciag of
facilities engineering are claimed as a saving. Yet, the same personnel
servicing functions would still be required in the consolidated
organization. Consequently, the same level of resources would have
to be allocated to these functions. The point is that there would be
a reallocation of support resources from DMATC to the consolidated.
organization, but not necessarily an overall reduction in those

resources. ¥

e. The consolidation may bring some savings in the areas of’

- procurement and supply. However, as the study states, there are’

standards applicable in these areas; and to expect dramatic improvemeats
over the standards is not realistic. Most of the current organizatioms
have sufficient volume of minor equipment, supplies, and materials.to
maintain reasonable efficiency. Current systems at DMATC such as use
of the Air Force Stock Fund and maximum utilization of government
supply sources do not leave substantial room for improvement.

f. Each of the Components considered in the comsolidation has
unique requirements such as specialized hospital equipment and envirom-
ment at Walter Reed Army Hospital and specialized mapping equipment,
environment, and security at DMATC. This diversity of requirements may
substantially diminish savings and hamper services in the elements
being supported. ‘

9. It is.recommended that the study be redone, utilizing hard data on
all elements, addressing the claimed savings in detail and specifically
identifying all assumptions that lead to these savings, and analyzing
the consolidated organizations' ability to maintain the present level
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of services to the unique and vital installations involved. It

.should be pointed out that a more complete analysis may require some

expansion in the set of feaaible alternatives.

R. &Sl

JOHN R. LUND
Colonel, USA
Director
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BUILDING 86. U.S. NAVAL OBSERVATORY
WASHINGTON, D.C. 20308

15 Juy 978

SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
» at Army Installations in the Washington, D.C. Area

TO: Chief of Engineers
Department of the Army
Washington, D.C. 20314

1. References are listed in Enclosure 1.
2. This letter is in response to reference f.

3. By reference a. and reiterated in references b. and c., this Agency
advised the Eagineer Studies Center (ESC) of some major concerns on the
feasibility of the DMA Topographic Center RPMA function being included

in a consolidated RPMA activity. At a meeting with ESC (reference d.)

we were assured that our concerns would be addressed in the study.
Unfortunately, neither the draft study nor the briefing on the study
(reference g.) addressed any of our concerns. The tenor of the study

was expressed at the briefing to this Agency when the briefer stated

that the feasidility of the consolidation required no study so, therefore,
ESC went well beyond the basic guidance.

4. As we pointed out earlier in the letters to ESC, reviews of the impact
on security, laborer work force, engineer scheduling and programming and
visibility of the work force must be addressed. The fact that studies have
been completed elsewhere does not by definition make it applicable to the
National Capital Region (NCR). :

S. The study group used work standards to develop the manning for all
elements except the shops. Because of the small size of several of the
installations, we believe this approach is very dangerous. There is a
strong tendency in a small close-knit organization to get the job done

and for expediency charge many things to service orders rather than
individual work orders, thus making much of the historical data suspect.
The study reflects a savings of 94 FE spaces out of 323 nonshop spaces

or mearly a 30 percent savings. Other than referencing a standard there

is no rationale on how these savings can be realized. If the historical
data are suspact, as we believe these are, then the results of applying
the standards are also suspect. DMA has recognized that we have a shortage
in both the skop and nonshop work force and cannot believe that other
stations are enough overstrength that 94 spaces can be saved. - 3
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6. Within the support area, we believe there are some gross errors.
The proposal to establish a second acquisition office within MDW is
completely out of phase with the study. How is it possible to
Justify big savings by consolidating RPMA functions and also big
savings (froz 30.5 man~years to 12 man-years) by further fragmenting
the acquisition function by adding a new acquisition element to the
NCR. The assuzption that there would be tremendous reductions in
procurement actions also goes in the face of current programs to
support small business. The assumption that incoming supplies will
‘be in large quantities is probably sound, however, consolidation
will not reduce the total number of work orders. The supplies used
on each work order will still require accountability. It should
also be noted that the Facilities Engineer may receive the supplies
‘ ! in his warehouse but the requisitions are handled through base
supply. There is, therefore, a workload impact within che support-
ing supply activity. This Agency also questions the assumption
that all facilities are subsets of Fort Belvoir. For example, the
DMATC photo la5s and production space are not similar to any space
elsewhere within the NCR.

7. We also believe that the Study Group misinterpreted the data
supplied in suzcport of the Work Ccordinating Division at DMATC.

This division currently has a staff of six. In the proposed consolida-
tion this staif is reduced to two with backup from the Consolidated
RPMA Headquarters. However, that Headquarters only has thirteen in
this total arez and only three in the estimating section. We are

, encountering cczsiderable difficulty in doing the work with six and

l - in fact, we auz-ented this force with personnel from our Component

in St. Louis curing the early work on the DMA consolidation of pro-
duction functiczs. In addition, we have extended from 16 to 24 hours
the time licitztion on service orders due to our inability to keep

up with estizstes of individual orders. To do the job with less than
a staff of six is, we believe, impossible.

8. All manpower numbers used for DMATC are incorrect. The total

Full Time Per—azent (FTP) billets assigned to the DMATC Facilities
Engineer is 127, not 157, as shown in the study. In addition, the
study does not racognize the many overtime hours used within the
function, the Texmporary Part Time (TPT) employees, the temporary over=-
strengths, the 20 to 25 Stay-in-School(SIS) students for 16 hours,
each week, during the winter months or an equal number of summer aids
that are emploved full time, during the summer months.

9. For a consoclidation of this magnitude and complexity, we feel
that a more cc=prehensive cost/benefit analysis should be included.
The analysis should clearly indicate underlying assumptions, invest-
ment and recurring costs and be presented so that the cost saving,
between the present and proposed operations, can be clearly seen and
tracked. In this respect, we recommend using the guidelines provided
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in DoD Iastruction 7041.3, "Economic Analysis and Program Evaluation
for Resource Management,” in providing an acceptable and recognizable
cost/benefit analysis.

10. The allocation of one authorization to the EEQ function appears

to be.unrealistic. There will be a large percentage of minorities,

at the lower end of the pay scale, represented in the proposed work
force. Historically, a major portion of our EEO workload has been
devoted to this group. Based on our experience, we feel that a minimum
of three spaces would be required to effectively carry out this functionm.

11. We recognize the desire to provide the study to OASD(MRASL), at

an early date. However, the proposal to forward the study with only

comments froa users on the draft i1s incomplete staff work and denies

us an opportunity to comment on the final study. This approach would
require OASD(MRASL) to review the draft, the final study and the com-
ments provided to the draft, to determine what comments were accepted
or rejected. The Final Study should be coordinated prior to release

to OASD(MRASL).

12, In suw—ary, DMA does not concur in the conclusion that consolida~
tion is feasible. The accomplishment of the study in such a short
time period is admirable, but reducing the study time so that it
preempts adesquate analysis and staffing is unacceptable. This Agency’
believes that the draft study is incomplete, iruccurate and should
not be used as a basis for making a decision on consolidating the
RPMA functions in the National Capital Region.

it
5 Enclosures R. mﬁgg

1. List of References Rear Admiral, USN
2. BRefereace a. Deputy Director
3. Referenca2 b.

4. Reference c.

S. Reference e.

ce:
DASD(1&H)
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RETYPED/D?-56/27 Feb 78/hmw
FE Mr. Allen.D?-56/22 Feb 78/dha 5
SUBJECT: Cousolidation of Real Property :»lain:enancé Activities (RP?MA)

at Army Installations ;n the Washiagton, D. C. area

70: Chief of Fngineers
‘Department of the Army
ATTMN: Engineer Studies Group
Vasaiagton, D. C. 20305

1. As the sudblect study‘is developed, this Headquarters believes that
certain inforzation about the Defease Mapping Agzency Topographic Center
(DMATC) should ba considered. As you are aware, TiATC is a unique -
organization, and excepl within thig Agency, there is no comparable organ-
ization within the Department of Defense. This uniqueness ia reflected
in the requirezents for facility engineeringz support and the interface
between the facility engiuwer and tue othar elavents of tha Centar.

2. The prize area of concern is the requirement for smecial billets to
peralt engineering persoanel access to highly classified-operational
facilities. GZccause of strinzent security requirements, most of the

DMATC facilities have controlled acéess throughout, with considerable

space requiri=gz special security clearances. The competitioa for the
linited nu=>er of special compartment billets is such that the probability
¢f a consoliiacad engineering ceater obtaining moras billets thaa now exist
wictala the DUATT facility enziceer is very poor. Oae of the purported
advantajzes of a consolidated facility engineer organization is the ability
to fully utiiize eagineers in the various disciplines and an improved
inspaction ol contracts by specialization of inspectors. Currently, the
same small staif of engineers and engineer technicians do2s tie programmiag,
deaigaing aad laspection at DMATC. DMA does not balieve that additional
special acces3 billets would be available to parmit specialization. Ilonce,
a small cadr: of engineers would, by necessity, have to do the same fuactions
now accoxplisned without either manpower savings or increased use of
speclalized staff. Since the one supervisor in the Eagineering Division,
the divisfoz rasponsible for planning, designing and inspection, is truly

a working supervisor, there are no savings identifiable in the nmapagemeat
.area which could be. realized from consolidation.

3. Another area of concera to DMA is the interface between the production
equipment maintenance work force and the facility engineer. There is very
linited nmanning in both of these functional areas. Therefora, there have
been many occasions where the actual work accorplished has crossed functional
lines. If ttese craftsmen are working for differant organizations, the
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functional lines will have to be clearly drawn. Since the dividing line

18 not clecar, any attemot to truly define it will uadoubtedly have an inpact
on working relationships. In this same functional area, the facilitias
enginear providaa the production equinment maintenance with considerable
machine shop support. If the facility enzineer reports to a differeat
organization, the loyalty to DMATC will undoubtedly drop as will the
willingness to provide support. This is just one of the intangible

loases envisioned from comnsolidationm.

4. Still azxotier uniqueneas of organizatioa at D'ATC iz the fact that the
comnon laborer pool 13 in' facilities. lMuch of their effort is in support
of logistics and the production elements. Ws believe it is loglcal to
"place tihils labor force in facilities, as these ars the employees who cut .
grass or shovel snow. As a separata organization, this interface would

be difficult, if not impossible. A reorganization of this labor force g
.dividing it betwean the facilities engineer and DMATC would be essential,

and I believe taere would be a substantial loss in effectiveness.

5. It should be noted that DIATC is operating under the Air Force

supply systea and will be under the Air Force autcmated procurement system
on 1 May., 1If the facility engiaear is operatingz under tha Army system and
the remainder of the 2inataliation cperating under the Alr Porta systan, thera
are bound to be problems whera the facilities engineaer and production equip-
nent maiate:ance interface.

6. The Defensa llapping Agency also operates uadar a vnique cost accounting 1
system thar is focusad on the =~ission of DMA and respvondinz to requirements 2 :
-of DoD. Altiocugh the facilities engineer could certainly onerate oa a

different syst>a from the rest of the imstallatioa, undoubtedl?, soma of

the infornatica that should be analyzed in total could be analyzed only ia

pieces uacder two differeat cost account systems.

7. DMA 1s also conceraed over responsiveness of a coasolidated facilirce
eagineer., Thz2 major portion of the new D!IA production equipmeant comes from
RSD prograzs. Often the actual requirements in powar or air conditioning
are not knowa unzil shortly before the actual equipment arrival date. Fron
an engineering standpeoint, this i3 a tresendous probdlem and often has an
impact on tie zaiatenance and repair program. If the facility engineer i3
workiang for a differeat organization, the loss of being part of the DMATC
tcanm could have a real impac: on t.he responsiveness,

8. In sumary, the Defense Mapping Ageacy envisioas far mwore problems than
benefits if tte Defcnse Mapping Agency Topographic Ceater facility engineeiing
supnort coz=es from a consolidatad center. Ve therefore urge that DMATC

not be included in any consolidatioa of the facility engineer.

R e o
"4‘.' \

R. M. COLLINS
Rear Admiral, USH
Deputy Diractor
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Mr. Allen/Mr. llertel/DP-56/23 March 1978/hmw
SUBJECT: Review of RPMA Consolication

~ TO: Cozxandor and Dirsctor
Enzineer Studies Center

: - 6339 Brookes Lane

3 Washington, D. C. 20315

1. This Agency finds it impossible to provide a constructive review of
the comparison of the seven options proposed by the Engineer Studies
Center (ESC). 2asic items nissing from the ESC study include costs and

- benefits (dollars and manpower) associated with each alternative, including
advantages and disadvantages as viewed by the Study Group and taeir recom-
-meandations, : :

2. In addition, as T advised you in my letter of 27 February, this
Agency has some very serious concerns about the ability of a centralized
facility engineer function being able to vieet our requirenents Jue to
problems in security clearances, interface with clenents of the Topographic
Conter and rssccngiveness to the conbtant changze in mission equipment. I
aa sure that simijiar concerns have been expressed by the Walter Reed Aray
Hedical Center mnd Arlington iiall Station., Without direct knowledze of
their probless and the impacts of consolidation on the various aissions,

| it is impossidls to recommend tie nost desirable optien.

3. Resnponses to the eight questions provided at your 16 March meeting
cannot be answercd without the data described in paragraph 1. It is
inpossible even to determize if the status quo is the best option.

SIGNED

R. M. COLLINS
Reat Adwiral, USN
Deputy Uirector
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ESC 3 April 1978

SUBJECT: Review of RPMA Consolidation .

Deputy Director
Defense Mzpping Agency
ATTN: F:

Washington, ZC 20305 :

l.. References:

. a. Letter, Deputy Director, DMA; 27 Feb 78; subject: Consolidation
of Real Projerty Maintenance Activities (RPMA) at Army Installationa in
the Washingtoa, DC Area.

b, Letter, Deputy Director, DMA, 24 Mar 78; subject: Review of
RPMA Consolicdstion., x

c. ASD(ItL) memorandum, &4 Apr 77; subject: Consolidation of Real
Property l‘aintanance Activities (RPMA) at Military Iastallations in the
Washington, 2.C. Area (Inclosure 1). :

2. The comrezts in reference la and 1lb regarding the special RPMA require-
meats at [IIATC are most appreciatad. ‘They represent exactly the type of
input we aced to conduct a thorough and objective study. There does
appear, however, to be a misunderstanding regarding our request for a
review of FFA consolidation altermatives. Perhaps a brief description

of the background leading to our request will help, =

3. A continuicg objective of Department of Defemse (DOD) policy and
guldance is that real property maintenance activities at military installa-
tions in a given geographic area will be consolidated where it is cost
effective and does not result in mission impairment. In consorance with
this objective, OASD(I&L) directed the Army, Navy, and Air Force (refer-
ence lc) to study RPMA consolidation in the National Capital Region (3CR).
The Army vas directed to study consolidation for seven installations,

one of vhich was the Defense Mapping Agency Topographic Center. Since
the initial directive, two more installations (Harry Diamond Laboratories
and Vint Fill Farms Statioh) have been added to the list of candidates
for consolilation.
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ESC 3 April 1978
SUBJECT: Review of RPMA Consolidation ’

4, Subsequezt to the OASD(ISL) directive, the Office, Chief of Engineers
(OCE) was cdirected to conduct the Army's consolidation study. OCE, in‘*
turn, tasked the Engineer Studies Center (ESC) to perform it. In an
effort to follow the spirit of the OASD(ISL) directive acd DOD guidelines
for conaolidation studies, OCE and ESC have attempted to accorplish an
interactive study involving all potentially affected installations and
their parent organizatioms. Only through such cooperation will the Army
be able to fulfill OASD(I&L) expectations for a thorough and objective
study. It was intended that the participation of the principals could
be achieved through their designated POCs. :

5. Since the consolidation study was initiated, ESC has pet on three
occasions itz all POCs to review the study schedule end rrogress, and
request their participation in specific tasks as part-time study group
members, The ISC study team mempers have also met many times with
ingtallerion °0Cs singulerly o collect the great amount of installation
data required. G

6. An incorzant part of our study process is the selection of alternma-
tive consolidation schemes that can be analyzed in detail. This was
shown in cur initial study schedule {Inclosurz 2). It is essential that
each alterzative reflect the specidl requirements of each imstallation.
For exarmple, 'MNC requires a hospital support unit. The strawman alter-
natives warz cffered for early P0C review in an attcmpt to utilize the
intimate kcowladge that each FOC has of his installation. A detailed in-
depth review of all costs and benefits was not expected. Chiefly, we
just wanted o te sure that nmission related or other important features
were not overiooked. In addition, we wanted to get an overall perspec-
tive of the feasibility of the different concepts inherent in the

various alternatives. This prompted our request for a relative rating
of each alternative. TFor ecxarple, those alternatives with area shops
may or may not be feasible as regards DMATC.

7. I hope the above clarifies any misunderstanding that our request for
a review of the alternatives may have generated.  Hopefully, through the
continued close cooperation of all interested parties we will be able

to meet CASD(IiL) expectations of a study product.

-

2 Inel  WALTER C. BELL 3

as , 5 .. Colonel, Corps of Engineers
Commander/Director

Engineer Studies Center
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Mr. Allen/DP-56/13 April 1978/tmw

SUBJECT: Consolidation of Pecal Property lainterance Activities (RPMA)
at 2Zray Installations in the Washington, D.C. Area

To: Cotz=aader and Director
Enginaer Studies Center
" 6500 2rookes Lane
Washinston, D. C. 20315

1. References:
a. EQ DMA(F2) letter, subject as above, dated 27 Pebruary 1978.

b. BQ DMA(FE) letter, Review of RPMA Consolidation, dated
- 24 ¥arch 1573.

c. ESC latter, Review of RPMA Comsolidation, dated 3 April 1978,

2. As irpdicazed by references l.a. and 1l.b., this Agency has some real
concerns z2s to the practicsbllity of Consolidating the Topogranhic Center's
Keal Property aintenance Activity with other activities in the Washiagton
area. In reviawiag the six alternatives, the following comments are
provided:

a. As izlicated in reference l.a., the consolidation of engiseering
and inspecticss would, we believe, create some real problems with respect
to security tillets. The competition for special security billets is such
that additional billets are prodbably aot available, and without additional
billets, we <2 noc believe the consclidated functions could perform

satisfactorily. Although we do provide access for uncleared coutractors
to accomplish cons:mction, this is normally on noa~duty hours and by
special arracgeceat. This type arrangement for engineers doine design
is not practical as we depend on them not only to accomplish the desiga,
but also to ii2ntify the space that is necessary for the construction.

- In addition, ve use the inspectors as "watchers" for uncleared workers.
The doudblie duc? for the inspectors saves placing additional peonle on
overzize. If tha inspectors vere more nearly aligned by disciplines and
crafts, added security billets would be needed. As for engineers, these
are not availatle. Tha problecms with special security niuots would apply
to all alternatives, except status quo.

b. The rezoval of the shops from the control of the installation alse
creates protle=s. Because of the gmall size of the installation, the
ghops are us2d by toth the facilities work force and the equipment naln-
tenance wor: force. Cross use of these shops under alternativas 2 aad 5
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woeuld be cuntersome at best. The moving of the shops as proposed in
altercatives 3,4,6 and 7 would create the requirezent to enlarge the
equipzent naiztenance shops at the Topographic Certer; thus, negating
any saviangs froz consolidation. L

€. The Tojographic Center has a singlc laborer pool under coantrol
of the Facilities Engineser. This labor force does such non-RPMA functioas
as nove furniture and equpuent. Unzder current procedures, the eatire
force night te coving furzwiure one day and cutting grass another. If
this labor force was split with part working for facilities, acd part under
control of tke Topographic Center, flexibility of work assignments would
be lost and £ull utilization would be difficult. Additiorally, with a
divided work force, tasks. such as coving offices would take excessive
time. Tiis dividion of the labor work force would be necessa—y under
all alternat.ves, excepl: ctatus Guo.

d. From an epgineer schedx.lin" and programtingz standpoint, DMATC
offers a unique challenge to the Facility LIpgineer. Bacause much of the
production equipment comes from the R&D Program, actual requirements for
power aad ai: conditiouiug are oftea not kuown uutil shortly befora actual
equipmeat arrival date. The late receipt of this critical desiza data
has a teadapcy to disrupt all schedudles in design acd construction.
Altbough maior zains in coordination of requirements have been made in
recent yecars, further improvement will ke limited. We believe that {t
is pot reascnatle to expect the sare responsiveness from a consolijated
engineer as ve zow receive. This drop in responsiveness would de for
two majcr reasons. First, the Facility Engineer would Le reluctam® to
change scheculas if rthe change inpacted on other customers, asd second,
pot belng part of DA would tend Lo chanze the outlook of individuals
from being pact of the overall preduction to just havang a job to do.
The impact oa scheduling and -uto"raminb applies to ail alternatives,
except status quo.

e. Iz a hizhly technical and industrial organization such as I
it 4s difficult to maintain visability for those not directly involved in
the missioz of the orgamization. Ve belicve that we are doing 21 outstand-
ing job of maxing all personnel aware of the importance of the support
function. Als:iough the consolidation of XM\ functions would not reduce
the irportauce, tha facd that the employees would now be Army employees,
rather thaa e=ployaes of a Defanse Agency, would tend to reduce the
coveragze they would receive within the Agency public inforaation systen.
Additionally, since these enmployees would be attacked to a location away
from their "Iroat office,' the normal reaction is to feel you are not
part of that orzanication eitlher. Although it is certainiy difficult
to measure t:is izpact, we belicve it to be a very real influeuce on
productivity in all alternatives, exccpt status quo.

£f. In revicwing the izpact oa DMA of oseratin: under an ISSA or
with industrial funding, we sce co significant diffurence. In elther case,

E-1-33

i s




D

we would Le dependent upon an outside agency for support, acd, in effect,
be a custocer of the hoat facilicty engineer.
3. 1In su==ary, the Dcfense Mapping Agency does not believe that the
consolidation of the Facility Engineer function of the Topographlc Center
under agp Arny installation is advantageous to either this Agency, or

the Departneat of Defense. We urge that as this study 1s developed,

the option of excluding the Topographic Center be identified and included
in the final study.

. POR THL DIRECICR:

ROBERT S. ALLEN
‘Director
Facilities Engineering Office
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SUBJECT: ARMY and DMATC RPMA Consolidation in the National
Capital Region

THRU: Commanding General
Electronics Research and
Development Command (ERADCOM)
DRDEL-CG
2800 Powder Mill Road
Adelphi, Maryland 20783

THRU: Commanding General : -
US Army Materiel Development and .
Readiness Command (DARCOM)

DRCLDC/DRCIS-EF
o 5001 Eisenhower Avenue
i Alexandria, Virginia 22333

'fo; US Army Corps of Engineers

Facilities Engineering Directorate
DAEN-FER-P, Room 1G067, Forrestal Bldg.
Washington, DC 20314 ;

1. This Command non-concurs with the recommendation in the draft report
of the Consolidation Study. It is recommended that Harry Diamond
Laboratories (HDL) be excepted from consolidation, for the following key
Teasons:

a., The HDL Facilities Engineering Office is responsible for the design,
construction, installation, slteration, maintenance, and repair of special-
purpose, one-of-a-kind equipment systems and facilities in direct support
of the Installation's technical mission. This is not a normal Post-Engineer
function. No guidelines other than those we have developed are available
for this work.

b. The HDL-Facilities Engineering Office is prepared to give immediate
response to all research and development laboratory requests for support,
enabling researchers to meet their deadlines and avoid mission delays.
These requests for support are diverse, and often unique.

[
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SUBJECT: ARMY and DHATC RPMA Consoltdatton in the National Capital lc;iou

¢. We consider it highly important that our personnel have an intimate
snd detailed understanding of the composition and conditions of the existing
plant and that they have a similarly intimate and detailed knowledge of .
the conditions and features required for the activity's mission effort.
1]
d. The draft study does not specifically address 1tse1f to our satellite
‘installations.

e. Were the consolidation plan to be implemented as proposed, the HDL
Commander would have little or no control over the manpower available to
accomplish his missfon. A manpower cut within the NCR-RPMA group would
adversely affect HDL projects, and therefore its mission completiom.

2. 1 believe that it is essential for the Facilities Engineering Office

to be retained intact. Otherwise, mission effectiveness will suffer. I
feel strongly that the response of the Facilities Engineering Office to
urgent requests for project-oriented requirements cannot be subject to the-
reaction of another command. This is due in a large part to the time sen-
sitivity of these requirements.

3. We wish to remain exempt from any consolidatior effort that would be
detrimental to HDL's mission.

4. The Installation Commander’s "Staff Engineering Group" has, in my opinion,
been underestimated as to the amount of personnel and duties required to
support me here at HDL. The reasons are noted in the inciosure. This is

an asrea I can closely evaluate, Consequently, {f the Study is im error for
the Staff Engineering Group, similar error may have been made in other areas:
i.e. (Station Manager Group and NCR-RPMA Organization). If so, it will not
provide the results or the intent of this consolidation and could be even
more detrimental to HDL's ability to accomplish its assigned mission. I am
also of the opinion, that due to the serious manpower constraints the Army
is currently under, that any underestimation of manpower requirements made
at this time we will be forced to live with for years.

1 Inecl.
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. INTRODUCTION . |

It should be pointed out that the consolidation study considered only the
udquarters Site at Adelphi. It did not coansider the other four sites that

_eonstitute IDL, except a small notation on Voodbridge.

' DL consists of

1. The Adclphi Lcadquarters - 18 buildings on 137 acres of land,

2. Blossoa Point, ¥D, Test Arca - 64 small buildings on approxluately
1,600 acres of land,

3. t.oo"bridge, VA, Research FReility - 13 tuildiazs on $79 acres,

4.  Galthersburz, '), Rescarch Facility - 13 buildings on 21 acres,

$. Dianond Ordnance Radlation Fasilitr, Forest Glen, D - 2 buildings, and

*  a buildiag classificd as ecuirment (lwusing our ruclcoar reactor),
on 1.29 acres. e are in the nrocess of closing this facility.

The workload at those installations must be identified separately

' because of the excessive travel time involved and the work impact on cach of

the projected three proposed groups i e (1)° NCR-RPMA Directors”Staff (2) Inst-
allation Connmander Staff Engineer and (3) The station manager staff and workers.

The mission of KDL is research, development, edgineering, and testing in
weapon systeas and physical sciences. HDL serves as the Arny's Lead Laboratory

‘for fluidics and nuclear weapons effects research and testing.

% REASONS FK? PRESEXNT. PRCANIZATION SHOULD BE MAINTAINED
- :

We belicve that it is important for the nreseat MDL Facilities Ergineering
O0ffice to continue to function intact primarily because the tasks that need to
be done at !'DL require the kind of experienced and knowledgeable staff that we

oow have. Scae of the tasks recuiring this sort of experience include

j. [Iurthering the WDL mission,
2. conrinuing the relocation of HDL headquarters,
3. incorporacing ERADCOM into HDL space.

_Each of these tasks merits individual discussion.
1. Relocation

Harry Diamond Laboratories is currently completing the relocation of
its Headquarters to the Adelphi, !MD, site. This has been a difficult and complex
Job. A completely new Army installation, dedicated to research, development,
and testing, was concteived, designed, and built in three consecutive years of
Congressional incremental funding. There were no other buildings on this site.

- The HDL Facilities Engineering Office has the sole responsibility for
assuning the operation and maintenance of this new Army installation, which is
currently undergoing critical "shakedown" and "punch-list" corrections (corrections

‘required because of contractor errors). New ronstruction includes major modular

laboratories housing special-purpose research eauipment with special independent
.temperature - and humidity - controlled enviroments. The utilities systems use
the latest state-of-the-art-design, such as high-temperature (400°F), high-pressure
(300 1b), hot water heating systems, redundant electric services, ehborate
intrusion-detection systems, and so on. : .
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"« We believe that the curtent management design, operating, and maintenance:
personnel of the HDL Facilities Enginecring Office must continue to be "on-site"
" ‘uring this critical period of "shakedown" and "punch-list" corrections. This
...8 algso highly desirable after this period. / 4

* 2. Incorporation of [RADCOM * /

The ERADCOM reorganization has introduced an increased workload to the
Pacilities Engincering Office. ERADCOM our next higher cormand
(immediately subordinate to DARCUM), will bring 200 to 300 accitional pcople to
the existing buildings at HDL. " !oving these nersomnel (mostlv attached to
. ERADCOM Hcadguarters) into IiDL space will have an important eifcct on the current
-Facilitics staff. A dcotailed lnowledpe of the existing buillings is cssential
© to carry out this incorporation efficiently.

3. HDL's Mission and FEO Responsibilitics

Maintenance of electric, water, and sewer systems, as well as service to
buildings, pavements, and grounds, is common to all installations. However,
one of the important missions of the HDL Facilities Engineering Office is the
support of the RDT&E work within the laboratories and the maintenance of the
specilal-purpose facilities and equipnment related: to these.

/

HDL does not perforn any of the functions which are the prime missions of
the other Army installations within the National ‘Capital Region: that is,
operation and maintenance of housing for troops, families, headauarters and
-schools, and industrial support seryvices such as commissaries, PX's, laundries,

heaters, medical centers, etc. Therefore, the HDL Facilities Engineering
vffice does not support functions such as these.

Rather, the EDL Facilities Engineering Office has an entirely different
orientation. It is prepared to give icmediate response to all research and
development lahoratory requests for support, enabling researchers to meet
their deadlines and avoid mission delays. These recuests for support are
diverse and often unique, requiring complex preparation and readiness. The
HDL Facilities Engineering Office must be prepared to meet all these engineering
and design requirements at all times, backed up by the Army District Engineer.
Also, a special on-going program is being developed for preventative maintenance
wvhieh it is important to continue uninterrupted.

To sumnarize, the HDL Facilities Engineering Office is responsible for the
design, construction, installation, alteration, maintenance, and repair of
special-purpose, one-of-a-kind equipment systems and facilities in direct support
of the installation's technical mission. This is not a normal Post Engineer
function. No guidelkines other than those we have developed are available for
this work. Resourcefulness, ingenuity, and experience are required to a high
degree in applying theories, practices, and methodology, and in devising
solutions to a vast range of unicue and complexsproblems. Therefore, it is

.clear that the responsibilities of the HDL Facilities Engineering Office are not
the usual duties of a Post Engineer.
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"¢ For various reasons, thercfare, the functions of the DL Facilities Engineeris
office are best accomplished by people cxperienced and familiar with the v:rtous
;oatinuing tasks that nced to be done.

‘& Conclusion

‘rhc vast n-ajorlty of the persunnel in the KDL Facilities Engineering Office
have bcen with the project since its inccption. These personnel are totally
familiar with the new facility, and rany dollars have been speat in specialized
training for them. After the "shakedown"” peried, it would not Le in tic bes:
interests of the installation to climinate this cadre of (DL oriented o=d
.trained ranagement and Gesign persomnel. We comsider it highly importaat that
our personncl have an intimate and dctailed understanding of the composition and
conditions of the existing plant and that they kave a similarly intizate and
detailed knowledge of the conditions avJ featurcs rcquired for the activity's

- mission effort. Y et

Any transition period will naturally be difficult and sorewhat disruptive.
However, the transition between the present management and the propcsec
consolidation would be further complicated by the kinds of tasks required of
the Facilities Engineering Office at HDL. Only part of the responsibilities of.
the HDL Facilities Engineering Office are routine and easy for newcomers to

take over. The relocation and rcorganization of KDL and ERADCCY, combined with
the necessity te support IDL's techaical missicny impose a oou:le burden oa the
HDL Facilities Engineering Office. The continued prcsence of e: perienced
management and engineering type personnel at HDL is therefore important to
facilitate the reorganization of these laboratories during the present turbulent
veriod and to continue direct support to mission work. g

REMARKS IN RESPONSE TO PROPCSCD RP:A CONSCLIDATION

The report stresses that the consolidation plan will not result in reducing
the number of blue-~collar workers. iHowever, additiconal staffing is necced for
i{dentifiable, recurring, day-to-day on-site maintenance workloads. Evea now,
there is not sufficient staff (blue-collar workers) to fill present and future
needs. If there is no intent to increase the number of on~site personncl to
match the continuing and increasing workload, then this work would have to be
contracted out, where no contracts now exist. Writing and administering these
contracts would naturally be included in the responsibilities of the proposed
NCR-RPMA Group. This would add workload to spccification writers, contract
administrators, legal office personnel, procurements office personnél, and
contract writers. Are sufficient personnel being allotted to handle this work?
Further, beside the personnel mentioned above, there would be a need for local
on-site contract inspectors and security escorts.

HDL Operation Under NCR-RPMA Group: Problems
1« Conflicts. Under the proposed consolidation, there could be conflicts
between the technical mission requirements of other installations and HDL. If
such conflicts arose, there could .be problems of priority and of availability
of manpower and equipment. :
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=+ == . yroventive Maintenance. The Study does not identify how a schedule
sews recurring maintenance of installed building cquipment will be provided to the
station wmanager, or contracted, becouse of lack of perscunel to acconplish tha tasks.

The 1FS does not address installed building equipment, i.e., hoods, air condition-
’ ¢+ equipment, electric equipment, etc. We have checked other Army installations
aud it scems as though each one has a scparate system snd does it in a differcnt way
or operates on "break down" maintcnance. :

At HDL we do not yet have an vp-and-ruaning system. If the consolidaticn accurs,
the developing of the same kind of Preventive liaintcnance Programs for all of the 9
installations under the new NCR-RPMA Group should be developed. It still wsuld te the
prerogative of each Co—anding Officer to determine licw much maiatenance hie vaats to
spend ia this arca. llcwever, all cquipzent chould be inventoricd and a cs==ca grsSaraa
developed by sc=e braach in the LCR-REMA group. The Navy has 2 vorkiea cezputerized
pregraa that, ia cur cpirica, shculd te adopted for this function.

"3, Scnaratien of Forcesnel. It would secm ilicgical to scparate the cuisting effice
and ciop perscmacl, two highly traimed amd cuperienced groups of pecple that oo wora
as a unit, cquipped to handle all Post Emgineer type work, as wvecll as techaical
mission rcquirczents. Ultimately, mission response time would suffer.

‘&, Security and Escorts. All personnel wdrking for or at HDL must be cleared for a
minioum of secret or be under line-of-sight escort at all times.
- !

S. Difference in vork lead asd moazsier tetwsoen 1977 ond when irnlemeated. The study
reflects conditions in 1977. We have had consideragble changes (increase in space,
additional mission work, difference in slots rcported in 1977, etc.). How will tike
study group prcpose to ccmpensate for.this if comsolidation in implemented? Alco,

‘1€ after ccasolidaticn and scmething is wroag, rcquiring more spaces, how will it

t complished?

6. Level of Monmcuer Allocated. The Study allots cnly 75% of the recegnized stoffing
guide allowances., Therefore, if the staffing guide allows for & mcn, ycu are stefficng
at 3 cen.

‘T« RIF Actions. The Supervisors and Foremen of the blue collar workers will not
necessarily be retained at their current installation because of RIF actions. This
highly skilled group of pcople now trained to supervise the workmen operating and
working on the specialized installation equipment will not be properly utilized,
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2I"t‘.l i{nstallation commander retains responsibility for the !ouovu. !ueucu

5 8 Environment and energy program,
-s " .

2, Housing'mansgement (excluding RPMA direct exacution).
3. Fire prevention and prouczim.

"l‘heu threce functions were not considered for the consolidation in this study and
Rence thc staffing remains unchanged."

‘Through a misunderstanding, LDL is shown in Figure C-2-8, Page C-2-27 as having only
two (2) persons supporting this arca, when in fact there were three (3); ome (1)
eavironment and energy (General Engineer) and two (2) Fire Inspectors. Since this
report, we have hired a third Fire Inspector which will not be reflected in this
nport.

In sddition to the above personnel, this proposed HDL staff is 1dentified h the
“report as three (3) positions with the following duties:

1. g "rlanning programming for appropriated funds (RPMA and MCA) as currently in-
sluding master planning and annual work planning in ccopouuon with the consolidated
SCR-RPMA organization.” "

1. "Real Property records (supported by automated IFS reports from consolidated
srganization.”

X . next page is our interpretation of what duties we really expect. This cannot
¢ done with a total of three (3) persons.
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The following are some of the duties tlut HDL cnvtum will be thc Staff
Engineering Group responsibilities: J

1. Working daily in comcert with HDL Commander.

a. Providing HDL Installation engineering expertise for resolution
of MSC (ERADCOM) support problems and fnlnntnz MSC requirements.

b. Master Planning.

€. Space Management.

d. Installation Planning Board Meetings.

e. Disaster Control.

f. Civil Defense.

g. HDL Fire Marshal rcsponsibiuty.

h. Inter-Service Support Agreement Management.

i. Local reporting to HDL Commander,

2. Establishment of work priorities.
3. Work request approvals.
4. Responsibility for approving estimates.

S Full time building and maintenance inspector for completed work
acceptance.,

6. Approval of utilities purchases.
7. Preparation of Annual Budget.

8. Monitoring expenditures of appropriations fundcd projects
(Construction).

9. Report Preparation:

8. Unconstrained Requirements

b. Command Analysis Utilities

¢, Technical Data

d. DEISI & II ,

e, Special Projects (0 & M Facilities)

f. Special Projects (MCA Minor)

8. Hulury Real Property Inventory

h. Leased Real Property Review

i. Response to myriad messages (TWX's) with short dudunu,
requiring in-put from entire Facilities Engineering staff at

] times to accurately comply

j. Annual Schedule for Capital Equipment
Military Security - Classified Document Review '

1. Other reports not aforementioned.

10. !lubiuhnent and Maintenance of Resource Mansgement Plan (RMP).

11, Preparation of Annual Work Plan (AWP)., -
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12.
13.

16,
15,

16.

17.

Inplenentatlbn of Annugl Work Plan.

{

Investigative work relating to Sophisticated' laboratory requests.

(M9400 - Mission Support). |

° i

Managing fund expenditures between HDL and MDW Consolidated RPMA. 2

Initiating, processing and ﬁonitoring requisitions of services and/cr
supplies not coming under purview of MDW - RPMA.

Daily administrative functions:

‘.
bl
C.
dl
e.

£.

g
h.
i.

Full tine (8 hours cach worlday) telephone aunsvering service.
Receive, log and process nail.

Prepare and forward outgoing correspondence.

Maintenance of tinesheets, and dailv suspensc items.

Handle requests daily from HDL occupants ranging from
information in-put to job work status.

Review of utilities sales contracts.

Review and up-dating of internal procedures.
Belvoir-Woodbridge Family Housing Activities.

Secretarial support to Envirommental-Energy, Fire Protection
personnel, plus other residual staff personnel.

Studies as directed.




‘ In the event of consolidation, the Resident Staff Engineer Office at HDL,
ghould consist of: -
1. Resident Facility Engincer GS 13/14: We would suggest that
this position be filled by a Civilian Facilities Engineer.
Our major cormand, DARCOM, had previously identificd this
* . position at liDL as being best occupied by a civilian who can
provide the Commanding Officer with contimuous day-to-day
Facilities expertise. Military personnel must rotate every
three years, so that HDL would lose the benefit of engineers
vith a knowledge of plant operation, and would continually
kave to be training new penple. .Rotating military perscnnel in
this position would create turbulence for the Facilities
operation and for HDL. This person must protect his Commander
from a public law violation in the Facilities area. He must
be a8 fully trained Facilities Engineer.

2. General Engineer GS 12/13: Handles mostly planning functions,
consults with HDL scientist and technicians to determine support
needed, develops work recuests, requests help from NCR-RPMA Group.
Maintains Real Property Records and Instailation drawings. Inspects
completed work (contract or' In-House) for acceptance. Inspects work
associated with Standing Orders for compliance with HDL recuirements.

Note: We have found it next to impossible to recruit at less than the
GS=12 level to obtain competernt engineers. ¥
¥ P . ‘e .

‘3. Engineerihg'rechnician GS 11'/12: Assist General Engineer as required.

4., Budget Analvst GS 11/12: Budget Analyvst, in accordance with AR 10-10
and Army Staffing Guide 570-551. Because consolidation would not
recuce this person's responsibilities, the position should not be held
by & less qualified person. : - 3

S. Clerk-Typist GS-5: Clerk typist would operate HDL trouble desk. This
function must be included as a Resident Engineer reponsibility, In order
to set priorities for Service and to make sure RDL work is being per-
formed by the Station Manager. In addition the Resident Engineer forces
can also be made auickly aware of any calls needing their attention.

In the event of complaints from HDL Customers, the complaints should go to the
Commanding Officer's Staff Engineering Group for resolution. Some work called
into the trouble desk should not be accomplished. All Service Orders (SO) must .
be approved by the HDL Staff Engineering Group. The HDL Commander should have the
prerogative of having his staff engineering group rate the person in this
capacity, as this petson will be responding to HDL persommel. In the study this
slot is assigned to the HDL Station Manager - the slot is recognized as needed for
either organization. HDL feels it will best be utilfzed under HDL conmtrol.
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‘6. Production Controller GS-12: The Controller is needed to collect
21l work orders and to program, coordinate, and schedule priorities
for accomplishment of this work. The Controller would:

(1) Analyze completed work, including contract and Station Manager
Workers performance

(2) Recommend corrective action for improvement of performance,
productivity and work methods to the best interest of HDL

(3) Develops Annaul York Plan in conjunction with other in-house
resident personnel and implements same.

(4) Implements and secures approval for 1JO's, before sending, to the
local Station Managers Production Control Group.

(5) The Controller would see that all HDL Reports are correctly made.

7. Secretarv GS 05/06: The Secretary would edit and type official
correspondence to higher Commands and to other agencies outside Army
channels, concerning military construction, and all other correspondence
associated with a facility group. This person would maintain liaison
with the installation personnel office concerning personnel matters,
perforn general office services, operate official mail desk, maintain
classified documents, perform record management services, process requests
for travel and transportation. This person would operate a WANG
typewriter, putting Environmental Impact Assessments on tape, etc. Would
directly support the HDL Staff for Enviromment and Energy programs and

Fire Prevention programs.

All of the above personnel would perform other duties such as stated in the
HDL statement of work to be accomplished by the HDL Staff Engineering Group.
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m..a.ur-soua CIALGES FOR DRAFT REPORT BECAUSE OF ERROR G! OUR PART, OR A nxsmu-
'STANDING OF HOW IT WOULD APPEAR INQM)‘OIH y A

(;\c l-l-?. Change to rcad Harry Dismond uboratc;rlel. Delete Roads & Grounds
m““. . . }
. ) ADD
Facilitics Engineering Eavironmental & | *
Office Energy

T

fage D=3 tand acres ct HDL in 1977 were 2,338 acres mot 3,030, Square Ft. in
1977 vas 637,000, We¢ acw have 758,000 - but will be disregarded for this report.

Tage 2-2-4. Tifure De2-2. We have in-put from the Civilian Ferscancl Office and
Procurcmant Cffice that the figurcs givem to us were tco high. They wished to
sdjust these figures down - as you have estsblished averages, this is probadbly
acadenic. :

hge B-2-8. Second line states "WRAMC supports HDL ‘under the terms of a ISSA". It
should read "WRAMC supports HDL's nuclesr reactor, locsted at Forest Glen, under the
terus of a ISSA”.

Page C-2-27, Figure C-2-8., First linme "Envtrmnc & Energy"”, HDL has a dedicated
Envircz=ent & Energy persca”, :

‘Page C-1-33. iine 8. "HIL receives tupport from WRAMC under a ISSA Agreezent”. Change
{ "HoL's Dic=snd c:dnar.cc Radiation }'acnity receives support from WRAMC under a
3N Agreczcat”,

HDL_STATIO4 MANAGER

Page C-14 (3) Responsiveness: States "the recommended NCR-RPMA was structured to
provide bettezr service to installation cozmanders than the current method of operation
(CM0). It envisions RPMA execution being performed by the same decentralized direct
Iabor force as today under station managers at the same grades as current Facilities
Engineers (FE)".

The proposed HDL Station Manager is shown as having 86 slots including himself, Admin.
Assistant ond we assume it includes two (2) others (work receptionist & estimator).
HDL's rcported direct labor force amd direct support persomnncl which are HDL Sections
0611, 0612, and 0613 (Woodbridge), and includes the Chief of 061, the work receptionist,
1 storeroon operator, ]l material coordinator, 1 clerk-typist and secretary to support
all of the above. 'l‘cul is 93 persons. : s

+We find it difficult to rcad the Chart, Figure c-z-a. Page C-2-11, mulcr the station
mansger, as not all lines are explained.

Exsmple: Elect 1 l 0 does this mean there are two (2) elect wpetv(sors
8 ud 8 non-supervisors?

: What cioca 1 ] 30 custodiel mean?
0 I 1 :
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& /umu there vill be one supervisor for 30 wotkln; men - thct ratio {s un- .
I gcceptable for efficient inspected work.

It appears that 1 foremsn in the A/C Shop and 1 foreman in “the ﬂ\ﬂm Shop has been
¢ )ped - these areas at HDL are very complicated and need foremen. These foremen ;
have been highly trained and are responsibe to the HDL mission. At HDL we work

two (2) shifts in some arcas requiring more supervision.

) B

Figure C-2-6, Page C-2-21 seems to state that even though HDL has 1 work receptionist,
1 Scheduler analyst, 3 estimators snd 1 Real Property man, we will be rmgnlud as
having only cae (1) person.

! Figure C-2-6, Page C-2-22 indicates that there will be two (2) persons allocated to

! HDL uander the station mcnager to perform the above functions now perforecd by six

© (6) people, in addition, the study states that these twvo (2) persons will also per-
form catcrial ccordination as a cccbiucd job and also do facility inspections.

This is RIDiICULCUS! The cxisting three (3) plaaning cstimators (tratacd im work
standards and vorking only in the estimating area) cannot keep up vich the

. workload now:




T —
P ———

1 Incl 6 VICTOR S. UNDERHILL

DRDEL-CS (13 June 78) 1st Ind
SUBJECT: Army and DMATC RPMA Consolidation jn the National Capital

Region

Headquarters, US Anﬁy Electronics Research and Development Command, 2800
Powder Mill Road, Adelphi, MD 20783 33 yyn 1978

THRU: Commanding General, US Army Materiel Development and Readiness

Command, ATTN: DRCLDC/DRCIS-EF, 5001 Eisenhower Avenue, Alexandria,
VA 22333

T0: US Army Corps of Engineers, Facilities Engineering Directorate, ATTN:
DAEN-FER-P, Room 16067, Forrestal Bldg., Washington, DC 20314

1. The proposed reorganization makes the assumption that all facilities
organizations within the national capital region are adequately staffed,
then reorganizes them and in consequence “saves" over 100 spaces. Data
in the study and briefings presented suggests that most organizations
are currently understaffed. For these reasons we capnot concur with the
resultant conclusion that the consolidation will i ve responsiveness.
In fact it appears to decrease.

2. Apart from the above, the consolidated organization departs from
conventional industrial and military management practices of placing
supporting activities under the control of the responsible executive
thereby delimitating his ability to efficiently accomplish his mission.

3. Concur with the comments of the Commander HDL.

Coe,,

WA S6S

nc ) coL, GS
Chief of Staff
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DRCIS-EF (13 Jun 78) 2d Ind
SUBJECT: ARMY and DMATC RPMA Consolidation in the National Capital Region

HQ, USA Materiel Development & Readiness Comd, Alex, VA 22333 27 June 1978
TO: HQDA (DAEN-FER-P) WASH DC 20314

1. This headquarters strongly supports the position of the Commanders, Harry
Diamond Laboratories and the US Army Electronics Research and Development
Command concerning the subject effort.

2. Rationale for this position is as follows:

a. The consolidation would remove most of the installation commander's
control of RPMA without relieving him of responsibility.

b. The R&D activities at HDL require RPMA support by specialists
- femiliar with the facilities nci eniy in the crafts but in design and
engineering as wall.

c. All of the remote farilitics, for which HDL i{s responsible, were not
addressad in the regort.

d. The rcport proposes reductions in stafy where staffing is already
critically choet.

e. Impiementation of the conseolidatior will reduce responsiveness of
APMA forcas in suppont of critical R&D missions,

3. In viaw of the foregoing, it is recommended that HOL RPMA not be
eonsolfcated as propoced,

FOR THE COMMANDER:

1 Inci

ue 3 1gadie; General, USA
Chief of Staff




DEPARTMENT OF THE ARMY

UNITED STATES ARMY INTELLIGENCE AND SECURITY COMMAND
ARLINGTON HALL STATION
ARLINGTON, VIRGINIA 22212

14 JUNTETC

SUBJECT: Consolidafion of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, D.C. Area

Lieutenant General John W. Morris
Chief of Engineers

Department of the Army
Washington, D.C. 20314

“1. Reference is made to DAEN-FER-P letter, dated 24 May 1978,
subjegt as above.

2. 1 have reviewed the draft report "Army and DMATC RPMA Consoli-
dation in the National Capital Region" transmitted by the referenced
letter and have listened to the briefing on the report ably and en-
thusiastically presented by vour team from the Engineer Study Center.
However, I have strong reservations ‘concerning the consolidation of
RPMA in the NCR because of its impact on the mission of this command.

3. I am not convinced that consolidation will provide equal or

better service. The recommended organization divides responsibility
for RPMA to the detriment of the installation commander's prerogatives
and control and reduces the responsibilities of the iastalliation
facility engincer to a level not in keasping with the Chief of Engincer's
program to enhance the image of the facilities engineer. The estimaied
Tresource savings of the consolidation plan are based almost entirely
~on the overly optimistic saving of 113 spaces, while neglecting

analysis of the costs to be incurred as a result of consolidation.

4. This command is the MACOM for two of the candidate installations
in the study - Arlington Hali Station (AHS) and Vint Hill Farms

Station (VHFS). Prior to implementing the study the following should
be considered:

a. The RPMA spaces at AHS are Program 3 (PE 381011) which is
a part of the Consolidated Cryptologic Program (CCP) under the control
of the National Security Agency. )




IACG .14 Jun1978
SUBJECT: Consolidation of Real Property Maintenam¢e Activities (RPMA) .
at Army Installations in the Washingtom, D.C. Area

b. VHFS lies outside of the NCR as defined by the National Capital
Planning Commission. Because of the forty to fifty mile distance
from metropolitan Washington and the resulting built-in time delays,
the report should have included an economic analysis to determine the
cost differences between including and excluding VEFS from the con-
solidated organization.

¢. This headquarters is now conducting a DA directed base re-
alignment study with a decision expected early this fall. Candidate
location sites are AHS, VHFS and Fort Meade, or a combination
involving perhaps all three.

d. Further comments are provided in detail at Inclosure 1.

6. Based on the above, strong consideration should be given to deleting
AHS and VHFS from the implementation of the consolidation of RPMA in

the NCR.

&
1 Incl : ,mLsxgﬁM 1. ROLYA ' " ‘\
as ’ Major General, USA

Commanding
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Supplementary Comments
to : :
Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, D. C. Area .

1. The report does not examine the determinatiom of priorities between
installations for support from the consolidated srganization. Small in-
stallations such as AHS and VHFS do not and will mmt have the visibility

. of a national historic site such as Fort McNair amfl the likelihood of

support degradation therefore exists.

2. The recommended consolidation leaves the installation commander with
a majority of the current facility engineer's admimistrative and manage-
ment workload including the functions of planning, programming and
budgeting, master planning and annual work planning, reports, real
property records, energy and environmental programs, housing management,
and fire prevention and protection (the last three were not considered
for consolidation in the study). What the current facility engineer
performs backed up by a full staff, the study recommends the installation
commander perform with a staff engincer plus two psople (plus the housing
management and fire prevention and protection staffs). The study, instead
of separating out from the current organization the spaces and fractions
of spaces perfornming these functions, should have malyzed the workload
and recommended sufficient staff. A three-man staff is not sufficient

to carry out effectively the installation commander's responsibilities.

3. The report recommends that the station manager retain the same grade
as the current facility engincer but does not explsin how. Frow full
managerial responsibility for the installation facilitioc: engineering
organization, the station manager has been recommenled by the report to
be reduced to supervising an administrative assistmt, the utiiities
division anc the buildings and grounds division. The report does not
even recommend he be allowed to supervise the functions of work
reception, estimating, scheduling, and material cowdination. The two

“(2) persomnel a2t AHS and three (3) at VHFS rccommended to perform these

Sue/ /

functions are recommended to work directly for the production manager at
the centrul headquarters not for the station manager. The reduction of
the station manager's responsibilities appears to Ie a reversal of the
Chief of Engineer's program to enhance the image of the facility engineer.
A future manpower review may direct that this space be reduced in grade.

4. The report cites as an advantage of consolidation that a centralized
staff will provide a pool of highly qualified persmnel. It may provide
the potential, but the potential is often not realized when implementation
occurs. At AHS and VHFS, the INSCOM has a known delicated staff that are
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.eared for access to INSCOM facilities (and aléo those of DARCOM and
OIA) and have supported INSCOM operations worldwide. INSCOM does not
support the conclusion that change from a known quantity to an unknown
quantity in a remote headquarters results in an improvement in service.
The report also does not address the costs for travel between the
centralized staff and the direct labor force for administration and
coordination. In the matter of engineering and design for RPMA the
familiarity with the work force and the facilities and the daily inter-
action between the engineering staff and the work force enhance effectiveness
and efficiency. Centralization can result in degradation of effectiveness .

‘and efficiency. The study also does not address the costs and loss of

efficiency resulting from the personnel turmoil which will occur when
the consolidation is implemented.

5. The report cites as an advantage of consolidation, that the central-
ized organization will have the flexibility to tramsfer direct labor
from installation to installation on a day-to-day basis if required for
high priority projects. It has been noted that the consolidation in
the San Antonio area resulted in the authority to require the employees
to be able to commte to any installation in the area with no travel
pay as a condition of being hired. The report does not address the
cost in loss of employee morzle and effectiveness that would occur if
this policy :wverc effected in the NCR. Many of the employees at AHS

and VHFS have worked many years at these installations and built up

a loyalty and dedication to their work. In the area of labor relations
and quality of wotk performed, consolidation may be a minus.

6. The report rccommends the industrially funded concept for the
consolidated organization, but does not address the disadvantages of
that mcthod. Under this concept, the customer is mt only charged
with direct costs of services provided, but also a proportionate
ratio of overhcad costs. This headquarters is concerned about the
funding impact on this command under such an arrangement. Forescen
is an inflationary trend whereby reimbursement to =z industrially
funded activity will be more expensive to the commaad than current
funding arrangements. How does DA plan to identify such increases

to insur¢ that command funding programs are proportionally increased?
A further question to be answered concerns what chetks will be imposed
on the consolidated organization to prevent cxpansisn of overhead at
the expense of the customers who have no. say in the overhead charged
to then. :

7. The 113 realizable spaces to be reduced in the Yational Capital
Region is an overly optimistic estimate in view of the minimal staffs
recognized at the installations (staff engineer, priduction control,

and station manager) and the already under-staffed 3ASOPS organizations.
A full review of manpower figures is required prior to implementation.
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DEPARTMENT C:7 THCT ARjMY
HEADQUARTERS U.S. ARMY MILITARY oxsTch 'OF WASHINGTON
FORT LESLEY J. MCNAIR

_gw.\aumGTON D.C. 20319 |

| 13 JuN 17

SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installﬁtions in the Washington, DC Area

HQDA(DAEN-FER-P)
WASH DC 20314

1. Reference the draft report "Army and DMATC RPMA Consolidation in
the National Capital Region."

2. The study recommendation would significantly increase the overall
responsibilities of the Commander, MDW. And while the consolidated
RPMA organization is intended to stand alone as a subordinate activity
in MDW, it will be heavily dependent for support on the entire MDW
staff. The time allocated for command comment was insufficient for the
command and staff to adequately analyze the report. Based on a cursory
review and from the viewpoint of the gaining command, the following
concerns and comments are provided:

a. Resources, My major concern is the resource management scheme.
Separating control of manpower and dollars, as shown in the study recom-
mendation, raises questions on how effectively the responsible commander
can in fact discharge these responsibilities, There are two options in
accomplishing real property maintenance, doing the work in-house or
using the funds to contract out. The respcnsible commander must have
control of the choice of these options. I strongly believe that total
resources should be given to the responsible commander who would be
held accountable. This permits better management and clearly fixes
responsibility.

Industrial Funding. I find the proposal to use an Army Industrial

" Pund objectionable. It would require MDW to establish additional and
separate accounting systems, and to establish, change, and justify rates.
Establishing an industrial fund is not resource efficient for MDW; there
are no offsetting benefits.
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ANEN

SUBJEC1: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Instatlations in the Washington, IDC Area

The current MDW RPMA organization services installlation-like activities
such as the National Defense University (NDU) and Defense Logistics

Agency (DIA) wherein the BASOPS P2 account serves as the carrier and is
reimbursed by tenants. Cost visibility can be achieved with the current
OMA system. ;

c. Staffing, The major shortfall in recommended staffing appears to

- bé for managing and operating theé automated Integrated Facilities System’

(IFS). Experience has shown that staffing estimates for IFS are grossly )
understated in terms of the real manpower requiremenis. An additional 20
spaces as a minimum are required.

Personnel Savings. There is serious doubt that any space savings
would result from the proposed consolidation, certainly not as many as
the 113 identified as "realizable savings." A more detailed evaluation of
proposed staffing is more likely to increase than decrzase total manpower
requirements, such as recognizing a need for additiomal IFS personnel.
Also, since the augmentation spaces coming to MDW for support activities
cannot be validated, the actual requirement may be greater. Anticipated
space cuts in the current FE organizations and BASOPS staffs prior to

.implementation will reduce the manpower pool from wiich the new organiza-

tion will be staffed. There are only two ways to compensate for these
reductions--reduce the savings or lower the organizational requirements.
Consequently, the study should not depend on manpower reductions as a
rationale for acceptance. Unless this doubt is given sufficient emphasis
in the study, approval may be the basis for mandating space cuts at some
future point.

e. Procurement. To have two procurement activities in a small command
like MDW {s neither efficient nor good management. In view of ongoing
actions at the Secretary of the Army level to reduce the number of procure-
ment activities in the NCR, this study must make a compelling case if
procurement-capability is to stay in MDW. The procirement arguments

- should be reworked prior to completion of the final regort.

f. Dual hatting. Providing both a station manager and a staff engineer
at each facility is highly desirable and has my full stpport. The principal
virtue of providing the installation with an engineer staff officer lies in his
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ANEN 13 JUN 1978

. SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington, DC Area

contribution to priority setting and responsiveness. However, since
dual-hatting these responsibilities in a single officer is a logical alterna-
tive, the study should formally address it as such. In doing so, it is
expected that sufficient support for the two officer system will be provided
to preclude a quick space savings by dual hatting.

. ... g.. Physical Space Requirements. .The stationing, space allocation
and associated costs for the centralized part of the consolidated organiza-
tion needs to be addressed in the study. Space availability is a critical .
issue in the NCR. We cannot have effective centralized management if
the component parts of that structure are dispersed all over the NCR.
3. Because of the significant impact on the NCR organization, manpower
and dollars, recommend the study be reviewed by concerned members of
the DA Staff, specifically, the Comptroller and DCSOPS,

4. Aside from the preceding specific comments, as the Commander, MDW,

I am apprehensive concerning the concept of consolidating RPMA and the
resultant organization's ability to both do the job and do it well. Its
success will rest mainly on the management capabilities at mid level, and
that level already has been decremented in quality and numbers. Bigness
is not always a virtue and by being large the proposed organization is a
greater management challenge and a ready made target for resource cuts.
The demands on our facilities engineer organization and the amount of

real property needing-maintenance continue to grow as well as the pressure
to reduce the resources to meet these requirements. We must be wary that
we don't create a larger undercapitalized organization having greater ex-
pectations but a lesser ability to accomplish the real property mission.

-

// :

KENNETH_E. DOHLEMAN
Major General Usa
- Commanding
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SUMJECT: Consolidation of Real Property Maintenance Activities (RPMA) of Army
Installations in the Washington, DC Area
-13 JUN 678

T0 DAEM S, FROM DACA~OM DATE ‘orr 2
3 ” - MAJ Uright/54525
1. Concur conceptually with the proposal to consolidate maintenance and repair of

. vesl property (MRRP) activities within the National Capital Region. The following
comments are forwarded for consideratiom. ;

8. OSD is circulating a draft DODD 7410.4 (Regulations Governing Industrial
Pund Operations) which specifically prohibits industrially funding of those "functions
.é_&_’.t“qo_tj_tun to daily operacions of military instsllations . . +". The draft further
states that, "Centralization, reimbursability and need for {mproved cost accounting
will not be, in and of themselves, sufficient reasons for industrially funding an
activity or function.” Recommend, therefore, that alternative mcthods of financing
be exsmined prior to study finalization.

b. The requirement for a separate Material and Service Acquisition organization
4s not understood. Procurement and supply functions amd organizations curreatly
exist within MDW which should be able to absorbd. the consolidated MRRP facilicy's
vequirements without a substantial increase in overhead. : -

‘e

y ¢. Dollar savings are predicated on "a theoretical reduction of 150 spaces . . e
which sre refined to a “"realizable savings" estimate for 113. Considering the short
time frame permitted for the study which necessitated numarous disclaimers and caveats,
these savings are not regarded with confidence.

2. Consolidation, on the basis of the conclusion of the draft study, appearis feasible.
However, if savings do not materialize, thcre seems to be little justification for
consolidation and resulting increased costs could be a source of considerable embar-
rassment to the Army. Recommend that a more detailed cost-benefit analysis be
conducted to validate personael saviags before a final recomnendation is made for

* comsolidation.

FOR THE COMPTROLLER OF THE ARMY:

1 Incl g i O
ne . o iedf General, GS
; irectgrfof Operation
¥ and enance, Army
WW, WRIGH

Ve, MapeGS LD




DACS-DMA(12 June 1978)
SUBJECT: Comnsolidation of Real Property Maintenance Activities (RPMA) of
Army Installationn_;p the Washington, DC Area

T0  DAEN-FER-P YROM DACS-DMA patd 9 JUN Bigyy 5
LTC Johnson/eb/76321

1. Subject report has been reviewed and this office concurs with the
thrust of the major conclusions and recommendations of the study. There
is one specific comment and that concerns the potential savings identi-
fied in the study that might result from consolidation. Detailed
comment on this issue follows in paragraph 2. :

2. a. The study identifies a "theoretical reduction of 150 spaces" and
"theoretical annual savings of $2,663,000." However, these figures are
then reduced to 113 spaces and $2,030,000 because "no one should assume
that the full potential for savings would be realized in practice.” The
study then fu-ther qualifies this estimate by stating that these
realizable gains are "large enough that careful implementation should
not run much risk of overrunning current levels at worst." To make
matters worse, there are indications that other consolidations have in
fact resulted in an increase in personnel space requirements rather than
" savings. 5,

b. Inasmuch as the decision to implement the consolidation will be
based primarily on economic issues, an overly optimistic estimate of
potential savings could lead to the selection of an alternative that,
although feasible, could in fact result in greater cost to the Army.
The fact that the Army has in the past, suffered cuts in dollars and
manpower based on projected savings identified in feasibility studies
demands realisw in the identification of potential savings.

c. Issue is not taken with the methodology of the study. However,
workload estimates may have becn understated. The staff engineer
section appears to be understaffed considering the hbreadth of its
responsibilities. Adequate consideration may not have been given to the
manpower requirements tc support IFS. Furthermore, the recent RPMA study
reportad that FE staffing guides are inadequate and need revision,

These are some of the concerns that support our recommendation that
projected savings be reviewed for possible overstatement.

P FooA

Incl wd JACK D. WOODALL
Colonel, GS

.Chief, Army Management Division
Management Directorate




(DAMI-RMA) 26 May 78

Installations in the Washington, DC Area

TO: DAEN-FER-P FROM DAMI-RMA DATE 13 Jun 78

OACSI has reviewed the draft report and has no basis on which to comment on
ite recommendations. ; i A

FOR THE ASSISTANT CHIEF OF STAFF FOR INTELLIGENCE:

D, STANTON

LTC, GS
Chief, Personnel and Serviccs

Division

1 Incl
wd
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SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA) of Army

MAJ Dehlin/mlm/71862
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