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ABSTRACT

This OSD—directed study determined the feasibility of consolidating

real maintenance activities (RPMA ) for selected 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 f or space and dollar savings and

Improved RPMA performance and was lea8t risky.
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SUMMARY

The purpose of this OSD—directed study was to determine th~ tt asi—
bility of consolidating rqal property maintenance activities (RPMA) for
Port Belvoir , Vint Hull,1I Arlington Hall, Por t Myer , Fort NcNair,
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 RPNA 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 RPNA 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 RPNA consolidation
concept and is considered to offer the best prospects for spaces and dollar
savings, to lead to improved RPNA performance, and to be liable to the
fewest risks . As a test and Illustration of the recommended concept , a
sample organization was developed against Fl 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 Fl 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 Fl 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 consolidation of other BASOPS activities.

The procedures by which conceivable alternatives were reduced to six
feasible major concepts, these compared to select the best, and f inally 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
centra1iz-~tion. Most RPNA 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

F 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 Fl 77 conditions is highlighted in Figure 5 of the
Main Paper; there all elements are shown with spaces corresponding to Fl 77
conditions.

The firet concern in devising a recommended concept for RPMA consoli—
dation was to preserve performance (effectiveness) at reduced cost, if
possible. App]ication of the recommended concept to Fl 77 conditions
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
Fl 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

(VUPS) , Arlington Hall Station (AilS), Fort Myer , Fort McNair , Cameron

Station, Harry Diamond Laboratories (HDL) , Walter Reed Army Medical

Center (WRANC) , 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 RPNA 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/

benef it analysis for RPMA consolidation and , thus , was considered

unresponsive by the Assistant Secretary of the Army (Installations,

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 .

2
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a. Fl 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 Fl 78, and although that

act alone would roughly double medical facilities at WRANC , 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 Fl 77 split between in—house and contract RPMA

was assumed representative.

b. Early Fl 78 RPMA organizations were considered to correspond

to the Fl 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 (MACON) 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 WRANC and DMATC

would almost certainly lead to some adjustment to the staffing of their

3
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parent MACOMs——Health Services Command (USC) and DMATC. WRANC and DMATC

account for relatively large fractions of the total RPNA responsibility

of their parent MACOMs.

4. Study Scope.

a. In considering different kinds end 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

RPNA overhead (engineering, administration, and management) functions

in the NCR.

(3) Determine the economic advisability of consolidating

RPNA direct and overhead functions within geographic subdivisions of 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—RPT4A;

nor does it Include an implementation plan . Therefore , the study does

not :

(1) Identify real estat e and facilities for the recommended

NCR-RPMA .

4 
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(2) Estimate the t ime 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 RPNA 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

satellited on the primary installations for RPNA support. The installa—

tions vary in their size and other characteristics. Selected physical

characteristics are summarized in Figure B—l of Annex B. Annex B gives

5 
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a fuller treatment of the cMO , including organization charts of the current

RPMA for each installation.

6. ~4O 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; tort Belvoir does have such an element.

The influence of mission is apparent in WRANC’s requirement for a

hospital support division .

III. STUDY PROCEDURES

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

outline, the procedure followed Lu 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 Q40. These six concepts are simply the practical ways shown in

Figure 3 for combining the three most obvious separate approaches for

7
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• ALTERNATIVES BY SHOP AND MANAGEMENT CONCEPTS
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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 Fl 77 conditions. Fl 77 alternative

structures were generated in accord with guidelines and rules expressed

in AR 420_l011 and DA Pam 570—551 (FE Staffing Guide).~-~ Data provided

by the nine installations for Fl 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 GMO, possesses the most spaces and highest annual

cost.

8. Development. The Alternative 5 concept and its application to

Fl 77 conditions were then refined and adjusted from the FE Staffing

Guide standard to account setter for geographic dispersion and the

multiplicity of customers. The refined concept , immodestly dubbed ~he

“best of the best ,” became the study~s recommended concept. The ref m e—

ments to Alternative 5 are detailed in Appendix C—2 . (Alternative 4

applied to Fl 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 effor t was made to ref ine the

Alternative 4 concept and reapply it since the small cost advantage

1! DA, HQ, AR 420—10, General Provisions, Organizations, Functions,
and Personnel.

2/ DA, HQ, DA Pam 570—551 , Staffing Guide for US Army Garrisons.

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 Fl 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 Fl 77 conditions . Figure 5 includes the staff (not part of

the consolidated organization) who would have provided Civilian Personnel

Office (CPa), 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 ins talla—

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—

F tions.

(6) Installation 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—RP14A procurement , supply , and M&S equip-

ment maintenance are provided .

14
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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—RPM~ because it:

(1) Allows installation commanders to retain control over

the level and application of funds.

(2) Is 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—RPNA managers and customers.

(5) Fosters uniform treatment of customers.

c. The recommended concept applied to Fl 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 RPNA and RPXA—related spaces).~’ 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 $3O ,239 ,OO0) .~’

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) One—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 prices 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 installations.

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 m eet

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

17 
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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. Other Viewpoints. The studied installations and their parent

MACOMa 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 , Fl 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.
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ANNEX A

STUDY REQUESTS

Page

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 A—2

Memorandum for Engineer Studies Center , subject : “Consoli-
dation of Real Property Maintenance Activities (RPXA) at
Army Installations in the Washington, D.C. Area,” 19 Jan— —

uary 1978 A—4

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 A—l2
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- ASSISTANT SECRETARY OF DEFENSE

~~.1 ‘‘ ~~~~~‘ WASHINGTON , D.C. 203Q1
-

- 

- 
-

IN -

INSTASLATIONS AND LOGI STICS -

MEMORANDUM FOR A ssistant Secretary  of the Army (I&cL)
- : Assistant Secretary 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 activi ties func tions at
military installations in a given geographic area wiU 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
- military installations in the Washington, D. C. area was reviewed
Lor feasibility of a “single manager ” concept. The “single manager”
concept does not appear to be attainable for the total area because
of the size and complexity of the resultant operation . The most cost
effective approach to consolidation of RPMA in thi s area appears to
be to “consolidate by Service. ” —

Accordingly, it is requested that the Wa shington , D. C. area be
itudied for “consolidation by Service” into the following RPMA 

-

organlaatious: -

Army Lead Service Complex: Fort Myer , Arlington, VA;
Arlington Hall Stati on, Arlin gton , VA; Fort McNair , Wa shington , 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 Service Complex: Washington Navy Yard , Washing ton ,
A C.; Naval Rescarch Laboratory, Washington, D. C.; Naval Obser-
vatory, Washthgtor~, D. C.; Naval Security Station , Washin gton , D. C.;
Naval Cornmuni~cat: on Station, Washington , D. C.; National Naval
Medical Center , B~ thcsda 1 MD; Naval Ship Research and Development

A-2
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Center , Bethesda , MD; Nava l 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 Boiling Air Force Base , Wash.ifigton, D. C.

The implementation study should take about six months . Following the
implementation stu dy 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 specifi c consolidation action wiU be ta ken. The
Impact of consolidation of RPMA functions on other support areas such
as procurement, supply , data au~omation and others must be analyzed
and considered in the total ber~efi t/ co~ t ratios to be realized. It is
anticipated that impler~ entat ion of the plan would be accomplished within
a year after approva l . Prior to the announcement of any consolidation
a review will be made by the ASD(I&L) . 

-

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 thi s office to insure smooth implementation of this
mutual program effort Will be greatly appreciated.

DALE It BABIONE
Acting As5~stant Secretary of Defon~o

(Insta llations and LogistIcs)
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DEPARTMENT OF THE ARMY
1/1/, OFP1 CE OF THE. CH EF O~~ ENGIN~ CRS

WASH INGTO N. D.C. 20311

~~~~~~~~~~~~~~~~ T NCc. MEN-FEZ-B 1 9 .JA ~1 ‘1978

MD(ORANDUM THRU DEPUTY CHIEF OF ENGINEERS

- FOR ENGINEER STUDIES CENTER

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

1. References:

a. ASD(I&L) Memo, 4 April 1977 , Consolidation of Rea l Property Maintenance
Activities (RPMA) at Military Installations in the Washington, D.C. Area.

b. “Department of Defense (DOD) Guidelines for ConsolIdation of Real
Property Maintenance Activities (RP~A) Surveys at Military Ir.stallations,”
1 June 1972.

c. CERL Technical Report C-73, “Consc-lidation of RPMA at Fayetteville,
LC., Volume IV: General Procedures for Conducting RPMA Consolidation Studies,”
June 1977.

d. MDW Study-, “MDW Base Realignxnent Study,” 30 June 1977.

2. Purpose. To reques t the Engineer Studies Center (ESC) to conduct a
compj~ehensive cost/benefits analysis of the possible alternatives for t~’.e
proposed consolidation of RPNA 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.
S~ipport for this study effort will be provided by the Directorate of
Facilities Enginearing and the major commands and installations involved.

3. Background :

a. - A. con€iru.ing objective of Department of Defense (DOD) policy and
guidance is that ;eal property maintenance activities at military mnstallatZons
in a given geogr~phic area will be consolidated w~ere such aCtion is cost
effective and doe ; not result in mission impaira~ent. Reference I a. directed
the services to study “consolidation by service” for RPMA organizatIons in
the Washington, p .C. area through ~he -formation of th:ee lead-service cc-.plexes.

_ _

_ _  
_ _  

A

-

~ 

— - ~~~~~~~~ c -c -- c- ~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~ -~~~



~~~~~ -- -—-~~~~~~~~~~~~ 

Mfl~- FEZ-B 
1 9 JAfl 19~8

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

The study of the Army Lead Service C~~plex was included in a broade~ Army.~
directed study of total BASOPS consolidation in the Washington, D.C. area.
This study (reference 1. d.) was done by MDW and resulted -in - an Army
decision that total BASOPS consolidation was not feasible. The study
did not include a comprehensive cost/benefits analysis for L~PMA consolida-
tion and thus did not prov ide sufficient data to respond to reference 1. a.
For the Army to satisfy the original OASD request, a new, extensive round
of data collection and analysis and consideration of RP~1k consolidation
alternatives is required.

B. RPM& consolidations have been studied for e number of geograp hIc
areas. Useful precedents have been published for Northern Oahu, HI;
San Antonio, TX; and Fayetteville, N.C. Although the cost analyses and
implementation p lans produced for these proposals cut across services,
the ques tions asked , data collected, and methods applied are relevant to
cons ideration of an Army Lead Service Complex f o r  the Washington, D.C. area.
In particular, reference 1 c. provides a general template for conducting
RPMA consolidation studies. The s~ thod described therein, complies with
the DOD guidelines outlined in reference 1 b.

4. Scope :

a. The requested analysis must entail great breadth and depth. The
physical dispersion, variety of functional responsibilities, varying
missions and processes , different supervisory structures, seasonal effec ts,
and current base FE and FE support areas interface of the installations
specified , d emand s the accumulation of a vast data base for analys is . 

-

Descriptive data must accurately reflect the commonalties and differences
among installations in order to provide a sound basis for the eva lua tf rn
of alternati~res. Using FY 1977 data, the analysis team is to review the
current methods of operation, de termine the levels of workload effor t
accomplished, and examine cost data related to accomp lishing real proper ty
-maintenance at the specified installations. Consideration must be given
to the space, equipment, and vehicle requirements of current and alterna-
tive RPNA approaches. The team must also analyze the costs and levels of
work effort attributable to RPUA-related support functions such as
comptroller, cormunications, civilian- personnel., management information
systems, adjutant genera1/ada~.inis tra tion, supp.ly, procurement, and
transportation.

b. Study tasks , phasing, and milestones are outlined at m c i  1.
A minimum of two IPrts (week of 20 March and week of 8 Nay) will be held
during the study period. Other informal meetings. wilI be held as require~!.-

A-5 
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- 1$ -JAN 1978

SUBJECT: Consolidation of Rea1..~ roperty Maintenance Activities (R2MA)at Army Installations in the Washington, D. C. Area

5. The follow ing major comands and installations will be included in
the study effort: -

a. )!DW - Pt Myer, Pt- McNair, -a nd . Cameron Stati~u

b. TRADOC - Ft Belvoir

c. DARC~’f - U~rry Diamond Labs

d. INScOM - Arlington Hall Station and Vint Hill Farms Station

e, USC - Walter Reed AMC

f. ~ tA - Defepse Mapping Agency, Topographic Center -

(now Topographic and Hydrographic Center)

6. Alternatives:

a. The original OASD Memo (reference 1 a.) defines a single set of
installations. 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 unconsolidated.

B. It is Intended that, even for a fixed set of installations, different
approaches to consolidation be analyzed. For example, from a few to many
RPMA functions may be consolidated. Also, what outwardly might appear to be

~ sihgle approach to consolidation, may involye consideration of a number of
fund .ng alternatives.

7. Data requirements and collection:

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

b. In general tdrms, required data will include:

(1) S~nmnary descriptions of installations’ facilities, occupants,
and customers. -

A-6
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MEN-FEZ-B 1 9 JAN 1979

SUBJECT: Consolidation uf Real Property Maintenance. Activities (RPKA)
at Army Installations in 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.
F! 1977 is to serve as a baseline year; anything exceptional about FY .1977
and any projected differences should be noted. Datailed data requirements
viii include the need to express vorkloads in terms consistent with FE
Staffing Guide procedures.

(3) Extent to which RPMA vorkloads are performed by RPMA staff,
troop projects, self—help, and co~ttracting-out.

-‘ (4) 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 unusua l
support is better than nothing.

(8) Special mission considerations.

c. The above data requirements are representative only. In accorda nce
vita the project task schedule at m d  1, the Engineer Studies Center (ESC)
will develop, not later than 25 January 1978, the specific da ta requ irements
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 ch eck data fo~ completeness and consistency ; if necessary , they wil l
contact Installati3n POCs directly for clarification, comple tion, or
correction of data. ESC will. perform normal data validation functions.

d. It Is in the interest of all installations to provide data that
accurately describe their requirements and actIvities. InstallatIons will
be encpuraged .to provide any additional information -necessary-to record
special prob lems and considerations. Such additiona l submissions should
be as concise as poasible.

8. Facilities Engineering Directorate Support:

a. The Directorate will task the major coa~and s to provide the detailed
data required in the formats developed by ESC.

A-7
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DAEN-FEZ-B t.9 JAN 1978
SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)

at Army Installations in the Washington , D. C. Area

b. 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.

c. In order that part of the evaluation of RP~!A- 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€ n~
of the report. ESC’s role ~.9 to be limited to tech~nical accomp lishment,
incorporation of conments, 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

-b. Engineer Studies Center (ESC) - Mr. Bruce Dunn , phone 227-2315

c. Major Coum~ands and Installations have been requested to provide a
FOG in the grade of 05/GS- 13 or above not later than 23 January 1978. An
initia l meeting with POCs will be held at 1000 hours , 25 January 1978, in
Roc~ IC 041, Porrestàl Building, to discuss detailed, data - collection
rsquir.ments. - -

FOR THE CHIEF OF ENGINE ERS :

1 m ci EDWIN P. GEESEY
as Colonel, Corps of. Engineers

Acting Director of Facilities Engineerthg
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~~~~~~~~~~~~~~~~ DEPARTMENT OF THE ARMY
OFFICE OF THE A5~ilSTANT SECRETARY

WASHINGTON. D.C. 20)40

2 C HOY 1977

M~ 10RANDUM FOR THE CHIEF OF ENGINEERS

ATIN DAEN-FEP

SUBJECT; Consolidation of Real Property Maintenance Activi ties (RPMA )
at Military Installations Sn the Washington, D. C. Area

in accordance with discussions between our respective offices, DAS and OSD,
it is agreed that materials prepared by MtM in connection with an overall
MJXJ realignnent study do not satisfy the requirement of the OSD meniorandu~n
of 4 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 MEM by 31 January 1978.

Pc~1nts which were not covered in the realignment study but which should be
considered in the RPNA 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 example, 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

~onsideration to consolidation possibilities. Experience gained in pre-
vious.successful RPMA consolidation actions should be utilized and given
due consideration in the final recoiwaendations. -

. A copy of the interim reply to ASD(MRA&L ) is attached.

BY DIRECTION OF THE ASSISThNT SECRET2\RY OF THE ARMY
(INSTALLATIONS , LOGISTICS AND FINANCIAL MANAG~2*NT);

Ddputy for Installations and Housing
OASA(IL&FM)

LAST PAGE OF ANNEX A

CF: ~~S A-l2
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AIINEX E

SUMMARY OF INSTALLATION, MACON, AND DA
CC*1MENTS ON DRAFr REPORT OF MAY 1978

This annex categorizes and suimnarizes installation, MACCM, and DA

co~~ents on the May 1978 draft version of this report. The sutanarized

conmants and the ESC responses are presented in matrix format in

• Figure E—l . The original counnents as received are reproduced as

Appendix E— 1 to this annex .
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~ . COMPLETE INsmiLATION, MACOM , AND DA

S 8 
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

S (RPHA) at Army Ins tallations in the Washington , DC
F- Area,” 13 June 1978 E—1—3

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

1st Tudorseutent from Walter Reed Army Medical Center,
subject : same , 13 June 1978 E—1—lO

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

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

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

Letter f rom Harry Diamond Laboratories, subject:
same, 13 June 1978 E—1—35

1st Indorsement from US Army Elec~~onics 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

Latter fros US Army Intelligence and Security
snd , subject: same , 14 June 1978 E— 1—50

~~~~~~ Ira. US Az ay Military District of Washington ,
__ - .~~~~~~~, 13 June 1978 E— 1—54
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4 1 4 4
Comment 2 from Comptroller , Army , Operation and

- 
Maintenance , subject : same, 13 June 1978 E—1—5 7
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ATZA—FE . - 1 3 JUN 1978 
•

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

- HQDA (DAEN-FER) . -

WASH DC 20314 -

r .. . - - , .  ,

1. Reference is made to your letter, DAEN— FER—P, 2-4 May 78, subject as
above,

2. In accordance with paragraph 2. of referenced letter, Fort Belvo ir
comments on the proposed R~ fA consolidation are given below.

‘C-

a, Ccneral: Prom an~~arly acceptance of the feasibility of RPMA
con5~1idation in the NCR (not questioned), the study rap idly moves to a
reconm~ended plan of consolidation with major savings, primarily in man—
power. This appears to be an oversimplification anä 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 fc~r travel and coordination of the consolidz’ted eleme:~ts
appears inadequate. The recommended plan has split traditional DFAE
missions between the command/staff engineer and the consolidated orga:4i—
zation/station manager with little rationale. In other areas, overconsol—
id~tion appears to have taken place. And finally, ~IF funding is pro—
posed with incomplete justification provided.

b. Savings : The recoimnendation to consolidate is based almost
entirely on reconunended manpower savingc. Throughout the study pe riod
these personnel savings have continued to decline. It is felt that
most of these s~vir.gs 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 IASOPS areas other
than RPMA. While this may be expected, considering workload reduction
and hopeful eff iciencies in overhead consol ida tion, 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 fur ther discuss ion ef this weakness is
set forth. Consideration of the extensive travel time and coordination
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SUBJECT: Consolidation of Real Property Maintenance Activitie s (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,~nèluding vehicle purchase, maintenance and opera— 

‘

tion, If the availability of AUV’s at 4~ 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 (md 2).

C. Conunand and control: The reconznendation 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 Be1v9ir~
then- ir should include --the- noriñál DFA~E 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 conmand in this consolidation.

d. Overcentrali7ation: In some areas overcentralization has been
recomended. As an example, consolidation of entomology direct labor
is not appropriate for Fort Belvoir. There is a current recognized
requirement for 11. entomology personnel with daily requirements on post.

4 Since much of the work is not subject to advanced scheduling, sending
the workforce from some location off the installation would be ineffi—
cient fron the standpoint of response time, manpower and transportation.
One area requiring same day response to eliminate down time is spray ing
of vacant family 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 B~lvoir even if they report to a central office.

-e. AIF P~tnding: The advantages of Al? type fu~iding over OMA are
hOt 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 , confirm s the simplicity of this funding method.

f. Uniqueness of Fort Belvo ir: 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 p roposed 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 ca refull y studied. This size and complexity of operations -
warrants special consideration. The current study does not address
these factors in adequate detail or ignores them entirely.
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. 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:

a. Prior to any final decision on implementation, personnel savings
be recalculated using Ft 79 projected authorizations with f*~l1 investi-
gation and detailed listing of realizable BASOPS reductions.

b. Fire Protection, Housing Management (less Housing assignment
policy), Master Planning, Real Property and Environment be included in -

- the consolidated missions.

c. Operations in such areas as entomology and contract inspection
be reviewed and clarif ed id view of out stated concern of overconsolida—
tion of mission and location.

d. OMA funding be used for the consolidation unless overriding
advantages of AIF funding can be shown.

e. Fort Belvoir, because of its size and uniqueness, be excluded
from the proposed consolidation of RPMA activities.

L

“

- e~J’i~2 m d  C. W. GUTH
as . Colonel, CS

Chief of Staff
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- PORT BELVOIR

STAFF ENGINEER PERSONNEL REQUI~~~~~~S

Staff Engr 1

Budget 
-

Master Plan 1

Real Prop 2

Space Management 1

- •Re~~~rces M~
nt/Ope~ations Planning. • 3~ - . - - . - -

%

Clerk Typist I

RPMA Work inspection & acceptance 2

Utilities Consv. Officer t

*Buying services from MDW AlP’ wil l, double paperwork for  each reimbursable

customer.

**Ag compared to eight spaces recognized by the study group.
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- EXCERF1~ FRc*1 TRADOC DCSLOG BULLETIN #78-4, DATED 25 APR 78

- 13. FISCAL YEA R 79 ADMI NISTRATIVE USE VEHICLE (Auv) ACQUISITION. 
- 

—

Informal coordination with TARCOM indicates that Ft 79 AUV procurement o

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 carryall.s and approximately 300 panel trucks.
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 inF’! 77 and 78, requires even more intensive manag~~ent of AUV assets. The
first step in this process begins with retaining everage but not over

~ mil.eage . vehtcles until they- attain . .the . requisite.nd~Ieage. - When these - - . . ‘ -

vehicles become excess due to receipt of new proc~~ement, they will be
transferred within TRADOC to meet requirements e1.se-~.-here. TRADOC message,
ATLC—TS—ATM, subject: Disposition of Overage/Over Y.ileage AUV, dated
031546 May 77, covers this situation and the procedures to be followed.
Transportation Motor Pool Customers should be advised of the possible
shortfall in the procurement of new vehicles during F’~ 79.

4f t
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- ATEN-RM--IE 1 3 JUN 1978

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

HQDA (DAEN—FER )

~WASH DC 20314 .
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1. Reference letter, DAEN—FER—P, HQDA, 24 May 1978, subject as above.

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

3. While the repor t alludes to possible savings in overhead func tions
at Fort Belvoir , it does not 4ddress the full impact from a cost
effec~tive standpoint. No~~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 adequate backup documen—

- 
tation is lacking in the report making a detail review of study f indings
most difficult. -

4. Cons idera tion of time and effor t required f or travel and coordination
of constituted elements is inadequate. The study rep rt recommends the
split of traditional FE responsibilities between insiallation commander!
staff engineer and the MDW consolidated organizationistation 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 EPMA consolidation.

5. Review of the installation descriptfbn on page B—4 and other
pertinent information in the draft report reveals that staffing and
work load requirements of Fort Belvoir exceed that c~f MDW’ s curren t
organization, which further substantiates the exemption of Fort Belvoir

- from the consolidation. In addition, the fragmentation of Engineer
functions (i.e., Fire Protection and Family Housing trot being included
in the consolidation) will48 

fu rther degrade mission arcomplishment and
supervision of these impor’tant functions.

- —--~~~ - - - ~~~~- .4- -~~~~~ --~~~~~ —--.4-~~-4 -—— 4 - --  - -~~
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I 3 JU N 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 compa tible with the Army ’s presen t 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 MCR—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 NC R— R~,MA.

FOR ThE COMMANDER: 4-
’. 

-

~~~~~~~

- -

~~~~~~~• 1CLAUDE L~

’ 
ROBE~~S, JR.

- Colonel, CE
Engineer 

-

E-l-’9 -
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HSWS—E (24 flay 78) 1st m d  I 
1 3 JUN 1919

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

DA, HQ, Walter Reed Army Medical Center , Washington, D.C. 20012

TO: HQDA (DAEN-.FER), Washing ton , D.C. 20314

1. In addition to a review of the proposed report art Army and DMATC
RPN.A 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 WRANC 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 WRANC presently has
four spaces totally involved in Master Planning alone. Neither this
Command or any other Command 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. WRANC 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 spac~s by removal of the DFAE from
WR.AMC assignment is extremely suspect. Rather than ~ economy of ten
(10) manpower authorizations , as proposed in the study, it has been
determined tha-t only three positions can be identified as totally or
primarily dedicated to facility engineer support. For example, in the

~PO area , the Facilities Engineer support is spread across seven
functional areas with supporting personnel assigned other activities
as well as Facilities Engineer , ye t, each supporting personnel special-
ist spends less than 50% tn Facilities E:igineer Support. The resultant
is no ~PO space savings. Analogies exist in P&C and Resources Management.

E—l— 10 - -
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HSWS—E ! ~ ~ JUN 1978..
SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA )

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, o~ 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 WRANC 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

- 

~jill 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
4 in the WR1~}1C 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 WRANC.

6. Consolidation 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. Tt  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—l—ll ,
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HSWS-~ j 13 JUN 1978
SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA )

at Army Installations in the Washington, D.C. Area

- 
- - b. A complete costing of the propos~d changes be made including- - relocation charges as veil -as equipment and transportation charges .

- c. Data can be ob tained and considered on cost and customer satis-
faction for the San An tonio Consolidation .

GEORGE • BAKER, MD
Major General , MCI Commanding

~ 1.

a .

- a .

ii E—l—l2 -

a -
I
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HSLO-F (24 May 78) 1st m d

- SUBJECT: Consolidation of Real Property Maintenance Activities
- 

(RPM4A) at Army mnstallations in Washington, DC Area

~- 
DA, HQ, US Army Health Services Command , Fort Sam Houston , TX

• 78234 14 JUN 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 (m ci 2). His position is that the most desirable

~ 
RPM•A configuration for WRANC is the existing one and given a

~ choice as to various arrangements, the status quo remains his
first choice. The medical mission at WRANC 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 the status quo reduces

!. the Commander ’s controI of DFAE personnel and a corresponding

~ 
decrease in DFAE responsiveness .

~

- 

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

a. Financial 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 .
1Jn d~r 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 provision has been made to accommodate these increased costs

- to a tenant. as a result of this proposed reorganization .
Example: HSC , BANC and ARS 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—l--13
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~ 1 4 J~~ ~~~HSLO-F (24 May 78) 1st m d  -

SUBJECT : Consolidation of Real Property Maintenance Activities
(R.PMA) 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 Fenalized 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 rewurces 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-
elude a financial trail to accommodate the consolidation , and

r therefore it could lead to inequities in resource distribution .
A cost analysis should be performed as to what WRANC 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 fund~ . 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 froi~i one organizationalstructure to another or gradations between the two extremes .
A key point in the managanient-decis ion 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 WRANC medical
mission.

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

E—1 — 14
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HSLO-.P (24 May 78) 1st m d
SUBJECT: Consolidation of Real Property Maintenance Activities

(RPMA) at Army installations in Washington, DC Area

d. The study did not address the Integrated Facilities
Sys tern.

e. The study did not mention where the actual location
of the “centralized imnagement 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.

g. The study proposes 12 personnel (one supervisor and
11 others) to accomplish the procurement function for the
NCR-RPM& 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

V 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-vise between the two customers.

FOR THE COMMANDER:

1 mci (/j. W. RANSONE
wd m c i 1 . Colonel, MC
Added 1 m c i  Acting Chief of Staff
2. as

CF: wou nd -

Cdr, WRANC , ATTN; HSWS-E -

E-1-15
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V DEPARTMENT OF THE ARMY V

V OFFICE OF ThE CHIEF OF CMGINEERS . V V

V WASIIINGTON. V D.C. 20314

V S-~3 Jun 78
~~~~~~~~ AmNvloNoFs

DAEN-FER-P 
•.. 

24 h ay  1978-

SUBJECT: Consolidation of Rea l Property Maintenance Activities (RPM) at • 
V

Army Installations in the Washington, 0. C. Area

SEE DISTRIBUTiON 
V 

- 

-

V 1. This letter transmits the draft report “Army and DMATC RPMA Consoll-
dation In the National Capital Region” to you for coments. -

2; Request your conments be ?orwarded to DAEN-FER NIT 13 June 1978.

3. You are Invited to a briefing on the subject by personnel from the
Army lngineer Studies Center to be held at 1000 on 6 June 1978, Rn 6-A-092,
Forrestal Building 1 1000 Independence Avenue, S.W., Wash ington, U. C.
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.iCJECT : Revlew of ~tPMA Conso1idation Alternatives 
V 

/ V - 
V 

- 

• 
V

V •
V 

-

.

V V • V V

• (Engineer Study Center V - • - 
- . 

V • - V~ -

-4 6500 Brooks Lane V V

~ WASH PC 20315 - V 
-

i i
1. References

•~ a. Study “Purpose ~f IPR” Engineer Study Center (ESC) , undated. 
- V

.‘-  b. Wiring diagrams, ESCI undated. 
V 

- • . 
- 

V •

• c. Questionnaire, ESC I undated. - V
•

• - 

• 
- - - - 

- 
- 

-
.

2. in accordance with the oral request of the ESC Study Group on the ConsoB—
datlon of Real Property Maintenance Activities (RPMA) during the meeting of - 

V V• 
~~t4arch 1978 at the Forrestal Building, the following infonnation 95 f ished. .:

3. Although realizing that cost effective use of resources in the Washington ,
V D.C. region is a valid concept, there is insufficient information available to

me to make a viable study. Therefore, this letter will basically address the
iu~act of the alternatives on Walter Reed Army Medical Center (WR~J4C). 

V

V 

. 4. The Walter Reed Army Hedical Center (WRAMC) is, primarily, an installation
V which is devoted to medical research, medical education , and tertiary medical
care acti vi ties. Conseq’iently, RPMA services for WRAIIC must be extremely well
p1~nn~d, managed, and executed. 

j.
~ 

Vf ~ particularly important that these services
be rendered with great responsiveness, often to correct life/health—threatening
~~ uations (invo i ving large patient and .experlnental animal populations) or to

+ 
V ,-~redy conditions ~:hich jeopardize on-going teaching and research programs. A
c~~sid~rable portion of the RPIA workload consists of highly specialized V

m3intenance, construction, modification and alteration services, the timely
,‘rovhion of tñ~ich is critical to WRPMC’s mission effectiveness. Therefore,
t4 assure provision of highest quality RPM. services in a timely manner, it
.s in~era tive that.thc WRA!~C Comander retain control over the menpo~ier, equip—
tient and dollar resources required for RPMA pianning, :~anagement, engineering,a~d cxecut~on. V

5. The de~ red a1tnrv~ativ~ for ‘4RAMC ic 11. Alternative 12 Is the next best
and I~ TI cur third choice. M tcrmatives,~~~ 15, 16 and #7 are absolutely un-
Accept~ble to t1R~V4C. 

V 
-

- . 

V - V

• . - . -
. 

-

V • • • .
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Review Consol idaton Alternat ives ~~~~~~ l~~. +

,. The reasons for 
‘

~1actng 11, 12 and #3 in the decending order of prefere~ice+ 1~ duo to the dc~rce of dilution of our mission of supporting themedical center.
+ The Facilities Engineering operations focus on the primary mission of WRAMC , which

+ Is patient care . Over the years, the engineering operations and organization 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 . environmer.t
• for medical care, teaching and researtl~. Support to the Har~ry Diamond Laboratories

and to the Defense Mapping Agency Topographic Center would have to be viewed as
secondary in importance. This could result in customer dissatisfaction.

• 7. Alternati~es #4, #5, #6 and 17 are unfeasibl e at t~4is installation. Main V

• objection iS that the WRVAfIC Coa~ander would not have i~ rediate control ar.d re-
sponse of the engineers. The very nature of the mission of WRAMC requires fn nedf~te
reaction to the needs of patient care, medical research and health care educati on.

V 8. Because of widespread installations and traffic problems, area or regional
• shops appear to be inefficient. Travel time would signi ficantly decrease the .

amount of work hours- available to these shops and could decrease their effort V

by 25%. WRN•iCisamedical facility with the lives of service members and their
• dependents at stake. t1RMIC must furnish the best facilities and care availabl e

to these •patientc . The medical staff must have immediate engineer + response• capability in actual maintenance and facilities planning. There is already a
~~~~ ~n delay lu i~esign aiisi ap~ ruv ~

’is fur tiltiur con~tructiori of over $75,c~O~. 
V

~ is my contention that the delay would be increased for all projects and would
be extended to minor construction under $75,000. Further, it is t-IRAMC’s conten-
tion that as a Medical Major Command it would not be a proper function to cor~:r~da Regional Facilities Engineer Organization. Conversely, because of the life
~nd death implications of our mission , WRAMC is unwilling to be satellited on
another Regional Installation or Co~mrand with the resulting layers Of. bureaucracy.
As the number of al ternatives become higher they become more objectionable since
as the shops become more and ;~ re centralized , the Commander ’s control of the
DFAE personnel is progressively reduced. There can be no doubt that in that type

• of o;-ga 2at~ot~ the necessary s~r.se cf urg~ncy, often instilled by the opcratin~Commander, is lost. There are presently 12 ~najor construction projects of$54,OOO~00O planned at WRAMC during the next five years. Based on experience
obtained from construction of the New Medical Treatmmnt 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 err mqement +

• 
-

~~~~~ maintained. 
. 

• 

- 

-

+ + GEORGE ii BAKER, MOV 
~iajor General , MC
Comanding
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• • DEFENSE MAPPING AGENCY

f.~ ’ “,~~~~~
- TOPOGRAPHIC CEN1TR

+ 

V 

• 

WASHINGTON. D.C. 20315 
- 

-

RCPt. V to

• 13 JUN 1978
+ . ~MATC—FEO (28000)

SUBJECT: Consolidation of Real Property Maintenance Activities (~PM&)

V 
at Army Installations in the Washington, D. C. Area

TO: Chief of Engineers
Department of the Army +

ATTN: DAEN-FER V

Washington, D. C. 20305 V

1. Reference DAEN—FER —P letter , 24 May 1978 , subj ect as above.

• 2. As the draft study was developed, this h eadquarters 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 Defense.
This uniqueness is reflected In the requirements for facility
engineering support and the interface between the facility engineer

V and the other elements of the Center. PM&TC agrees with the stated
contention , “The first concern in constructing a cost effective recom-
mendation w.~s to preserve performance (effectiveness) at reduced cost.”V Our concerns along these lines relative to draft report “Army and V

DMATC RPMA Consolidation in the National Capital Region” are
serious and pervasive.

3. ~he prime erea of concern is the requirement for special
billets t’ perm t e~girieering personnel iccess to highly classifiud• operational facilities. Bec-~use of stringent security requirements,

• most c’f the D~4ATC facilities have controlled access throughout, ‘~ithconsi~erablc spa -e requiring special security clearances. The
• co~apetition for the limited number of special compartmen t billets is

such that the probability of a consolidated engineetictg center obtaining
more billets than now exist within the DMATC facility engineer is very
poor. One of the purported advantages of a consolidated facility V

engineer organization is the ability to fully utilize engineers in
the various disciplines and an improved inspection of contracts by

+ specialization of inspectors. Currently, the same small staff of
engineers and engineer technicians does the programming, des igning
and inspection at DNATC. DMA does not believe that additional special
access bilkets would be available to permit specialization . Rence,
a small cadre of engineers would, by necessity, have to do the same
functions now accomplished without either manpower savings or in~ reased
use of specialized staff. Will the construction inspection staff be 

V

increased with inspectors.with SM clearance and inspectors with the
• required Intimate knowledge of the various buildings which if not

present will reflect on response time and effectiveness? In the
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• ~~&TC—fl0 (28000) 
. V 1 3 JUN 1978

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

V ~~~~ square feet of SM space, 70,000 square feet has been modified
with special environmental controls.

6~ - The total number of persons, 132, proposed to be assigned to DMATC
i.~ the consolidated R.PMA organization would probably prove to be totally
inadequate. In the present DMATC organization , the Facilities Engineering +

Office (ff0) 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—sch o1 (SIS) students for 16 hours each week during the winter
months and an equal number of summer student aids full time during the
suusner 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 RPMk 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. 

V J  

V

V 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 RPNA organization.
V 

+ The proposed ratio of Personnel Office employees to total personnel
served in the HTC Center is approximately 1 to 72. Based on this ratio,

+ 132 employees engaged in facilities maiui.enance 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 instaliation activities chart of +

alternative 5, figure C—2—ll. Its proper position should be under the
Utilities Division. 

• V

7. Under this proposed consolidation, how could support be provided for V

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 c~oncerning the projected savings. For example: +

a,. Ther e is no superior aspect of the proposed organization tha t
will provide savings compared to present operations. The savings claimed
seem to be derived from adjustments to work staffing standards and
reductions in the suppor t ~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

V 
E—l—20 V 
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SUBJECT: Consolidation of Peal Property Maintenance Activities (~~~~) 

V

at Army Installations in the Washington, D. C. Ar ea

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

•
V V

consolidation. 
- 

V

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

c. 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.

V d. There seems to be an assumption that current levels of support
to facilities engineering will not be required under consolidation. For
example, those DMA~TC resources applied to personnel servicing offacilities engineering are claimed as a saving. Yet, the same personnel 

V

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 wou].d be
a reallocation of support resources from DMATC to the conèolidated +
organization, but not necessarily an overall reduction in those
resources. V : 

- 
V 

+

e. The consolidation may bring some savings in the areas of
procurement and supply. }I9wever, as the study states, there are
standards applicable in these areas; and to expect dramatic improvements
over the standards is not realistic. h ost of the current organizations
have sufficient volume of minor equipment, supplies, and inaterials.to
maintain reasonable efficiency. Current systems at DNATC such as use +

of the Air Force Stock Fund and maximum utilization of government
supply sources do not leave substantial room for improvement. 

V

1. Each of the Components considered in the consolidation has
unique requirements such as specialized hospital equipment and environ— V

mnent at Walter Reed Army Hospital and specialized mapping equipment ,
environment, and security at DMATC. This diversity of requirements may
subs tantially diminish savings and hamper services in the elements V

being supjorted.

9. It is .recommended that the study be redone, utilizing hard data on
all elemeup, addressing the claimed savings in detail and specifically
identifying all assumptions that lead to these savings, and analyzing V

the consolidated organizations’ ability to maintain the present level +

‘ U
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V

SV$JECT: Consolidation of Real Property Maintenance Activities (~~~A~) 
V

at Army Installations in the Washington , D. C. Area V

of services to the unique and vital installations involved . It V

should be pointed out that a more complete analysis may require Some

1 expansion in the set of feasible alternatives. V

JOHN P. LUND
Colonel, USA V 

+

- Director - 
• 

V

~ I

I

~

+ I +

-

. 

•_ 
V 

V
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15 J1!’1 1978

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

TO: Chief of Engineers
Department of the Army V

Washington, D.C. 20314 -

V 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 V

advised the Engineer 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 V

was expressed at the briefing to this Agency when the briefer stated
+ that the feasibility of the consolidation required no study so, therefore ,

ESC went well beyond the basic guidance.

4. As we poiuted out earlier in the letters to ESC, reviews of the impact
on security, laborer work force, engineer scheduling and prograv~ ing and
visibility of the work force must be addressed. The fact -that studies have V

been completed elsewhere does not by definition make it applicable to the
National Capital Region (NCR) . -

5. The study group used work standards to develop the manning for all
elements except the shops. Eecause 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. V

V The study reflects a savings of 94 FE spaces out of 323 nonshop spaces
or nearly 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 suspect, as we believe these are, then the results of applying
the standards are also suspect. DM~ has recognized that we have a shortage
in both the sh~p and nonshop work force and cannot believe that other
stations are enough overstrength that 94 spaces can be saved. V

V 

E—l—23
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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. Bow is it possible to
justify big savings by consolidating RPMA functions and also big
savings (fron 30.5 man—years to 12 man—years) by further fragmenting
the acquisition function by adding a new acquisition element to the
NCR. The assumption 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
Vbe in large quantities is probably sound, however, consolidation
viii not reduce the total number of work orders. The supplies used
on each work order will still require accountability. It should
also be noted t~at the Facilities Engineer may receive the supplies

V in his warehouse but the requisitions are handled through base
supply. There is, therefore, a workload impact within the support—

V ing supply activity. This Agency also questions the assumption
+ that all facilities are subsets of Fort BeJ.vo!r. For example, the

DMATC photo labs and production space are not similar to any space
elsewhere within the NCR. +

V 7. We also believe that the Study Group misinterpreted the data
+ supplied in s~p~ort of the Work Coordinating Division at DMATC.

+ This division c~rrent1y has a staff of six. In the proposed consolida-
tion this staff is reduced to two with backup from the Consolidated
RPt~A Headquarters. However, that Headquarters only has- thirteen in
this total area and only three in the estimating section. We are

• encountering c.:siderable difficulty in doing the work with six and
V - in fact, we a~~~ented this force with personnel from our Componentin St. Louis during the early work on the DNA consolidation of pro—

duction funct~~~s. In addition , we have extended from 16 to 24 hours
the time im itation on service orders due to our inability to keep
up with estfratas of individual orders. To do the job with less than
a ctaff of six is, we believe, impossible.

- 

8. All manpower numbers used for DMATC are incorrect. The total
Full Time Per~a~ent (FTP) billets assigned to the DNATC Facilities 

V

Engineer is 127, not 157, as shown in the study. In addition the
study does not recognize the many overtime hours used within the
function, the lenporary Part Time (TPT) employees, the temporary over—
strengths, the 40 to 25 .Stay—in—School(SIS) students for 16 hours, 

V

V each week, during the winter months or an equal number of summer aids
that are employed full time, during the suumer months.

9. For a cons~,1idation of this magnitude and complexity, we fee]. 
V

that a more c~nprehensive cost/benefit analysis should be included.
The analysts 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 reconunend using the guidelines provided

E—l—24
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in DoD Instruction 7041.3, “Economic Analysis and Program Evaluation
for Resource Management,” in providing an acceptable and recognizable
cost/benefit analysis.

10. Tb. allocation of one authorization to the LEO function appears
to b..unrealistic. There will be a large percentage of minoritie s, +

at the lover end of the pay scale, represented in the proposed work
force. Bistori cally , a major portion of our LEO 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 function.

11. We recognize the desire to provide the study to 0ASD(~~A&L), at

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

comeents fro i users on the draft is incomplete staff work and denies
us an opportunity to comment on the final study . This approach would
require OASD (XRA&L) 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(MRA5L ) .

12. In si 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 adequate analysis and staffing is unacceptable. This Agency

V believes that the draft study is incomplete , irV..ccurate and should
V not be used as a basis for making a decision on consolidating the

RPM& functions in the National Capital Region.

5 Enclosures R. ‘L C INS
1. List of References Rear Admiral , USN
2. Refere nce a. Deputy Director
3. Referenc~ b.
4. Refere nce c.
S. Reference e.

cc:
DASD(I&B)
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27 February 1978

RETYPED/D?—56/27 Feb 78/him,
FE Mr. Allen.D?—56/22 Feb 78/dha

SUBJECT: Consolidation of Real Property ~-tainten.auce Activities (RF!!1A)
at Army Installations in the l4aehington, D. C. area

TO: Chief of Engineers V 

V

Depar~~ent of the Army - 
- 

V

V A~~~: Engineer Studies Group 
V

Vashington, D. C. 20305 V

1. As the subject study Vj~ developed , this leadquarters believes that
certain infornation about the Defense Mapping Agency Topographic Center
(DNATC) should be considered. As you are aware, D~IATC is a unique V

organization, and except with±n this Agency, there is no comparable oraan—
isation within the Department of Defense. This uniqueness is reflected V

in the requirements for facility engineering support and the interface
between the facility .~ng1n.ier en~l the oth~r ci i’ent’ of the Center .

2. The prima area of concern is the requirement for s’ecLal billets to
permit engineering personnel access to h1~hly classifiad-pperational 

+

facilities. ~~cause of stringent security rnquirenents, most of the
DMATC facilit~as have controlled ac~ess throughout, with considerable
space requiriz~ special security clearances. The coupetition for the —

limited nur~be: of special coz~partnent billets is such that the probabi1~ ty
of a consol~ .a.ed engineering center obtaining nore billets than now existwithin the ~~~~~~~~~~~ facility eu3inaer is very ,oor. One of the purported
advauta~es of a consolidated facility eflgineer organizatIon is the abilityto fully utilL:4 engineers in the various dIsciplines and in izprove~ V

inspection o~ contracts by specialization of inst~ectors. Currentl7, the
same small staff of engineers and engine.or technicians does the progra i~g,
designing aid inspection at DMATC. DMA does not believe that adiition.al
special, access billeLa would be available to permit specialization. ‘anc~a,a small cadre of engineers would, by necessity, have to do the same functior~s 

V

now accomp1is~ted without either manpower savings or increased use of
specialized staff. Since the one supervisor in the Engineering Division ,
the division r~sponsib1e for pl~~ning, designing and inspectIon, is truly
a working supervisor, there are no savings identifiabl* in the management
area which could be. realized from consolidation.

3. Another area of concern to DMA is the interface between the production
equipment maintenance work force and the facility engineer . There is very
limited mennin~ in both of these functional areas. Therefore, there have - 

V

been many occasions where the actual, work accomplished has crossed functional
line.. If these craftsmen are working for different organ.tzations, the

V 

V V Record Cy
DMA R/P
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functional lines will have to be clearly drawn. Sines the dividing line
is not clear, any attemp t to truly define it will undoubtedly have an inpact
on vorkin relationship.. In this same functional area, th. facilities
engineer provides the production equipment maintenance with considerable
machine shop su’~port . If the facility engineer reports to $ different
orgaa.taition, the loyalty to D~VtATC will undoubtedly drop as will the
willingness to provide support. This is ju st one of the intangible
loss.. envisioned from consolidation.

4. Still another uniqueness of Organization at D~!ATC is the fact that the
co~~on laborer pool is in~ facilities. Much of their effort is in support
of logistics end the production elements. We beliEve it is logical to

• place this Labor force in facilities, as these are the employees who cut
grass or shovel snow. .~.a a separate organization., this interface would
be difficult, If not iap~oàsible. A reorganization of this labor force
dividing it bet’.zeen the facilities en~iaeer and DMATC would be essential,
and I believe there would be a substantial loss in effec tiveness.

V 5. It should be noted that D~~TC is opetating under the Air Force
supply system and will, be under the Air ?orce automated procurement system
on 3. May. U the facility engineer is operating under the Army system and
the r~~~Ii~ er of the installation operating under ttc Air Force system, t~ora
are bound to be problems where the facilities engineer and production equip—
ment main te~ance interface.

6. The ~efen a ~L~pping Agency also operates under a unique cost accounting
system thai’ ~s focused on the niasion of DMA and responding to requirements

V of DoD. Aithoug.h the facilities engineer could certainly operate on a
different sys:z’-a from the rest of the installation, ~indoubtedl’i, eom.~ of
the infornatica that should be analyzed ifl total. could be analyzed only In
pieces uncer t~o different cost account a stems. 

V

7. DMA is also concerned over responsiveness of a consolidated facilit’
engineer. The caj or portion of the new D I A  production equipment comes from
R&D pro~rana . Often the actual requirei~~nts in power or air conditioning
are not kr.owu until shortly before the actual equipment arrival date. ?rom
an engineering standpoint , this is a tremendous problem and often nas an
impact on the zaintenance and repair program. If the facility engineer is
working for a different organization, the loss of being part of the DMATC
team could aave a real impact on the reeponsivenesa. -

8. In st~~nry, the Defense Napping Agency envisions far more problems than
benefits if the ~)efonse Mapping Agency Topographic Center facility enginee:ingsupport comes from a consolidated center. We therefore urge that ThWZC
not be included in any consolidation of the facility engineer.

L M.- COLLI~S
V Rear Admiral, U5N

Deputy Director
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Mr. A1lcn/~1r. Jlertel/DP-56/23 March 1978/hew -

SUEJ!CT: Review of RPfl& Consolidation V

TO: Co~~andor and Director
Engineer Studies Center V

6530 3rookes Lane V

Washington, 0. C. 20315 -

1. This Agency finds it impossible to provide a constructive review of
V the comparison of the seven options pro~posed by the Engineer Studies

Center (ESC). 3asic iterns nissing from the ESC study include costs and
V benefits (dollars and manpower) associated wIth each alternative, including

advantages and disadvantages as viewed by the Study Group and t~ieir recom .
- mendatiens * V

2. In addit±on, as I advised you in my letter of 27 Februsrj’, this
Agency has so~e very serious concerns about the ability of a centralized
facility engineer function being able to t.eet our equire~ents ~lue to
problems in sec’~rity clearances , interface with olenents of the Topographic
Center and r.~s;cnsivene.ss to the constant change in viissior. equip’~ent. I
am sure that sinilar concerns have beer. expressed t~y the Wa1te~ !~eed Arny

~Iodica1 Center ~nd M’1ii~gton ~3ll Station. W~thouz direct knowledge of
their prob1e~s and th~ inpacts of consolidat~.on on th~ v~rio~ss ~~ssions,
it is inpos~ible to r~cc~~end the t~ost desirable option.

3. Resynses to the eight çuestions provided at your 16 !4arch ~eeeingcannot be ar.st~e:~d without the data described in paragraph 1. It is
impossible ovea to dotor~itine if the status qu~ ~ s tho best option.

• 
- R. M. COLLINS

- Roar Athrtral, USN - -

Deputy Director
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Esc 3 April 1978

SURJECT: Review of RPNA Consolidation

Deputy Director
Defense ?‘npping Agency V

ATTN: FE - V

Washington, DC 20305

1.. References: 
V V - -

V • a. Letter, Deputy Director, DMA, 27 Feb 78; subject: Consolidation
V of Real Property Maintenance Activities (RPNA) at Army I1~stallatione in

the Washington, DC Area.

b. Letter, Deputy Director, DNA , 24 Mar 78; subject: i~eviev ~f
RPNA Conso1i~ation.

c. AS~(I&L) r~iemorandum, 4 Apr 77; subject: Consolidation of Real
- Property ~aint~nance Activities (RPM&) at Military Installations in the

Washington ~.C. Area (Inclosure 1). 
• 

V

2. The c eflts in reference la and lb regarding the special t~.PMA~ require-
ments at D~ATC are most appreciated. They represent exactly the type of
Input we need to conduct a thorough and objective study. There does
appear , ho~aver, to be a misunderstanding regarding our request for a
review of P.P~!A consolidation alternatives . Perhaps a brief description

- of the bsc~~round leading to our request WL].1 help. - V

3. A coátinuing objective of Department of Defense (DOD) policy and
guidance is that real. property maintenance activities at militany m arsh a—
tiona in a given geog~apKic area will be consolidated where it is cost
effective and does not result in mission Impairment . In consor.ance with
this objective, OASD(I&L) directed the Army, Navy, and Air Force (refer-
ence Ic) to study RPMA consolidation in the National Capital Region (14C!t) .
The Army was directed to study consolidation for seven installations,
one of which was the Defense Mapping Agency Topographic Center. SInc~
the Initial directive, two more installations <Karry Diamond Laboratories
and Vint P.ill Farms Statich) have bean added to the list of candidates
for consolidation.
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ESC 3 April 1978
SUBJECT: Review of PPZIA Consolidation

4. Subsequent to the OASD(I&L) directive , the Of fice , Chief of En ineers
(OCE) was directed to conduct the Army ’s consolidation study. OCR , In~
turn , tasked the Engineer Studies Center (ESC) to perform it. In an
effort to follow the spirit of the OASD(ISL) directive and DOD guidelines
for consolidation studies, OCE and ESC have attempted to accomplish an
Interactive study involving all potentially affected installations and
their parent organizations. ~~~y V through such cooperation will the Army
be able to fulfill OASD(I6L) expectations for a thorough and objective
study. It was intended that the participation of the principals could
be achieved through the Lr designated POCs. • V

5. Sinee the consolidat ion study was initiated , !SC has met on three
occasions with a]]. POCs to review tho study schedule and t~rcgress, and

V 
- request thetr particiDation In specific tasks as part—tine study group

members. ~ ‘e ZSC study team menbers have also i~et many t ines with
In~tallat±c’~ ?C’Cs singularly to collect the 8rest m’~o•rnt or iu~tahhitiot~
data required.

6. An in;or~ant part of our study process is the selection of alterna-
tive consolidation schemes that can be analyzed in detail. This was
ehown in our i~iitiai. study schedule (Inclosure 2). It is essential that
each alter a~ice reflect the special requirements of each installation.
For exanp]e, ~ t~NC requires a hospital support wilt. The stra~~an alter-
natives were offered for early POC review in an att~~pt to utilize the

V 
intimate kn cw ed~e that each FOC has of his installation A !etailed In— V

depth review ~‘f all costs and benefits was not expected. Chiefly, we
j ust wanted to be sure that nissiort related or other important features
were not ov~:looked. In addItion , we wanted to set an overall perspec—
tive of the feasibility of the different concepts inherent in the
various altar?atives. This prompted our request for a relative rating

V of each alternative. For exanpie , those alternatives with area shops
may or wny not be feasible as regards DMA~C.

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

to meet CAZD(IZL) expectations of a study product.

2 m c i  WALTER C. BELL -

as Colonel, Corps of Engineers
- Coimnander/Director

Engineer Studies Center

V 
V V 
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)ft. Allen/DP—56/13 April 1978/hew

StBJECT: Consolidation of P.cal Property 2~aintenance Activities (RP~fA)at Army Installations In the Washington, D.C. Area - -

V 

TO: ~~~~~~~ and Director
Engineer Studies Center -

6500 Brookas Lane
Waahington, D. C. 20315 V 

-

V 1. References:

a. IiQ D~&(!2) letter, subject as~above, dated 27 February 1978.

b. EQ D~~C?E) letter , Review of RPM~ Consolidation, dated —

24 ?iarch l97~. V 
- 

V

c. ESC letter, Review of- RP~~ Consolidation, dated 3 April l~)78 , 
V 

V

V 2. As indIcated by references l.a. and 1.b., this Agency has some real
concerns 33 tO the pract±c3biity of ConsolIdating the Topogr37hic Center’ !3
Real Property’ }~a.intenance Activity with other activities in the ~Zashington

V area. In ~avIa~dzg the sin ai.ternatives, the following coaments are
prov ided :

V 
a. As in~icated in ref erence l.a., the consolidation of cn~ineering

and inspe:tioz ~~uld, we believe, create sone real proble ms with respect
to cecurity billets. The competition for special security billets is such
that additional billets are probably not available, and without addLttonal~.billets, we da not believe the con.soUñated functions could perform
satisfactorily. Although we do provide access for uncleared contractors
to accomplish construction, this is normally on non—duty hours and by
special arran~eneat. This type arrangement for engineers doiuc~ de~iign
is not practical as we depend oa then not only to accomplish th. design ,

• but also to icsnti fy the space that is necessary for the construction.
In addition , we use the inspectors as “watcher s” for uncleared workers.

V The double duty for the inspectors saves plac ing additional p o ~1].5 on
overt ime. If the inspectors wer, more nearly aligned by disciplines and
craft ., added security billets would be needed . As for engineers , these
are not available. The prob loms with special security billets would app ly
to all. alter natives , except status quo. V

b. The renaval of the shops from the couttol of the insta llatio n atuo
creates probl ~~a. Becaus• of the snail size of the installat Ion , the
chops are use l by both the facilities work force anJ the equipment main—
tonanea wr~ force. Cross use of these shops under alternatives 2 and 5
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would be c~~be;so~e at best . The moving of the shops as proposed in
alt.rnattves 3,4,6 and 7 would create the requireneat to enlarge the

V equip~~nt ~~~~=~~~~3flCC ~~~pg &t the Topographic Center; thus, negating
any saVings from canaolida t ion .

c. The Topographic Center has a sin~lc laborer pool under control
of the FacilitIes Engineer. This labor force does such non—tP~iA functions
as move furniture and equ~Vpaent. Under current procedures , the entire
force night be novin~ furn*~ure one day and cutting grass another . If
this labor force was split with part working for facilities, and part under V

• control of the Topographic Center , flexibility of work assignments would
be lost and full utilizatIon would be difficult. Additionally, with a
divided work force, tasks. such as moving offices would take -excessive
time. This d.~vidion of t~e labor work force would be necessary under
all alternatives, except status çuo. - 

V

d. From an engineer scheduling and progrmMH~g standpoint , DMA~C
offers a unique challenge to V the facility Engineer. because much of the
production equipment cones from the R&D Program , actual requirements for
power and ai~ cooditionLu~ are often not known uatil shortly 1ef~ro actu~lequipment arrival date. The late receipt of thIs critical design data
baa a tendency to disrupt all schedudles in design and construction. V

Although na~or gains in coordination of requix~~ents have been made inrccent ycars, further improvement vl~ll he u nited. We believe that it
is not r a!c lu to expect the seine responsiveness from a consolidated
engineer an we nn•i receive. This drop in responsiveness would be for
two major reas~~s. First, the Facility En~Ineer would be reluctant to
change schedu~~s if the change inpacted on other customers , ar$ necond ,
not being part of D~A would tend to change the outlook of individuals
from being pa:t of the overall production to just ~av~ng a job to do. V

The impact on scheduling and programming applies to all alternatives,
except Status quo .

e. In a hi~hly technical and industrial organization such as D~1A ,
it is difficult to maintain visability for those not directly involved in V

the mission of the organization. ~e believe that we are doing an outstand—
lag job of nai~.ing all personnel aware of the importance of the support
function. Al.~ou~h the consolidation of flP~~ functions would not reduce
the inporta~ce, the fact that the employees would nov be Army employees ,
rather than tnploy~es of a Defense Agency, would tend to reduce the
coverage they would receive within the Agency public information system.
Additionally, since these employees would be attached to a location away
from their “front office ,” the normal reaction is to feel you are not
part of that or~anizarion either. Although It is cer tainly difficult
to measure this impact , we believe it to be a very real Influence on
productIvity In aU. alternatives, except atatus quo.

f. In revtcwing the impact on D~iP~ of opera t in; under an ISM or
with indu3triai. funding , vs zce no sIgnificant diffur enca. In either case,
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vs would be cependent upon an outside agency for support , and , in effect,
be a customer of the host facility engineer.

3. In s’~~~~’y, the Defense ~appIag Agency does cot believe that he
consolidation of the Facility Engineer function of the Topographic Center
under an Army Installation is advantageous to either this Agency, or
the Department of Defense. We urge that as this study is developed ,
the option of excluding the Topographic Center be identified and includtd
in the final study. V 

-

• b R  T1~ DUICTCa:

ROBERT. S. JLL~ 1
Director V

V 
Pacilitisa Engineering Office
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__ DEPARTMENT OF THE ARMY
• NAR Y DIAMOND LASORATORIem -__

~~

owoeA MILL. ROAD
AO~~.PN1. M~~ 20753

1$ Jw$~~4
DIUW-PA

SUBJECt: ARMY and EMATC RPMA Consolidation in the National
Capital Region

THRU : Co~~~nding General
Electronic. Research and
Development Cosmtand (ERADCOM)
DRDEL-CG
2800 Powder Mill. Road
Adeiphi , Maryland 20783

TURU: C~~~anding General 
-

US Army Materiel Development and
Readiness Cc~~and (DARCOM)

DRCLDC/DRCIS-EF
~0Ol Eisenhowe r Avenue

V Alexandria , Virginia 22333

V TO: US Army Corp s of Engineers
V Facilities Engineering Directorate

V DAEN-FER-P, Room lG067, Forrestal Bldg.
- - Washington, DC 20314 V -

1 • This Comeand non-concurs with the recoimnendat ion in the draft report
of the Consolidation Study. It is recomended that Harry Diamond
Laboratories (HDL) be excepted from consolidation, for the following key
reasons:

a. 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 V

function. No guidelines other than those we have developed ar e available
for this work.

b. The HDL Facilities Engineering Office is prepared to give imeediate
response to all research and development laboratory requests for support,
enabling researchers to meet their deadlines and avoid mission delays.
These requests for support ar. divers., and often unique.
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• OILED-PA ••
SUB JECT : ARMY and EMATC RPMA Consolidation in the Nationa l Capital Region

c. We consider it highly important that our personnel have an int imate
and detailed understand ing of the composit ion and conditions of the existing
plant and that they have a similarly intimate and detailed knowledge o f .
Sb. conditions and featur es required for the activity ’ s mission effort.

d. The draft study does not specifically address itself to our satellite
installations. -

e. Were the consolidation plan to be implemented as proposed, the RDL 
V

Comeander would have little or no control over the manpower available to
accomplish his mission. A manpower cut within the NCR -RP MA group would
adversely affect RDL projects, and therefore its mission completion. 

V

2. I believe that it is essential for the Facil ities Engineerin g Office
to be retained intact. Otherwise , mission effectiveness will su f fer. 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 comeand. This is due in a large part to the time sen-
sitivity of these requirements.

3. We wish to remain exempt from any consolida tioz~ effort that would be
detri mental to HDL ’s mission .

4. The Installation ~~~~~~~~~~~~~ “Sta ff 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 inclosure . This is
an area I can closely evaluate . Consequently, if the Study is in error for
the Staff Engineering Group , similar error may have been made in other areas: V

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 m I .  .
- 

CJØL,ADA
£cting Comeander
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V .. INTRODUCTION 
• 

- 
-

• It should be pointed out that the consolidation study considered only the
4k..4quarters Site at Adclphi . It did not con.’Uder the ocher four sites tha t

V 
constit ute HDL , except ~ s~.tll notation on ~Foodbrtdge.

!DI. consists of . I
1. The Adeiphi I oad~uzirters — 18 bu i1din~s on 137 acres of land ,

• 2. Bh,ssom Point, ~D, Test Area — 64 small buildings on approximately
1.600 acres of 1an~,

3. ~oodbridge, VA, r.csearch FRcilLt-: — 13 bu ildin.- s  on 5~9 acres,
4. - GaL thcrshur~ , ~D, scar.~h Facu lty — 13 bu i1d im~s on 21 acres,
5. Dj .~~,nd 0r~1nanco t lj j t io~ Factilty , F~reat Clen , ~D — 2 bui ldings, and

V 
• 

~ huildi~ cla~~i~Lcd ~s £c’ui nt (~~u~ iu~ our rj ~ic1ra r rcac tar),
on 1.29 a res. ~.‘a arc in the ~ro~cas of cloain~ thin facility .

Th. workload at those installations must be identified separate ly
- because of the excebsive travel time involved and the work impact on each of
the projected three proposed groups i e (1) NCR—RPMA Directors~ Staff (2) Inst-
allation Commander Staff Eng ineer and (3) The station manager staff and workers.

The mission of HDL is research , develop~ ent , ei~jine er ing , and testing in
vcapon systan s and physical scier.ces. I~DL serves qs the Ar my ’s Lead Lab oratory
for fluidics and nuclear weapon s effects research and testing.

R~~so:;s t i:y ~~~~~~~~~~~~~~~~~~~~ suouLD 3t ~AI: TAfl~ED
‘V V t e  believ e tha t it is imxrt ant  for  the nrcsent T!DL Facil~tics Er .ginecrir;
Office to continue to function intact primarily because the tasks that riced to
be done at !~ L recuire the kind of experienced and kno~iledgeable staff tha t we
sow have. Some of the tasks renuiring this sort of exnerience include

1. furthering the !IDL mission ,
2. continuing the relocation of HDL headqua~ters ,

- 
3. incorporat ing ERADCOM into BDL space.

Each of these tasks merits individual discussion.

1. Relocation

• 
- Harry Diamond Laboratories is currently completing the relocation of

its Headquarters to the Adeiphi, t~D , site. This has been a difficult and complex
job. A completely new Army installation, dedicated to research , development ,

V 
and testing, was conceived , designed , arid 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
assuming the operation and maintenance of this new Army installation , which is
currently undergoing critical “shakedown” and “punch—list ” corrections (corre ctions
required because of contractor errors). New ionstruction includes major nodular
laboratories housing special—purpose research eouipinent with special Independent
tmsperature — and humidity — contro lled enviro~nients . The utilities systems use
the latest state—of—the—art—desi gn , such as high—temperature (400’F), high—pressure
(300 Ib) , hot water heating systems, redundant electric services, elaborate
intrusion-detection systems , and so on. -
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V. believe that the cur tent management design, operating, and maintenance
personnel of the NDL. Facilities Engineering Office must continue to be “on—site”

~ ‘uring this critical period of “shakedown” and “punch—list” corrections. This
- .s also highly desir able after this period . /
2. Incorporation of EP.ADCOM / -

~he ZR.DcOM reorganization has introduced an in~ruased workload to the
Facilities Engineering Office. ERADCOM our next higher command
(i~~ediatolv subordinate to DA~tCi)i), will brine 200 to 300 ac!~ itional people to
the existing buildings at IIDL. ~1oving these personnel (.uostlv attached to
ERADC~~( I !cadcua rter s) into UDL space will have an important effect on the current
Facilities staff . A dctaj lcd !uio~:led~ e of the existing buil~ings is essential• to carry out this incorporation efficiently.

3. HDL’s ?iissio~ and FEO Responsibilities.

Maintenance of electric , water, and sewer systems, as well as service to
buildings , pave ments , and ground s , is common to all installations. However,
one of the important missions of the HDL Facillties Engineering Office is the
support of the RDT&E work within the laboratories and the maintenan ce of the
special—purpose facilities and equipm en t related ’ to these.

IWI . does not perform any of the functions which are the pri me missions of
the other Army installations within the National ‘Capital lte~ ion: that is,
operation and maintenance of housing for troops, families, headouarters and
schools, and industrial support seryices such as commissaries , PX’ s, Laund ries,

- !*eaters , medical centers , etc . Therefore , the hDL Facilities Engineering
4fice does not support functions such as these.

Rather, the IWL Facilities Engineering Office has an entirely different
orientation. It 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 reciuests for support are
diverse and often unique, recuiring complex preparation and readiness. The
RDL Facilities Engineering Office must be prepared to meet all these engineering
and design r equir ements at all times, backed up by the Army District Engineer.
Also, a special on-going program is being developed for preventative maintenance
which it is important to continue uninterrupted.

To suusarize, the lfl~L Facilities Engineering Office is responsible for thedesign, construction, installation, alteration, maintenance, and repair of
special—purpose , one-of—a—kind equipment systems and facilities in direc t support
of the ins tallation ’s technical mission. This is not a normal Post Engineer
function. No guidebines 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 unioue and ccmp1nci’~rob 1ems. Therefore , it is - 
V

clear that the responsibilities of the HDL Facilities Engineering Office ar e not
th. usual duties of a Post Engineer. 

• 
--

E—1—38 

~~~~~~~~~~ 
V V~~~~ - ~ ..L 

~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ - V V  - ---- _ - -~~~-



- _~ ~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~

ItIII PAGZ IS BEST QUALITY FRkCTICJI.Bi~~
muM COk’Y PuR2~-IsH~D ~o £~DC ~~._ .,, ...—

~ b r  various reaso na, ther cf are , the functions of the f~)L facilities £ngine.rt rg
office are best accomplished by ‘people experienced and familia r with th. various
ontinuing tasks that need to be done .

V 

-

4. Conclusion 
- 

-

— Tb. vast wajurity of the persunncl’ in the HDL Facilities Engineering Off ice
hove bcen with the project since its inception. These personnel ar. totally
familiar with the new facility, and ~any dollars have been spent in spatialized
training for than. After the “shakedown” ~crio7l, it uoulu not be in ti~e bcs:
interests of the jnstallatjon- to eliminate thIs cadre of ~-DL oriented a~d
trained management and design perso’~nel. ~e consider it highly laportant that
our personnel have an intimate and uccailed understanding of the composition and

V conditions of the existing plant ar.d that thcy have a similorly intimate an~V 
detailcd knowledge of the conditions and features rcquircd for the activity ’s

- mission áffor t . - -

My transition period will naturally be difficult and sonewhat disruptive.
However, the transition between the present mar.agoment ar.d the proposed
consolidation would be further complicated by the kinds of tasi.s rcquircd of
the Facilities Engineering Office at l~DL. Only part of the responsibilities of.
the IiDL Facilities Eng4neering Office are routine and easy for newcomers to
take over. The relocation and reorganization of -}~ L and EP.~DCO~, combined with
the necessity to support EDL’s tethaical. missic~i, irnpose a docale butde ’ on t’ne
1~ L Facilities Engineerir.g Office. The continued presence of experienced
management and engineering type personnel at HDL is therefore important to
facilitate the reorganization of these laboratories during the present turbu ent
‘~.riod and to continue direct support to mission work. 

V

RE~~RI~ IN RESPOXS E TO PR~PCS 1 D P.P~A CONSOLID.’1T1CN 
V

The report stresses that the consolidation plan will, not result in reducIng
the number of bjue-co1la~r workers. i(awever, acditional staffing is nec ..eQ for V

identifiable, recurring, day-to—day on-site maintenance workloads. Even 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 personnel 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 responsibiliti es of the proposed
NCk—RPHA Group. This would add workload to specification writers, contract
administrators, legal office personnel, procurements office personnel, 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 inspect ors and security escorts.

M)L Operation Under NCR-RPMt Group: Problems

1. Conf licts. Under the proposed consolidation , the re could be conflicts
between the technical mission requirements of other installations and KDL. If
such conflicts arose, there could ~be problems of priority and of av*ilabilityOf manpower and equipment . - V 

- 
V
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rreventtva )1atntenaflc~i. 

The Study does not identify how a schedule
~~~~~~~~ recurring maintenance of installed building equipment will be provided to the
station manager, or contrccted, because of lack of porsconel to accomplish the tasks.

m. us does not address installed building equipment , i.e., hoods, air condition-
equipment, electric equ ipment, etc. We have checked other Army installations

a d  it seems as though each one baa a sepa rate system and does it in a different way
or operates on “break down” maintenance. -

At urn. we do not yet have an up-and-running system. If the consolidation occurs,
the developing of the same kind of Preventive Z~aintcnance Programs for all of the 9
installations under the new WCR-REtA Group should be developed. It still wauld be the
prerogative of each Co anding Officer to determine how much aintenance ha t ants to
spend in this area. Ucwcvcr, all cqoi;.ment cin~uld be inventoried and a c c n  ;:a~tam
developed by come branch in the ~C~-L~~- t~ grbup. The Lavy has a vorki~~ c~~~~~c~I:cd
prcgran that , in cur cptnicn , shculd be adopted fpr this function. -

3. ~~~ar~tfrn of rcr~~—~ei. It would cac~ il~c;ical to ac~arato the c::istin~ of2Lae
and chop pcratmnel two hi~bly trained and cmpcrienccd groups of pocple that nc~ wara
as a uni t , cquipped to handle all Post Engineer type work, as well as tcchaica .

V 
mission rcquircnencs . Ultimately, mission response tine would suffer.

4. Security and Escorts. Ml personnel working for or at HDL must be cleared for a
ethimem of secret or be under line-of-sight escort at all times.

S. Difference in v,rk lend nn!~ r r .  ~ot~~cn 1977 ~ni when L~nlc~en~cd. The st~dv
reflects conditions in 1977. We have had considerable changes (increase in space,
addi t ional mission work, difference in slots reported in 1977, etc.) .  Kcw will  the
study group prcpoae to ccapcnaato for- this if consolidation in implcmcntcd? Aloe,

- if after consolidation and sonathing is wrong, requiring more spaces, how will it
b iccomplished?

6. Level of P~anns~:er Allocated. The Study allots only 757. of the rc:c;n±:cd stcf ~~n;
guid. allowances . Therefore , if the etaffiag guide allows for 4 ncn, you are stoffir.;
at3uen.

7. RIP Actions. The Supervi sors and Foremen of the blue collar workers will not
necessarily be retained at their current installation because of RIP actions . This
highly skilled group of people now trained to supervise the workmen operating and
vorking on th. specialized installation equipment will not be properly utilized.
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I.ch installat ion co auder reta ins responsibility for the following functions:

:1 
- 
Invirounent and energy program. - 

- V

S - - 
V .

2. lousing management (excluding RPMA direct execution).

3. flre prevent Len and protection.

lhes. three functions were not considered for the consolidation in this study and
hence the staffing remains uzwøang ed .” .

• 
V Through a misunderstanding , liDL is shown in Figure C-2-8, Page C-2-27 as having only
two (2) persons supporting this area , when in fact there were three (3); one (I)
environment and energy (General Engineer) and two (2) Fire Inspectors. Since this
report, we ha ve hired a third Fire Inspector which will not be reflected in this
report.

In addition to the above personnel, this proposed RDL staff is ~dentLfLe d in the
rsport as three (3) positions with the following duties: V

t. “planning progra msing for appropriated funds (RPMA and MCA) as currently in-
:ludthg master planning and annual work pu nning iq cooperation with the consolidated
~~ -RP$A organization.” 

- 
. 

- V

t• Ug~~~•~~ Property records (supported by automated IFS reports from consolidated
rganLzatLou.”

• next page is our interpretation of what duties we really expect. This cannot
as don. with a total of three (3) persons.
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Tb. following are some of the duties that HDL envisions viii be the Staff
!ngtns.rtng Group rssponsibiltt ies: -

• 1. Worki ng daily in concert with HDL Coemsuder.

a. Providing MDL Installation engineering expertise for resolution
of M$C (ERADCC~I) support problems and fulf illing M$C rsqutr~~~nt$.

b. Master Planning.
C. Space Manage ment .
d. Installation Planni ng Board Meetings .
a. Disaster Control.
f. Civil Defense. - V

g. MDI. Fire Marshal responsibility.
Ii. Inter-Service Support Agreement Management.
i. Local reporting to MDL Coomander. V

2. Establishment of work priorities.

3. Work request approvals.

4. Responsibility for approving estimates.

3. 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 funded projects
(Construction).

9. Report Preparation:

a. Unconstrained Requirements
b. C~~~and Ana lysis Utilities
c. Technical Data -

d. D E I S I & I I
a. Special Projects (0 & M Facilities )
f. Special Projects (MCA Minor )
$. Military Rea l. Property Inventory
h. Leised Real Property Review
i. Response to myriad messages (TWX’s) with short deadlines ,

requiring in—pu t from entire Facilities Engineering staff at
times to accurately comply

j. Annual Schedule for Capital Equipment V

k. Military Security Classified Doc~maent Review -

•
V 1, Other reports not a forement ioned.

• 10. Establishment and Maint enanc, of Resource Management Plan (PM?) .

11. Preparation of Annual Work Plan CAMP) . -
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12. Implementation of Annua l Work Plan.

13. Investigative work relat ing to sophisticat ed laborato ry ISqUeats .
(1(9400 — Mission Support ) .

- 14. Managing fund expenditures between MDL and PfD W Consolidated RPMA .

13. Initiatin g , processin8 and monitoring requisitions of services and/or
supplies not coming under purview of MDW — RPMA .

16. Daily administrati v e functions :

a. Full tine (8 hOurs each workday) telephone answering service . -

b. Receive, log and rrocess i~ai1.
c. Prepare and forward outgoing correspondence.
4. Uointenance of tiziesheets, and daily suspense items.
e. Handle requests daily from IIDL occupants ranging from

information in—put to job work sta tus.
f. Review of utilities sales contracts.
g. Review and up—dating of internal procedures. -

h. Belvoir—Woodbridge Family Housing Activities.
i. Secretarial support to Environmental—Energy , Fire Protection

personnel, plus other residual staff personnel.

17. Studies as directed . -
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In the vent of consolidat ion , the Resident Staff Engineer Office at HDL.
should consist of :

1. ResIdent Vacu ity Engineer CS 13/14: We would suggest that
this position be filled by a Civilian Facil ities Eng ineer.
Our major i~ormand , DARCO~i, had previously idantif led th is

• . position at IiDL as being beat occupied by a civilian who can
provide the Coomanding Officer with contia*ous day—to-day
facilities expertise. Military personnel muse rotate every
three years , so that MDL would lose the benefit of engineers
with a knowledge of plant operat ion , and would continually
have to be training new penpie. •Rotating military personnel in
this position would create turbulence for the Facilities
operation and for MDL. This person oust protec t his Conmander
(run a public law violation in the Facilities area. Me must
be a fully trained-Facilities Engineer. V

2. General Engineer CS 12/13: Handles mostly plannln~ f unctions,
consults with 1~DL scientist and technicians to det~rnine supportneeded , develops work reouests, requests help from NCR—RPM& Group.
Maintains Real Property Records and InstAllation drawi ngs. Inspects
completed work (contract or In—Rouse) for acceptance. Inspects work
associated with Standing Orders for complianc, with MDL reouimnnents.

Rots: Tie have found it next to Impossible to recruit at less than the
CS—12 level to obtain competent engineez~s.

- :  - ~~~~~~ ~ 
-

3. En~ineerfn~ Technician Cs 11/12: Assist General Engineer as required .

4. Sud~et Analyst CS 11/12: Budget Analyst, in accordance with AR 10—10
and Army Staffing Guide 570—551. Because consolidation would not
reduce this person ’s responsibilities , the position should cot be held
by a less qualif ied person . V 

- -

5. Clerk—Typist CS—5: Clerk typist would operate IDL trouble desk. This
function oust be included as a Resident Engine~~ reponsibility. In order
to set priorities for Service and to make sure EDt work is being per—

- formed by the Station Manager. In addition the Resident Engineer force s
— can also be made nuickly aware of any calls needing their attention.

In the event of complaints from MDL Customers, the cc~~ilaints should go to the
Comoanding Officer ’s Sta ff Engineeri ng Grou p for resolu t ion. Some work called
into the trouble desk should not be accomplished. All Service Orders (SO) must
be approved by the MDX. Staff Engineering Group. The RDL Coomander should have the
prerogative of having his staff engineering group ra te the person in this
capacity, as this person will be responding to MDL personnel. In the study this
sloe is assigned to the MDL Station Manager — the s-lot is recognized as needed for
sither organization. MDL feels it will best be utilized under MDL control.
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6. Production Controller GS—12: The Controller is needed to collect
all work orders and to program, coordinate, and schedule priorities
for accomplistRient of this work. The Controller would :

- (1) Analyze completed work, including c~ontract and Station Manager
Workers perf ormance

(2) Recommend correc tive action for i’sprovement of performance,
productivity and work methods to the best interest of MDL

(3) Develops Anndul Uork Plan in conjunction with other in—house
V residen t personnel and implements same.

V (4) Implements and secures approval for 130’s, before sending , to the
local Station Managers Production Control Group .

(5) The Controller would see that all IIDL Reports are correc tly’ made.

7. Secretary CS 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 correspondenc e
associated with a facility group . This person would maintain liaison
with the installation personnel office concerning personnel matters,
perform 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 MDL Staff f or Enviro~rcent and Energy programs and
Tire Prevention programs. 

-

All of the above personnel would perform other duties such as stated in the
MDL statement of work to be accomplished by the MDL Staff Engineering Group.

1—1—45



— — ~~
——- ---

- -~ - -~~~~~~~~ -- ---- — ---- V-—- -.--- — — -~~~~~ 
-
~~~

U.

- 
~tusndUA5EO1iS CflAM.E~ IOK D~AFr REPORT BECNJSE OF ERROR ON OUR PART, OR £ ,iismipkm-
$WWl~IG OF ROw n~ WOULD APPEAR Dl CHART FORM . )

V -
~ ~- .è. 1-1-7. Chan ge to read h arry Diamond Laborator ies. Delete Roads & Grounds

$ectioe. - /
ARO

TücLiitie ; Enginucring _____I levironmontal 6
I Office Energy I

raao G.4 .a~d acres at MDL in 1977 wer e 2 ,338 acres not 3 ,030. Square Ft. in
1977 was 637,O~~. 1c ecu havc 738,000 • but will be disregarded for this report. V

acgc t- .4. Fip.~o B.2.2. We have in-put from the Civi lian Personnel Office and
pr~cur~~:n: C~ficc tX~at tI~a fi;urcs given to uc wore too high. They wished to
adjust these figures down - as you hays established averages, this is probably
academic.

Page 1-3-8 . Second line states “WRAI4C supports HDL under the terms of a ISSA”. It
should read “WRAHC supports RDL’s nuclear reactor , located at Forest Glen, under the
cares of a ISSA”. -

Page C-2-27. Figure C-2-8. First line “Enviroiwicnc & Energy”, MDL has a dedicated
£uvirc cnt 6 Energy perscn”. -

PaCe C—l—33. Line 8. “1Z~L receives ~upport from WIU,}tC ~mder a ISSA Agreement”. Change
( “ROL’s Otcnond Crdnccce Utzd L~tion Facility receives support from k1’,A~1C under a
£atA Agrccncnt”. - -

RDL STAT1O~ UAiXAGER

Page C-14 (3) Responsiveness: States “the recounended RCR—RPMA was structured to
provide better service to installation coonanders than the current method of operation
(a O) . It envisions RPMA execution bàing perfo rmed by the some decentralized direct
labor force as today under station manager; at the sane grades as current Facilities
Engineers (FE)”.

The proposed MDL Station Manager is shown as having 84 sLots including hImself, Adnin .
Assistant and we assume it includes two (2) others (work receptionist 6 estimator).
IDI.’s reported direct- labor force - and direct support personnel which are MDL Sections
0611, 0612, and 0613 (TJoodbridge), and includes the Chief of 061, th. work receptionist,
1 storeroom operator , 1 material coordinator, 1 clerk—typist and secretary to support
all of the above . Total is 93 persons. 

-

Vs find it difficult to ~esd the Chart, Figure C-2.4, Page C-2-ll, under the station
manager, as not all lines are explained. - -

• Elect 1 0 does this moan there art two (2) elect supervisors
1 I $ and 8 nan-supervisors? - - - - 

- 

V

Shot does 1 f 30 custodial mean? -o r l - - - - .
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- ~~~.ui~aas there will be one supervisor for 30 working man - that ratio is un- •
V 

r cceptable for efficient inspectSt work. -

It appears that 1 foreman in the A/C Shop and I foreman in the Pl~~~ing Shop has been
~ >ped - these areas at MDL. ar e wry complicated and need foremen. These foremen
ha-vs bsei highly trained and are respossibe to the MDL mission. At MDL vs work
two (2) sl4fta in some areas requiring mere supervision.

Figure C-2.-6, Page C-2-21 s.~~ to stat. that even though MDL has j work receptionist ,
j Scheduler analyst , 3 estimators and j Real Property man, we wilt be recognized as
having only GaC (1) person.

Figure C-2.6, Page C-2-22 indicates that there will be two (2) parsons allocated to
- MDL under the station manager to perfo rm th. abov, functions now parformcd by six
(6) people, in additi on, the study states tha t this. two (2) parsons will also per-
form material ccardi nat icn as a cc~btucd job and also do facility inspections.

This La LtIl)ICLLCJSI The c~istLng three (3) pLanning estimators (traimcd in workstandards and working only in the estimating area) cannot keep uo with the
workload now: V
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DRDEL-CS (13 June 78) 1st m d
SUBJECT: Army and DMATC RPMA Consolidation j n the Na~lonal Capital

- 
Region

Headquarters, US Army Electronics Research and Development Coninand, 2800
Powder Mi ll  Road, Adeiphi, MD 20783 13 JUN ~78

THRU: Coovnandlng General, US Army Materiel Development and Readiness
Comnand, ATIN: DRCLDC/DRCIS-EF , 5001 Eisenhower Avenue, Alexandria, —

VA 22333

TO: 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 usavesu over 100 spaces. Data
in the study and briefings presented suggests that most organizations
are currently understaffed. For these reasons we cannot concur with the
resultant conclusion that the consolidation will 1mpd~ve responsiveness.In fact it appoars 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 coninents of the Coninander HDL.

1 m d  
)
<VICT0R S.

’
~~~~~ILL~~~~ IfS~

nc - COL,GS -

Chief of Staff
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DRCIS—EF (13 Jun 78) 2d m d
SUBJECT: ARMY and DMATC RPMA Consolidation In the National Capital Region

HQ, USA Materiel Development & Readi ness Co,nd, Alex, VA 22333 27 June 1978

TO: HQDA (DAEN—FER-P) WASH DC 20314

1. ThIs headquarters s trongly supports the position of the Coninanders , Harry
Diamond Laboratories and the US Army Electronics Research and Development
Coimiand concerning the subject effort.

2. Rationale for this position is as follows: 
-

a. The consolidation would remove most of the installation coimiander’s
control of RPMA wi thout relieving him of responsibility . V

b. The R&D activities at HDL require RPMA support by specialists
- familiar with the facilities net on1: in the crafts but 1~ design andengineering as wall.

c. Al l Df the remote fasllitic3 , for which HDL is responsible, were not
addressei in the report.

d. The rcpo~t proposes reductions in stafq where staffing Is already
~JitIc~lly churt.

~~. impi~mentat lon of the conzolfdatjor- will reduce responsiveness of
RP4A for.:2s ~~~‘. stippn~ ; of critical ~.&D mi~stons. V

3. !~ view of the foregoi ng. it 15 recoTa~~nded that HDL RPMA not be
nsc.~~~ted w~ prop~:~i.

FOR fl4E COMM~4tCE4: 
11

I Inc 1 - .

atlgadioi General , USA
~
‘ lef of Staff
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DEPARTMENT OF THE ARMY
,
~~~~~~~~~~~ 

UNITED STATES ARMY INTELLIGENCE AND SECURITY C~~~~ ANO
- 

~~~~~~~ ARLINGTON HALL STATION

- 
ARUNG1ON. VI RGINIA ~~~ I2

IACG - 

V 

14 JUN 1~72

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

Lieutenant General John W. Morris
Chief of Engineers
Department of the Army V -

Washington , D.C. 20314 - 
-

- 1. Reference is made to DAEN-FER-P letter , dated 24 May 1978,
subj e~,t as above.

2. I 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 your tean~ fr or~ the Engineer Study Center.However , I have strong reservations ‘concerning the consolidation ~fRPMA in the NCR because of its impact on the mission of this command.

3. I am not convinced that consolidation will provive equRl or
better service. The recommended organization divides responzibilLty
for R~ !A to the detriment of the installation commander’s prerogatives
and control and reduces the responsibilities of the instal~ation
facility eng ncer to a level not in ke.~ping with the Chief of Engineer ’sprogram to enhance the image of the facilities engineer. The estimated
resource savings of the consolidation plan are based almost entirely
~on the uverly optimistic saving of 113 spaces, while neglectinganalysis of the costs to be incurred as a result of consolidation.

4. This command is the MACO~-1 for two of the candida te installat ions
in the study - Arlington Hal! Station CANS) 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 cont rol
of the National Security Agency.
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IACG . 14 JUN 1978
• SUBJECT: Consolidation of Rea l Property Maintemante Activities (RPI4 A)

at Army Installations in the Washington, D.C. Area

b. ‘flIPS lies outside of the NCR as defined by- the Nat ional 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 VWS from the con-
aol idat ed organi zation .

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

d. Fur ther comments are provided in detail at Inclosure I.

6. Based on the- above , st rong considerat ion shou ld be given to delet ing
AIlS and VHFS from the implementat ion of the consolidation of RPMA in
the NCR.

1 I ~~l
as Ma)or General , USA

V 
Commanding
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Supplementary Comments
to

Consolidation of Real Property Maintenance Activities (RPM&) -

at Army Inst al lat ions in t he Washington , D. C. Area

le The report does not examine the determination mf priorities between
installations for support from the consolidated oz~~nizatioñ. Small in-
stallations such as AIlS and VUPS do not and will met have the visibility
of a national historic site such as Fort McNaj r an~ the like l ihood of •

support degradation therefore exists. 
-

2. The recommended consolidation leaves the instaiLtation commander with
a ma~jority of the current facility engineer’s admiixrstrative 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, housiiig 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 reconinends the installation
commander perform with a staff engineer plus two people (plus the housing
management and fire prevention and protection staffs). The study, instead
of separat ing ant from the cut~ren t organization the spaces and fractions
of spaces perfoi-~ning these functions, should have ~na lyzed the workload
and recommended sufficient staff. A three-man staff is not sufficient
to carry out effectively the installation comr~ander’s responsibilities.

3. The rep ort recommends that the station manager retain the same grade V

as the current facility engineer but does not expl~~n how. From full
• managerial responsibility for the installation facilitic’•; etlgineez ing

organization , the station manager has been rec.,mmen~ed by the report to
be reduced to supervising an administrative assi.stmt, the utilities
division and the buildings and grounds dIvisi~n. ~lhe report does noteven recommend he be allowed to supervise thc func~tions of workreception , estimating , scheduling, and material couaination. The two‘-~(2) personnel ~t Ails and three (3) at VHFS rccommen!ed to perform these
functions are recommended to work dircctly for the production manager at
the central headquarters not for the station manage. The reduction of
the station manager~s responsibilities appears to le a reversal of theChief of Engineer ’s progr am to enhance ~he 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 consolidati~n that a centralizedstaff will provide a pool of highly qualified persmnel. It may provide
the potential, but the potential is often not reathed when implementation
occurs. At AIlS and VHPS, the INSCOM has a kno~m d&icatcd staff that are
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seared for access to ~NSCO~1 facilities (and aibo those of DA~COM and
OIA) and have supported INSCo~: operations worldwide. INSCOM does not
support the conclusion that change from a known quantity to an unknown •

quantity in a remot e headquarters results in an improvement in service.
The report also does not address the costs for traTel between the -

centralized staff and the direct labor force for a~uinistration 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 trat~fer direct labor
from installation to installation on a day-to-day hisis 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 commute to any- installation in the area with no travel
pay as a condition of being hired . The renort does not address the
cost in loss of employee mor~.1e and effectiveness that would occur ifthis policy ;:ere effected in the NCR. Many of the employees at AIlS
and VHFS have worked many years at these installatians and built up
a loyalty and dedication to their work. In the aren of labor relations
and quality of work performed, consolidation may be a minus.

6. The report rccommends thc industrially funded cmncept for the
consolidated organization , but does not address the disadvantages of
that method . Under thi~s concept , the customer is ~~t only chargedwith direct costs of services provided , but also a proportionate 

V

ratio of overhcad costs. This headquarters is cono~rned 3bout thefunding impact on this command under such an arran~ ment. Foreseen
is an inflationary trend whereby reimbursement to ~ industria lly
funded activity will be more expensive to the conmaid tha n current
funding arrangements. How does DA plan to identify such increases
to insure that command funding program5 are proportionally increased? —

A further question to be answered concerns what che~ks will be imposed
on the consolidated organization to prevent expansi~in of overhead atthe expense of the customers who have no. say in the overhead charged
to them . •

7. The 113 realizable spaces to be -reduced in the ~ational Capital
Region is an overly optimistic estimate in view of the minimal staffs
recognized at the installations (staff engineer, pr~duction 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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SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at Army Installations in the Washington , DC Area
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WASH DC 20314 V

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 heavtl~~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. ~esources. - 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 option s in
accomplishing real property maintenance , doing the work in-house or
using the funds to contract out . The responsible 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 , - 

-

b. Ind~stria l Funding. I find the proposal to use an Army Industrial
- Fund obj ectionable . It would require MDW to establish additional and

separate accounting systems , and to establish , change , and justify rates.
Establishing an thdustri~il fund is not resource efficient for MDW ; there
are no offsetting benefits.

- 1—1—54 
- 

-

- - ~~~~~~~~~ ~~~~~~~~~~~~~~~~~~ - .~~~~_ . .AS&S ~~~~~~~~ ~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~~~~~~~~~~ ~~~~~~~~~~~ - — —V —— ___ __V 
~._.iiii~~



- ~~~~~~~~~~~~~~~~~~~~~~~~~ ---—- — - --—~~-~~~~ -
--.—-

~~~ — - - - -—- -— - 
-—- ——---——-—-—-~ -~~~---- - — - —-

~~~

13 JUN 1978
ANEN - 

-

SUBJECj: Consolidation of Real Property MainteMnce Activities (RPMA)
at Army Installations in the Washingtcn, EC Area -

-

The current MDW RPMA organization services inst~flmtion-1ike activities
such as the National Defense University (NDU) and T~efense Logistics
Agency (DLA ) wherein the BASOPS P2 account serves as the carrier and is
reimbursed by tenants. Cost visibility can be achie’~ed with the current
OMA system.

c. Stafflnq. The major shortfall in recommended staffing appears to
b~ far managing an~ ópera tln~ the automated Integra ted -Facilities System
(fl ’s) . Experience has shown that staffing estimates for IFS are grossly
understated in terms of the real manpower requiremen~1s. An additional 20
spaces as a minimum are required.

d. 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 “re~illzab1ie savings.” A more ~~tailed evaluation of
proposed staffing is more likely to increase than decxease total manpower
requirements, such as recognizing a need for additional IFS personnel.
Also, since the augmentation spaces coming to MDW for support activities
cannot be validated , the actual requirement may be g~~ater . Anticipated
space cuts in the current FE organizations and BASOP~ sta ffs prior to
implementation will reduce the manpower pool from wiiich the new organiza-
tlon will be staffed. There are only two ways to comlensate for these
reductions--reduce the savings or lower the organ1za~lional 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 is neither efficient nor good management. In view of ongoing
actions at the Secretary of the Army level to reduce t~e number of procure-
ment activiUes in the NCR, this study must make a campell.tng case if
procurement~capability is to stay in MDW. The proctrement arguments

- should be reworked prior to cc~np1etlon of the final re.~iort.

1. ~~a.i hatting. Providing both a station mana~~r and a staff engineer
at each facility is highly desirable and has my full srppot-t. The principal
virtue of providing the installation with an engineer gaff officer lies in his
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contribution to priority setting and responsiveness. However, since
dual—hatting these responsibilities in a single officer is a logical alterna —

V 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 centra lized part of the consolidated organiza-
tion needs to be addressed in the study . Space availability is a critica l -

issue in the NCR. We cannot have effective centralized management if
the component part s 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 DP~ Staff , specifically , the Comptroller and DCSOPS.

4. Aside from the preceding specific comments , as the Commander , M DW,
I em 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

V 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 .

- - 

1 -

XENNETH~E. DOHLEMAN
Major General , USA

V Commanding
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TO DAD - 110K D&C*g—CK DATI

- 

-
. 

• Mi VrLghtI3 4-525

1. Concur conceptually with t~s proposal to consolidate nsintenanc. and repair of
real property OaRP). activities within the Rational Cepital. Pagion. Tb. following
ne nts are fo rwarded for consideration.

*. 0~~ is circulating a draft DODO 7410.4 (Iagulations Coverning Industrial
~~~d Operatio ns) which specifically prohibits industrially funding of those “functions
t~~t pertain to daily operations 

- 
of military installa;iona. -

. . .“. The 4sf t. fu~thsr
~ states that, “Csntralization, rai~~

uraabi1ity and Med for laproved cost accounting
viii not be , in and of thewlves, sufficient reasons for Industrially funding an
activity or function.” Recaunend , therefore. that alternative set hods of financing
be •~~—1’.d prior to study f inalization.

b. The requir..e*tt for a separate Mat.rial and Service Acquisition organization
is not understood . Procur.usnt and supply fuflet ices and organizations curre~t1Y
exist within )~W which should be able to absorb the cono olidated ~ItRP facility ’ s
require.sets vithout a substantial increas, in overhead.

e. Dollar savings ar , predicated on “a theoretical reduction of 150 spaces . •

which are refined to a “realizabl e savings’ estinace for U3. Considering the short
ti (rane per mitted for the utudy which necessitated nun.~rous dicdtaimers and ca~reace ,

~b.ae savings are not regarded with confidence.

2. Consolidation, on the basis of the conclusion of the draft study , appcai~s feasible.
loi.ever, if savin gs do not material ize, thcre secea to be little justification for
consolidation and resulting increased costs could be a source of considerable etnbar—
rusnsnt to the Army. Recommend that a more detailed cost-benefit ana ly sis be
conducted to validate personnel savings before a final rccom iiendation is undo for
consolidation.
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SUBJECT: Consolidation of Rmal. Property Maintenance Activities (RPXA ) of
Army Installations in the Washington, DC Area

V 

111P flOM DAcS-DMA 3 JUN 1
~’8~ff 2

LTC Johnsonfebf 76321
a

1. Subject report has been reviewed and this office concurs with the
thrust of the major conclusions and reconmnendations of the study. There
is one specific conmeent and that concerns the potential savings identi— V

Lied in the study that might result f rom consolidation. Detailed
comeent on this issue follows in paragraph 2.

2. a. The study identifies a “theoretica l reduction of 150 spaces” and
“theoretical annua l 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 further qualifies this estimate by stating that theøe
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 tha t other consolidations have in
fact resulted in an increase in personnel space requirements rather than

V 
- savings.

b. Inasmuch as the decision to implement the consolidation will be
based primarily on economi c 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 tha t the A rmy has in the past , suffered cuts in dollars and
manpower based on projected savings identified in feasibil i ty studies
demands realis~e in the identification of potential savings.

c. Issue is not taken with the methodology of the study. However ,
workload estimates may have been understated. The staff engineer
section appears to be understaffed considering the breadth of it~
responsibilities. Adequate consideration may not have been given to the
manpower requirements to support IFS. Furthermore , the recent RPNA study
reported that YE staffing guides are inadequate and need revision .
These are some of the concerns that support our recormendation that

- projected savings be reviewed for possible overstatement.

m ci. wd i/JACK D. WOODALL
Colonel, CS

- Chief , Army Management Division
Management Directora te
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- Consolidation of Real Property Maintenance Activities (RPHA ) of Army
Installations in the Washington DC Area

TO: MEN-FER’P FR~ 1 DAMI-LM& DAXE 13 Jun 78 Qft 2

- 

MJ Dsbliu/m1W71862

OACSI has reviewed the draft report and has no basis on vhich to co~~ent on
it. r.ca~~.ndations.

• FOR TUE ASSISTANT CHIEF OF STAFF FOR INTELLIGENCE:

1 Inc i 
V

vd LTC,CS
- 

- 
chief , Personnel and Servivcs

Division
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