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ABSTRACT

This 0OSD-directed study determined the feasibility of consolidatirg

B ]

real property maintenance activities (RPMA) for all services in the

Panama Canal Zone. It considered feasihility with regard to geographic,
functional, and economic factors, It applied the continuing objective

of DOD policy and guidance which is to ensucse that RPMA at military

installations is consolidated where such action is cost effective and
does not result in mission {mpairment. The study showed several approaches !
to consolidation to be feasivble though hardly equal. One alternative,

a single sanager concept, was found superior to the others. However, it

ol o B hm

vas tecoumended for implementation only {f tied to a longer-tera goal

of conzolidating and standardizing all Base Operating Support (BOS) for {

the three aervices. Becausc of delays in working out Treaty details
and Treaty-induced turbulence in general, {mplementation of the RPMA phase
of BOS consclidation should be postponed for from ! to 2 vears. This
evolutionary approach te all BOS will minimize short-term transition
difficulties, maximize long-term savings to DOD in Panama, and set a

standard for much wider application later.

.
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SUMMARY

The primary objective of this OSD-directed study was to determine
the feasibility of consclidating the management and execution of real
property mafntznance activities (RPMA) for US Army, US Afr Force, and
US Navy installations in Panama following implementation of the new
Panama Canal Treaty. It constdered feasibility with regard to geographic,
functional, and economic factors. However, the atudy analysis aleo
conoidered the desirability of consolidation because fcasibility is a
relatively weak criterion. Desirability is a stronger notion, requiring
that an RPMA altsrnative lead to net benefits that are likely to be
superior to those for the current method of operation (CMD).

The study repcrt compares several explicit alternatives for wmanaging
and executing RPMA in Panama. Consclidation under a single manager (Army)
with vork reimbursement through a revolving fund {3 :he wost extreme major
consolidation considered in detail. Also analyzed are partial consolida-
tions under separate dual managers (Army and Air Force) with interservics
reimbursement in accordance with comprehensive Interservice Support Agree-~
mnents (ISSAs). The CMO is included as & base case for comparison and as
a8 feasible RPMA approach in its own right. The major alternatives to the
CMO depend heavily on current Arwy and Air Force practices; the aingle
aanager concept is based almoat entirely on Army metlods.

Initially emphasis was given to quantitative comparison of the major
RPMA consolidation alternatives. (Unavoidadly, the quantitative compari-
son of alternatives was iiable to more uncertainty than has been encoun-
tered in most other consolidatiouw studies. Comparing installation and
RPMA data submitted by the three services is {nherently more uncertain
than would be a comparison hascd on data submitted by only one or two
services. Thia {s because the three services apply somevhat different
definitions of RPMA, irvoke different manning procedures, and foilow
different reporting systems. For example, in converting all management
and overhead elements of the CMO to the Army approach without consolida-
tion, this study generated a CMO veriation with 2.9 percent fewer people
and 1.3} percent less annual salary. This theoretical (M0 variation
provides one neasure of uncertainty in the interservice sense.

Significantly, the CMO today reflects many positive results cf past
intraservice and interservice analyses of RPMA and other functions of
Base Operating Support (BOS). To varying degrees, the CMO already
involves intraservicu organizational consolidation, intraservice consoli-
dation of some RPMA shop functions, and interservice consolidation of a

vii
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- fev other KPMA (or RPMA-like) functions. This feasibility study devoted
almost all {ts attention to quantifying the potential for change in

RPMA management and overhead spaces. But because Panama RPMA over the
years had already becowe partially consolidated and centralized, espe-
cially {n management and overhead functions, the potential for mavings

in those elements had already been heavily exploited in the intraservice
sense. In Panama in 1978, management and overhead spaces accounted for
‘. about 18 percent of total RPMA strength; the shop force comprised the
other B2 percent. The services themselves pointed out that the RPMA shop
force in Panama probably provides a greater potential for savinga than do
the management and overhead elements. Yet, this atudy's quantitative
analysis left the shop force largely intact for two reasons. The first
was to assure equal level of RPMA service in the short run. The cother is 3
because there i{s as yet no sound bania for comparing the productivity of
shop labor amoug the servicea, between military and civilian spaces, and
between US and Panamanian employeces.

v e

|

This study finds that all the RPMA alternatives considered are !
feasible. lgnoring changes not directly attributable te consolidation, { i
the study finds that the changes {n RPMA management and overhead strengthn 1
would be relatively slight under the dual manager conceptas. Even with |
the prospect of discovering some relative shop force savings during and o
after impiementation planning, this study does not regard the dual I
manager concepts as desirable or preferabie to the CMO. ;

The aingle manager concept for kPMA-only consolidation does offer
greater relative savinga in the management and overhead speces in the long
run. Ignoring changes not directly attributable to consalidation, the
study finds this relative zaving to “e about 2.6 percent of the total RPMA
force and about 4.6 percent in salary costa. To its faver, the single
manager concept also provides the prospect of later discovering sowe
relative savings in shop forcen during and after i{aplementation planning,
but as notea before, not all these would be directly attridbutable to
conasolidation. i

[

The study team considered two extensions of the four major RPHMA
alternatives evaluated.

RSP ——

Firat, the servicea in Panama suggested that the (MO could exploit
IS5As to a greater extent than in the pust and thereby wmeet or improve
on other alternativea. The atudy team considered the enhanced (MO/ISSA
approach to be too self-liniting in the long run because it retains
multiple management and overhead structures. Furthermore, the team fore-
. sav disadvantages in multiple manager concepts for dealing with the new
- problems that wvill arise in the later years of the lreaty and after its
expiration,
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F I Second, the study teanm introduced an even broader single manager
concept than the original RPMA~only single manager alternative. This
broadened concept conmnolidates all BOS in the long run, not simply as a

v mixture of existing service systems, but rather into a new standardized
it approach for operating, funding, and reporting. The concept fita DOD's
' notion for a single Defense Complex Panama but admittedly exteonda the
' i considerations of this study beyond {ts originally assigned scope.

! Although nut everyone is ae onthusiastic about this broader approach as

is the study team, many do agree that it presents a feamible and desirable

-~ long-term target. It squals or excceds the advantages of the RPMA-only
alternative while overcoming most of the latter’'s disadvantages.

The study recommends that as part of a firm long~term coamitment to
full, atandardized BOS consolidation, implement RPMA consolidation under i
4 single (Army) manager with reimburseasent through a revolving fund. ;
Using Army procedures, implement the RPMA phase in 1 or 2 years at the i i

; ) earliest, thereby allowing wuch needed reconciliation of current Treaty-
. related uncertainties. Augment the usual in-theater implementation staff : !
with about 10 outaide experts with general skills in planning and parti.- i

ular sk{lls {n personnel management, funding, and reporting procedures. ! :

T Sy e ey o
.
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US ARMY, AIR FORCE, AND NAVY RPMA CONSOLIDATION
IN PANAMA--A COST-BENEFIT ANALYSIS

»e I. OBJECTIVE

; . .. 1. Purpose.

a. In performing a cost-benefit analyasis, tiis study had a

two-fold purpose:
1/
(1) Investigate the feasibility™ of consolidating the
management and execution of real property maintenance activities (RPMA)

for US Armv, US Alr Force, and US Navy installations in Panama considering

E geographic, functional, and economic factors; and, {f consolidatior ia
‘ feasible,
E (2) Provide a preliminary asseasment of whether or not
consolidation s deuiuble.l
b. The possnible outcomes of analysis could he:

{1) RPMA consolidation is infeasible with no need for
follow-on i{mplementation study and planning.

(2) RPMA consolidation i{s feasible but clearly undesirable
E ‘ with no need for follov-on implementation study and planning.

(3) RPMA consolidation is feasible but neither clearly
uesirable nor clearly undesirable with need for follow-on detailed .

{mpleszntation study to resolve the question of desirabilitcy.

PPN

.- 1/ Feasibility and desirability are defined in paragraph 2a.
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(4) RPMA consolidation i{s feaeible and clearly desirable
with implementation study and implementation to follow.

2. Some Key Distinctions and Definitions.

a., Feasidbility and desirability. This study defines two
criteria for ranking alternatives:
(1) Feasibility. An alternative is considered fessidble
vhen that approach provides a level of RPMA service st least equal to
that of the current method of operation (CM0O) without much, {f any,

increase in perscnnel spaces or costs.

e aTia it et Dz

[P TNSSFPRN

(2) Deuirability. An alternative that is desirable to the

point of being preferred to the CMO must be feasible and must offer
prospects for significant saviugs in manpower (or other costs) and/or
improved level of service. Desirability is a etronger notion than
feasibiltity.

b, Consolidation and centralization,

(1) Consolidation means to join within a single o-ganiza-
tion. The elewments of an organization may be consolidatei without
being collocated.

(2) Centralization means to 5rlng together at a single
location. RPMA elements of different organizatfons may be collocated

(hence, centralized) without being consolidated.

3. Background.

a. A continuing cbjective of Depariment of Defense (DOD) policy

and guidance is to consolidate RPMA geographically at military
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inatallations where such action does not result in misrion fmpsirmant
and i{s otherwise cost-effective.

b, DOD nauorandunszj dated i8 and 19 Octobher 1978 (dee Annex A},
included planning guidance for US military installations in Panama with
respect to conducting a three-phased study on consolidating Base Operating
Support (BUS). The Secretary of the Army was designated DOD Executive
Agent for study of RPMA consolidation (Phase [l of the three-phased
atudy). The US Armv Chief of Engineers, in turn, tasked the Engineer
Studien Center (ESC) to study conscolidation of Army, Air Force, and Navy
RPMA {n Panama.

¢. This study was directly sponsored and mupported by the
Directorate of Military Programa, Office of the Chief of Engineers,
Department of the Armv, Members of that Directorate provided study
coordination through the services' points of contact (POCs) in Panama,
with parent commands in the Continental United States (CONUS), and with a
speclal Tri-Service Coordinating Committee (TCC).

4. Study Scope.

a. In constdering different kinds and degreea of RPMA consolida-

tion in Panama, thi{s study conducted a coat-benefit analysis to answer

the folloving major questions about the post-Treaty period to 1999,

2/ DOD, ASD(MRA&L), Mewo, Planning Guidance for US Military Instal-
latious {n Panama, snd DOD, DASD(ISH), Mewo, luplementation of DOD

Planning Relevant to US Milfitary Installations i{n Panama.

"
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: am (1) 1s further RPMA cousoif4ation feusible?
. (2) 1le further RPMA consolidation desirable?
P b. The study taskers asked ESC to iddress the following
S specific {easues and factors.
(1) Consoltdation under a single ser:lice.
f oo (J) Consolidation on a geographic basia (e.g., with the
military installations clustered in three areas of Panama (Atlantic,
Pacific North:ast, and Pacific Southwest) under the dominant service In
each area),
(3) Continuation of the current organizations.
(4) FEstablishment of an industriallv-funded orgauization.
(5) Inclusifon of the maintenance and repair of adminiatra- 1
tive transportation equipment along with RPMA, ?
(6) The need for a complete and aelf-sufficient RPMA orga-
nization to incorporate other eclewmenta of BOS such as supply, procurement, ¢
fam{ly housing management, and civilian personnel administration to the
cextent necessary to the consolidated organization.
(7) Real estate recordkecping.
(8) Ilwpacts on management structures of more or less i
' contracting. |
i c. At its outsmet, thias study was intended to confine its
i \ T attention to RPMA and only those other functions of BOS critical
&
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tn RPMA. The four original organizational slternatives considered
disregarded othar BOS and total BOS. As the stuly developed, it bdecame
necessary to broaden the perspective beyond the largely RPMA-only view.

d. The study is not an implementetion study. Hence, it does
not include an {mplementation plan. Therefore, the study dces not:

(1) ldentify aspecific real estate and facilities that
alternative RPMA organizations would occupy.

(2) Estimate the time required for implementation of
alternatives. (However, the general experience of other RPMA counsolida-
tions suggests that implementation probably would exceed 18 months.)

(3) Include environmental impact statements corresponding
to aiternatives involving change.

(4) Address specific requirements associsted vith obtain-
ing approval or {nitiating changes in RI'MA funding.

(5) Develop detailed manpower documents or authorizations
as would a formal manpover survey.

¢. The balance of this Main Paper:

(1) Discusses study constraints and assumptions in Sections
I and 111, respectively.

(2) Briefly describes the RPMA CMO and introduces the prin-

cipal RPMA alternatives vith explanation of how these were gelected for

J—

ik 4 et i bt 1

b A ek Y et

OV PR

e e e et et ot e A A AL Rt 4 i L s e 1) e i s



PR L i 4 e e s e e e P Ty ey e o - —— - T f hec i et il it astidindal 1T

.e detailed comparison from among the such larger number of {maginable
. choices (Section IV).

(3) Outlines quantitative analysis methodologv anc its
application in Section V (covered in more detail principally i+ Annex H
and its appendixes--Volume 11). The section notes some necessary adjust-
ments to the basic quantitative mathod,

] (4) Susmavizes and integrates the results of quantitative

analysis and findings (including adjustments in the light of recent

practical experience of the Sarn Antonio Real T'roperty Mafintenance Agency

S ——

(SARTMA)) . That experience is reported in Section VI and in Appendix H-3

T

cf Volume II. |

(5) States conclusions atout the feasibility and desir- g

ability of RFMA conoolidation and closes with a recommendation made

R e B e R ot o P e 2 o ol a M IR D S

conditional on & broader approach to all BOS (Section VII).
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II. CONSTRAINTS AND THEIR SIGNIFICANCE

5. Level of Service.

a. Given the continuing DOD objective of conmolidation, an
alternative must provide “at least the sawe level of service" as the
CMO to be considered feasible. There is widespread agreement that this
phrase verbally describes the single most important constraint on consol-
idation. There is not wideepread agreement about the appropriste quanti-
tative expression of the verbal description. In earlier work, the ESC
study tean oquated "level of service" with the size of the shop or direct
labor force. As long as an alternative did not reduce the size of the
shops, 1t wvas considcred capable of providing the same or better level
of service for all shop functions. Admittedly, poor management and
administration can reduce a shop force's level of service, but poor
managenent is avolded in implementing RPMA alternatives. Similarly,
completely neglecting the supply of materials would soon degrade the
level of service, but again it was assumed that supply-constrained alter-
natives would not be ioplemented.

b. If a reduction in the level of RPMA service were permitted,
vany alternatives vith fowver spaces and lowver costs than the CMO would
becove feasible., (For example, a very low leve]l of services could be
provided by a very small numher of people.) Furtherwore, there would

heve te be a much wore elaborate quantitative cefinition instead of the
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? E[ relatively simple set of constraints requiring shop strengths to remain
; B e the same. In particular, it would become necessary to express the
. en

tradeoffs in performance among different functions.

¢. For Army installations alone, there seems to be little

dispute about equating same level of aervice with the same shop strengths.

S Meusr il xa

However, because the different services apply different ratios of shop-

e
.

to-overhead strengths, the Air Force (with the appearance of higher over-

head) argues that level of service is highly sensitive to overhead.

There probably {s merit to this assertion in the sultiservice sense.

Therefore, the study team made some adjustments of cverhead strengths

for affected alternatives, ‘

SO X OSIPE v NS S

d. lwposing a requirement for equal shop strength in order to
assure at least the same level of service in the short run excludes
roughly B2 percent of the total RPMA strength from reductions. By Cd
default, reductions must be drawn from the overhead strength, constitut~-
ing only 18 percent of total current strength. The services themselves o
pointed out that the RPMA shop force in Panama probably provides a
greater potential for savings than do the management and overhead elements.
Yet, this study of the feasibility of RiMA consclidation did not address

the shop force. But even if it had, there would have been practical k.

difficulties. The foremost of these is that there is as yet no sound

basis for comparing the productivity of shop labor among the services,

?‘ 3
{ ‘o between military and civilian spaces, and between US and Panamanian ;
_ %; employees.
1 o
3
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s. Other feasibility studies have usually been able to justify
consolidation on the basis of savings in the management and overhead
elements, leaving the prowise of additional savings in shop forces
unquantified pending first implementation planning and then the close
real-time spaces management following implementation. But because
Panams RPMA over the years had already become partially consolidated and
centralized, especially {n management and overhesad functions, the poteu~-
tial there had already bteen heavily exploited.

6. Standard Formats for RPMA Consolidation Cost-Benefit Analysis.

The DOD "Definition of DOD Executive Agent Roles with Respect to Plncnn";/
refers to the development of standard formats for KPMA consolidation cost-
benefit analyses and implemeutstion plans with expectation of the avail-
ability of those formats by the end of 1978, However, the Construction
Engineering Research Laboratory (CERL) was still developing the f-rmats
when this study vas being prepared. lence, this study has been patterned
nost closely after an carlier ISC study.ij That study, in turn, borrowed

heavily in many respects fom CERL Technical Report C-732! of June 1977.

3/ DOD, DASD(ISH), Memo, Implementation of DOD Planning Relevant
to US Military Installations in Panar:.
4/ DA, USAESC, Army and MMATC RPMA Consolidation in the National

Capital Region.
27 DA, OCE, CERL, Consolidaticn of RPMA at Fayetteville, NC.
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II1. ASSUMPTIONS AND THEIR SIGNIFICANCE

7. Relevance of Historical Data.

a. ldeally sach alternative RPMA comsolidation should be tried
and proved against realistic future workload requirements. lowever, in
this case realistic future workload requiremsents are somevhat uncertain.
For example, many of the details of the Panama Canal Treaty that will
have RPMA implications have not yet been worked out bstvaen Panama and
the US,

b. Consequently, it {s assumed that historical worklcad 1e a
valid btackdrop against which to evaluate RPMA organizationsal alternatives.
The aseumption shifts emphusis svay from astimating absolure changes in
personnel strengths and costs to the estimation of relative changes. The
distinctiva betwsen absolute and relative comparisons is discussed at
greater length in paragraph & of Appendix H-3 (Volume II). Since fyture
workloads will change continuocusly, the various alternative organizations
will also change. llowever, the same analytical procedures will produce
the same alternative rank ordering, by size and cost, as In the histor-
ical examination which uses FY 78 data. That is, future worklosd anal-
yeis would still yield the same relative ordering of alternatives, but
each organization would vary in total personnel strength.

¢. ESC accepted workload data for FY 78 as representative of
current and future requirements and considered that the RPHA organizations

vers at constant FY 78 recognized levels.

10
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8. RPMA Technology. ESC assumed that technology for performing

&L

RPMA tasks would remain constant despite changing attitudes toward

energy consumption and that new facilities may fnclude some novel equip-

‘e ment that may require new techniques or new schedules. Some technolog-

.- icai changes may affect absolute personnel strengths, annual costs, and

9. Higher level Organizations. It was assumed that changes in RPMA

(

¥

; 1
E . level of scrvices without changing the relative ranking of alternatives.

t

i

organizations in Panama would not lead to changes in the strengths in (|

the engineer sections of the correaponding parent headquarters commands

.. in CONUS. For example, the US Army Forces Coumand (USAFORSCOM) engineer f i
i
]

is involved with so wany other {istallations outside Panama that changes

T

in Panama would probably have relatively little {mpact on FORSCOM organi-
zation. On the other hand, establishment of a new funding system for 4
i ~ RPMA might well require the addition of spaces somewhe~e outside Panama.

i . 10. Comparability of RPMA Data Among Services.

a. It is assumed that interservice RPMA is comparable. Further-
more, it is asaumed that Air Force and Navy workload data cen be trans-
formed into Army terms.

b. The services apply different definitions of RPMA, operate

; diffcrent tynes of RPMA urgenizations with different structures, and
‘e routinel s recnrd RPMA informaifon in differcnt terms. Moreove., only the

ve Army possesses & current staffing gu:de for garrison ltnffin;.gf Alr

rew e et i o s

6/ DA, d47. DA PAM 370-551, Staffing Guide for US Army Garrisons. i
Hereafter referred :o as Army Staffing Guide.
3
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Force manning standards are under revisica. The atudy team was able to
examine sowa of t. 1 revisions in draft, but these applied to the shop,
not the management and overhead spaces. In early stages of study,
proposed rules for converting cuch data were proposed, reviewed, and
agreed to vith some reluctance by all, with the recognition that the
results contained somevhat more uncertainty than would have data from a
single set of installations. Everyone agreed that a better approach
would have been desirable, but rnothing better could ba developad in the

time available.

IV. THF CURRENT METROD OF OPERATION AND
OTHER RPMA ALTERNATIVES

11. Introduction. Thie section briefly describes the CMO, not
just as a base case for comparison with major RPMA consolidation alterna-
tives, but aleo as a feasible RPMA approach in its own right., (Annex C
and 1its appendixes (Volume II) contain a more detailed dascription of
CMD.) 'n addition to the (MD, this section describes the principal
features of the other original alternatives. Sections V znd VY detatl
the method and results of comparing these slternatives. More detailed
treatment of the features of the alternatives and comparisons among them

appesr in Annex H and its appendixes (Volume 1I).

12

RRY

bl Sl L




§
P
Y de 12. Alternative 1: CMD.
? % - a. The Panama Canal and its associated installations comprise
i
L. » velatively smell geographic complex (see Figure 1). The ends of the

i Cansl are roughly 50 niles apart. Most of the military imstcllations

are "concentrated" around each end--bames at each end of the Canal are
separated by a fev miles at most. In fact, the 150,000 acres under DOD

control 1 lass than one-fifth ¢he size of Rhode lsland.

b. In FY 78, the RPMA wvorkluad sccounted for approximately 1.5

PO S R PN PSR

million man-hours of direct, in-house effort. The Army performed 65

percent of ths total, the Air Force 26 percent, and the Ravy 8 percent.

The Atlantic eide abmorbed only 20 percent of the in-house effort. Om

-

the Pacific side, the remaining effort wvac split 55 parcent and 45

] percent between the east and west sides of the Canal, respectively.

Ir sddition, about $13 million of RPMA contract effort was expended. i

¢. The three services perform and define RPM diffevently. |
Accounting procedures, labor shop divisions, and even RPMA functions, to

name a fev, have developed separately from the same DOD guidelines.

This situation made it more difficult to compare organitations for
consolidation. These differences and the services' current msthods are
axplained in Appendix C-1, Volume 1I.

i d. Some RPMA consolidation already exists in Panama. FYor

example, the Army RPFMA organization 1is a 193d Infantry Brigade element.

13
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Just as the 193d Infantry Brigade is a consolidated though multi-
{natallation organization, so is its RPMA element. The other services
reflect similar though oy no means identical kinds of RPMA consolidation.
In addition, through Interservice Support Agreements (ISSAs)}, the services
have already achieved partial RPMA consolidation for some functions.
Figure 2 shows the services' current organizations.

13. Reduction of the Number of Alternatives.

a. One might suppose with the number of US military {nstalla-
tions in Panama that there might be as many as 10 RPMA managers involved
in the CMO and that consolidation alternatives worthy of consideration
might {nclude choices with from nine to one RPMA ;;nnger. But, as noted
in the preceding paragraphas on the CMO, the CMO already reflects a
degree of consolidation and involves only three principal RPMA managers.
This observation limits consideration to only alternatives involving two
managers or a single manager,

b. The geography around the Panama Canal and the placemeat of
US military installations are such that there are only three logical
clusters to consider--aeparately and in combination: Atlantic side of
the isthmus, eant bank of the Canal on the Pacific side of the {sthmus,
and west bank of the Canal on the Pacific side of the isthwus.

¢. The Army was considered the logical choice for single manager

because it is the designated lead service and the principal performer of

RPMA in Panama. Because of the Navy's small role in the total RPMA

15
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workload in Panama, the Nevy was excluded from consideration as one of
the dual managers in dual managar clternatives. The major alternatives
to the CMO depend heavily on current Army and Ai: Force practices; the
single manager concept is based almost entirely on Army methods. This
exphasis is entively in keeping with precedent studies in vhich the
mathods of the designated lead service predominate. Although an optimal
approach combining the best featurea from all services is au attractive
notion, the deteruination of such an 1ideal lies beyond the state-of-the-
art of feesibility study. An appeal to such longer-term ideals is made

in Sections V1 and VII {n terms of important variations to the major

alternacives,

d. As noted sbove, the CMDO 1is obviously a feasible RPMA approach.
Therefore, the CHO 1s included in 1ite own right as Aiternative 1. 1o
originally defined and analyzaed, the CMO as an alternative for the future
vas sssumad 10 rely ou ISSAs as did the (MO for the exemplar year 1978,
Following the quant{taiive analvsis of all four sliternatives, the services
suggested connideration of sn enhanced CMO pore heavily deapendeant on ISSAs.
This enhanced Alturnative 1 was considered only to the limited extent as

mant icoew in Sa-tions V1 and VII.

e. The 2bove considerations permitted reduction of tha totality

of imaginable slternatives to just the four major alternatives that were

quuntttltlvgly compared.

17
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14. Altermatives for Purther RPMA Consolidation.

a. Alternative 2. This is the most extreme RPMA consolidation
considered and assigna the Army full responsibility for RPMA management
and execution. However, it preserves other services and installation
commander prerogatives through implementation of s revolving fund for
reimbursement of all RPMA work performed. Figure } shows the organization
for Alternative 2.

b, Following the quantitative analysis of Alternative 2 and ite
comparison wvith the CMO, the notion of Alternative 2 was generalized to
brosden consideration of its relation to total BOS, not just the part of
other BOS wvhich supports RPMA. The study team had noted that the relative
changes in managemant and overhead spaces for Alternative 2 were not
great enough to disregard effects on other BOS. Therefore, it becams
necessary to introduce a variation to the original "RPMA in isolation"
or "RPMA-only” Alternative 2. This varistion ("Y" on Figure 7) is
contingent on longer-term consolidation of all BOS. The variation te
described only to s lizited extent due primarily to time and data
constreaints, Illowever, the study's final recommendation on RPMA comsoli-
dation is strongly dependent on the eventual approach to all BOS,

¢, Alternatives ) and 4. Both these slternatives place the
Army and Air Force in RPMA manager rolees over diffaerent parts of the
geographic area. The Air Force is given responaibility for KPMA on the

Pacific West, and tha Army {s given tresponaibility for RPMA on the

18
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i Atlantic and on the Pacific Fast. Figures 4 and 5 show the general

organizational outlines for Alternatives 3 and 4, respectively.

b, s MR A Yo TR T

. 15. Swumary of the Features of RPMA Alternatives.

a. Figure 6 summarizes several features (the similarities and

TR

B ew o b

differences, iun particuvlar) of all four original RPMA alternatives
retained for comparison. 1lhe figure also highlights an enhanced CMO as

suggested by Panama and the expanded single manager for all BOS. It

P T T TP T3 T R
'S

also shows the method of RPMA management, the bgsis for ataffing, the

method of funding, the proviasion of other installation support to R° _, 4

and some general vremarks.

b. Figure 7 §s intended to put the retaised altematives in :

perspective with regard to the major consolidation variables. The

TR g W e T e T T

two parallel ax»s suggest that RPMA management and execution can be 5
E . regarded somewhat differently with respect to cunsolidation/unconsolida-
; ' : tion and centralization/decentralization. The figure is not drawm to
scale. The markers representing Alternative 1 (the CMO) have been '
% positioned as a reminder that the CMO already incorporates some cdegree
i | é ' of consolidation and centralization. Altermatives 3 and 4 are shown
somewhat to the left of Alternative 1 on the management axis to suggest 11

only modest further consolidation of RPMA management. Alternative 2

(the single manager concept with revolving fund) is still further left

because it is the most extreme RPMA consolidation given continued consid-

eraticn in this study. Stovepipe funding (identified as Alternative X)

e pmpeed w5 o met e e -

20

| JE—




T Ty 2 ke e e v R o e L A R . R -~y
B T T a1 —— ™ . E ahd i e piaT L et i o

y aan813

uy I SIOHS )

21

uv I N4 M Nd :
UINNVN v A 49N3 NVLS v m.uus.:.i |
VINGY ANNY AN 3404 ¥IV |

HHOVNVN TVid - € RALLVNYHELIV




R 1L i WLy eabas e s Nin A ro v a et % s e+ i 2 Ay a- s

¢ 2anBy4

I W4 SJOHS 4

et TR

190 WNVNL

22

() ()

dEHODVNVN TVNdAd - ¥ HALLVNYALTV




e

&

oy
i

2 808 S s

9 1n8y4
*U0TIePY
-josuo)
S0g 130l I8,
‘WIIsks -1%u a18uys £q pung PY2agAy Jo 1awg s® aT8u3yg
SOE PpazypaEPUEIS papyaoad S0 11V Buyatoady pazypaspueis a8y a73urs pepuwdxy
‘23800
OWD ¥dnpal TIIA
SYSS] uo Iouw
-¥1?1 210m 3IPY3 SYgS] uo oD
WIR]d SIDIAIIS s BY 2ouey(ax oy 8] sV g1 8y paouryud
21n35n139
«a28u3 33®38 uoyivzyuello
a1yl (IVioz a11y) juaiand Bugsn (92103
18R Isapn d1j1o%g *8Y¥SS] uo apyny jjels 1y 9 Amay)
£q paiioddne LAwN 8] 8Y IOURTTIX IIOK paivaumBny a8 1eng ]
*3uyIOBIIVOD
pue ‘3iuam3aind
«a8uz 33®38$ ~0ad ‘£yddns 1y upd
niyy (@dic4 x1v) 3o yonm 8qiosqe + (#2104
A8 1san d131oeg YKJY ‘9d7A1a8 *gY¥YSS[ uo apinn 3jeis 23y 9 Amay)
£q paizoddns Aawmy s,18m Aq papjaoag JduvIa1 210K paivauBny 1% 1¥ng £
' *[ox3u0d *jaom
3jeag adi1od 11¥Y *8uyidrwaiuo? Sujiandaz

13pun pIUILIIIL
uog3ddzoad 3114

puw °*JuUdwaind
-01d ‘*L1ddns jo

-uoN 103 doys
[(#13u3) + 1%

133103 1Y 9 AaBy yomu 8q108qe YWY pung PIND jIEIS upd + (Amay)
103 a18ug 3jeig tLmay A1 papiaoid Buiayoaay pajuamdny a3 28u3s z
- 8] sy 8] Sy 8] sy ] sy 1
{viavan VRdH ©3 ads Buypung Tuyiieis JumITRuUTY TITY
I3Is8ul 1940 wrod¥

e ey A b et LMD e L s

SAAILVREALTIV 40 STUNLVAL AZX 40 ROSI¥ .- .

TP I

P S

8 g [

~”
™~

| B2 ]
Snomod




-] — LNIWNIADVNVN

®

~§ e—NOLLNOAXT

24

§§-3
!w:cn:auoon: xczcc:acs

: SMOTIOA 8V LNO AVIYE SHALLVNYALTV JH.L

AHVINNNS - SSALLVNYALTV TVHALLONYLS




e g

S

$orreir
» k]

Mo
- d

is even more extreme and directly funds a single RPMA manager over all
RPHMA, to achieve cven greater consolidation and _.reater centralization

by further reducing the responsibility of installation commanders for
RPMA. Alternative Y represents management consolidation to the point of
a single manager over all BOS--in effect, creating an installation
management command. Alternative Y i8 beyond the scope of this study,

but something akin te Alternative Y is clearly part of DOD's longer-term
considerations for Defense Complex Panama, In particular, DOD designated
consideration of RPMA consolidation as a Phase ]l action and considera-
tion of other BOS as a Phase 111 matter. However, this study found that
it could not safely consider RPMA in {sclation, that the separation of
Phases Il and 11l could not be complete. On the other hand, the study
could not give much attention to the other and total BOS question. It
did find it necessary to make its final recommendation (Section VII) on
RPMA consolidation conditional on longer-term total BOS consolidation.

On the execution axis in Figure 7, Alternative 2 is placed only shortly
to the left of Alternative 1 (the CMO). Although Alternatives 2, 3, 4,
and Y do bring RPMA execution elements within their corresponding consoli-
dated organizatiovns, they leave almost all the shops in place physically.
Thus, Alternatives 2, 3, and 4 provide more consolidation than centraliza-
tion of RPMA execution. Alternative 2 consolidates and centralizes RPMA

management .

25
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V. METHODOLOGY

16. Iantroduction. This section describes the study's quantitative
methods in general terms. Application of the methods, of course, involvas
a great deal of RPMA data which is described in Appendix C-1, Volume II.
Appendixes H-1 and H-2 (Volume II) handle actual applications of methods
to data. This section provides a step-by-step example of the results
illustrating how the spaces vere estimated for Alternative 2,

17. Discussion.

8. The basic wethod of the study was to compare alternative
approaches to RPMA with regard primarily to manning levels, annual coats,
and conversion costs, and secondarily to a number of qualitative or
judgmenta)l factors. The study team eliainated any alternative which did
not meet the "at least same level of service" constraint.

b. A feasible altsrnative was one that appeared to satisfy the
lavel of services constraint without undue increase in manuning level,
annual cost, and conversion cosi. A desirable alternative to the CMO
had to be feasible and sleo offer savings in manpower, savings in cost,
and improved level of service.

€. Thus, the two basic qusstions to be answered were: "ls
further Panama RPMA consolidation feasible?" and "If further consolidation
is feasible, 18 it desirable?” Because the information generated and

collected during this type of cost-benefit snalysis is limited and

26
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neceasarily depends so heavily on the past, s slightly different answer

on desirability might arise as the result of later implementation analysis

- and planning.
- d. In actuality, historical workloads cannot be knowm with
+ &

FOpTY)

+

»

absolute certainty. The usually available data are liadle to errors of
both omission and commission. Moreover, the historical dats msy possess
less resolution than desirable. The anslyat is prone to succumb to the
popular (but sowmetimes misleading) dictum: the only data available are
the best data. When historical data come from different sources (e.g.,
different services), they may descridbe the same work in different terms,
or (and this is more common) they may describe different work in differ-
ent terms. The analyst then must take the difficult additional atep of
converting as much dats as possible to some common base--perhaps express-
ing all in the terws of one of the sources, or perhaps all in an entirely
different set of terma. The latter sometimes achieves the added blessing
of giving the appearance of fairness to all. This study has followed
precedent by translating all data provided into the terms of the desig-~
nated lead service--in this case the Army.

e. This study used a less genaral approach to shop and overhead
spaces. Most shop spaces were accepted directly as given. Only a very
emell fraction of shop spaces are regarded as subject to change. On the

other hand, aiwost all the overhead spaces were derived in accord with

[Ep——"
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staffing guide principles. Accordingly, they vers subject to change,

dependent, not just directly on workload, but also indirectly on the

degree of organizational consclidation imposed. In particular, the Army

Staffing Guide makes manpower levels dependent on workloade in learning 3

curve (actually step function) fashion. That {s, it applies notions of

economy of scale to work and work-like activities. Although the Army

-

Staffing Guide is an official Army publication, it i{s only a '"guide."

Manpower surveys .emsin more authoritative, though these often depend to :

some extent on the Avmy Staffing Guide. In any case, there are often

sound reasons for taking exception to the Army Staffing Guide within the

Army., With some justification, the Air Force and Navy can express

displeasure at the application of Army Staffing Cuide principles to

their own RPMA vorkloads and elements. But hare again, the analyst

applies an argunent similar to that employed to justify comparisons

based on historical data. %
f. It wvas assumed that the ranking of alternatives and the ;

relative differences among alternatives based on Army Staffing Guide %

principles provide valid approximations. It is not suggested that manning § ]

levels derived for the alternatives are the ones that isplementation teams H

would determine. But it is claimed that the order and relative differences

PP T

among alternatives would be the same. The assumption and suggestion are
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offered somevwhat in default because the Naval Public Horki Center cannot
be based on a nonexistent Navy staffing guide and bdecause the Alr
Force will not formalize a nev revised staffing guide for months to come.
Instead, this study took tha special step of standardizing the CMO
(referred to as Alternative 1A) for all services in accord with Army
Staffing Guide principles. This step is necessary to show that the totel
differences batween the real CMO and the other altarnatives are not
entirely attributable to organizational consolidations, but also to
definitional and procedural differences. This is not a trus consolida-
tion alternative, but rather an analyticsl step that quantifies effect.
g§. Section VI shows the results of applying Army Staffing
Cuide principles with necessary adjustments to the original alternatives
and estimated annual costs {primarily salary and benefits). Note that,
at least in theory, the estimated salary costs have somevhat higher
resolution than thosea estimated in some other known counsolidstion studies.
In soms studies, the manning and workload dats were too gross to permit
more than the application of average supervigory to nonsupsrvisory ratios
across all functions. In this atudy, the salary ratios for each functiom
vere calculated separately. Thus, the estimated salary changes in this
study are more sansitive to differential changes in supervisors and non-

supervisors among functions than if only a single average were used.
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‘e 18. Development oi an Example Alternetive. Figure 8 shows an

.- example applying « my Staffing Guide principles and following adjustments
E o in the development of Alternative 2.

a, Step 0 (not performed) serves as a reminder that a completely

unconsolidated RPMA structure {n Panama would almost certainly have

contained more people than does the CMO--probably about 72 {1,585 total)
more people--spaces that cannot be attributed to further consolidation.

b. Step 1 shews that the CMO employs 1,513 people in RPMA and

; RPMA-related functions.

¢. Step 3 shows an eight-space adjustment to account for the
transfer of master planning to the Mohile District of the Corps of
Engineers,

d. Step 3 was performed in crder to ''standardize' the CMO.

The result {4 a smaller base case consisting of another 52 fewer spaces
than the original (MY, The reduction in spaces due to standardization
certainly cannot be attributed to connolidation.

\ e. Step & applies the Ar-- staffink Guide principles to
Alternative 2. This 97-space reduction, primarily fn overhead and
installation support to RMMA, {8 overly optimistic i{n the sense tlat the
Army Staffing Guide includes no special allowance for the physica)

dispersion of RPMA customers,
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SUMMARY OF THE STEPS IN
DEVELOPMENT OF ALTERNATIVE 2

{14

0. Mypothetical. completely untonsohidated Panama.

—

centiahzed (Alternative 1))

The CMO adjusted for master planmirg.

The CMO adjusted to bavic Aimy Statting Guide
(Alternative 1A)

Complete consohidation, arsuming complele coliocation

Adjvatment tor geagraphic dnpersion

Adivsiment fov revolving tund adminntcation

(Retnatie 2)

Adjusiment los unieahinable support

Adjustment tor multsermce “diadects

Adjustment tor myltisernce reporting syviems.

Safety tacios

Figure 8

_ The CMO (1.0 . already pattially tonsohdated, partialty
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f. Therefore, Step 5 is applied to increase the strength of
the orgaenization to compensate for the additional burden of managing
geographically dispersed activities.” Step 5 adds 15 spaces.

g. Step 6 adds 19 spaces for the last step in building Iter-
native 2 becaus® the i{mplementation of a revolving fund requireas some
additional people.

h. Alternative 2 includes some BOS functions within the consoli-
dated RPMA organtzation. Through this consolidation, some economies of
scale are achieved. However, not all the theoretical savings arec real-
fzable., Some of the other BOS e¢lements support activitics besides ™ g
RPMA. Thus, Alternutive 2 requires some fragmentation and rounding of

other BOS clements. The result is that 33 of the theoretical savings in

e

support to RPMA are retained within the other BOS elements and thus are
unrealizable as savings. Step 7 applies this upward adjustment for the
unteallizable support savings. 3

{. Step B sugpests that a multiservice consclidation might
require a few more spaces than would a single service consolidation of
the otherwise same size. This study did not make an adjustment ot this
atep.

}. A standard or gencralized RPMA reporting svatem seems several

vears off at best. This would probably require some additional spzces
for multireporting for vears to come. (Appendix C-3, Volume Il1, describes

an effort to estimate the adjustment for multireporting.) Probably a bic
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too optimistically, Step 9 does not add any multireporting spaces since

- experience was so limited.

o k. The study team, as the rule of thumb in nrevious single
service consolidations, regarded 3 percent to total strength as a
tentative threshold of significance. In this atudy, because of the

4 L multiservice aspects, 4 percent was adopted as a new rule of thumb.

; This {s a very rough rule of thumb. Depending on one's own ideas of
what is safe or certain, the analyst can choose to add or subtract spaces
in the name of sclentific integrity, conservatism, liberalism, gencral

or special uncertainties, and optimism or pessimism,

i. The bottom line in Figure 8, then, reflects the results of
an orderly but somewhat uncertain process of estimation. Significantly,
what began as a CMO point, 1,513 spaces (but even this must be uncertain
by a few spacea), hecomes somevhat diffuse bv the Step 10 bottom line, %
and even more so with the optimistic zero adjustments of Steps 8 and 9. %

m. Figure 8 may give the {mpressicn that the method is based
orly or .otal numbers of people, disregarding skills. Such an Impres-

sion {8 both unintended and incorrect. The number of people by function

ey e —— ot e ateo

for each alternative was determined with appropriate staffing procedures
{see Appendix H-1, Volume 11). This method preserves the distinction
between supervisory and nonsupervisory strength for cach function. The

salary estimates (in FY 78 dollars) reflect these function-sensitive

.- dif ferences.
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VI. RESULTS AND FINDINGS

19. Iatroduction.

a. This section susmarizes the results and findings of this
study. The report annexes, mostly in Annex H and its appendixes (Volume
I1), present detailed results and their development,

b. This study wvas eapecially careful to distinguish between
differences purely attributable to consolidation and the differences
achiavable by other means; its estimates of net changes are prodbably more
conservative than those in previous consolidation atudies. The practical
experience of SARPMA has tempered the interpretation of the quantitative
evidence collected from Panama. The SARFMA experience has been particu-
larly useful in providing new {nsight on the intensity and duration of
turbulence associable with {mplementation planning and then actual
implementation, on multiple and standardized reporting, and on BOS
fragmentation. As this section shows, the net differences among alter-
natives are probably less than many people outaide Panama expected. The
principal reason for this is described in terms of a qualitative but
important finding that vas never a secret but vas evidently not widely

appreaciated.

20, Pre-Treaty Panama. Significantly, the CMO today reflects many

positive results of past intraservice and interservice analyses of RPMA

and other functions of BOS., To verying degress, the CMO already iunvolves

34
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intraservice organixational consolidation, intraservice consolidation of
some RPMA shop functions, and interservice consolidation of a few other
RPMA (or RPMA-like) functions. Thus, many of the usual advantages
attributable to RPMA consolidation have already been exploited to a
large extent, leaving relatively less to be gained by further consolida-
tion. It is notable thuat the installations and organizations considered
in some other “PMA consolidation studies were, at the beginning, much
less consolidated and more dispersed than those in Panama today.

s, Many military instsllations, for example, belong to a single
organization in Panama, the 193d Infantry Brigade. The brigade Facility
Enginear (FE) is already & single manager of RPMA for those installations.
His staff 1is smaller than would be the totsl for an equal number of
unconsolidated installation FEs.

b. Regardless of the outcome of this study, on 1 October 1979,
the Aruy assumed responsibility from the Panams Canal Cowpany (PCC) for
trash collection and maintenance and repair of medical, dependent educa-
tion, and other facilities transferred from the PCC.

¢. The theater, contrary to some opinion and certainly more so
than many other regions, has been rather progressive in its treatment of
RPMA over the years. The services in Panama have cooperated with one
another and the PCC in many ways to the general benefit, though not

necessarily the perfection, of RPMA matters. Admittedly some of the
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past progress may “‘ave been influenced by outside preasures. Neverthe-

»

less, the Army, Air Force, and Navy in Panama deserve more coumpliments

[
. L)

than criticism for the state of RPMA there today.

21. Secondary Topics. Family housing management and transporta-

[
®

tion are addressed here because the study tasker asked that they be 1
included even though all or part of those functions need not be regarded

withir RPMA. Family housing maintenance is unquestionably included in

the regular RPMA structure of the Air Force and Navy and is so treated

VT i T

throughout this study. Family housing management, especially the assign- :

ment of housing, is a controversial subiect. Family housing management

can be plugged into or unplugged from the RPMA alternatives without

- T

influencing the relative feasibility or desirability of the alternatives. ; é
Consideration of administrative vehicles has been merged with treatment ;
of the regular RPMA equipment in paragraph 21b below. % E
a. Family housing management., Acting under DOD direction, in
A 1977 a tri-service team chaired by the Army studied the feasibility of 5 i
consolidating all family housing management functions.l/ That tean
concluded that it was feasible to consolidate and that the Air Force
should be responsible for the new organization. Following independent ? :

: T review of the earlier study, ESC concurred with the team's conclusion on i 3

: S 7/ DA, USAFORSCOM, 193d Inf Bde (CZ), Family Housing Management
3 Consolidation Study.
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feasibility. However, ESC did not find it necessary to include family
housing management within an RPMA consolidation. Inclusion is not
necessary to RPMA or to family housing management. The family housing
sanagement issue is at most incidental to the broader RPMA question; it
neither makes nor breaks any case for or against RPMA consolidation.
Because of other pressing matters, the services have not yet reduced
thuir differences in family housing management to the point that its
incorporation should occur in the early phases of even a total BOS
consolidation.

b. Transportation. The overall transportation fumction includes
both administrative vehicles and construction special purpose squipsment
maintenance and repair. The study tasker seeks an analysis of the
former and RPMA consolidation demands consideration of the latter.
These separate anslyses address consolidation feasibility regardless of
the RPMA comsolidation decisiom.

(1) Maintenance and repair of administrative vehicles
encospass all wvork accomplished above the individual traneportation
motor porl.. This process, then, parallels the existing enginesr equip-
sent repair procedures. The Air Force and Ravy nov receive equipwent
maintenance from the Army via ISSAs. Our limited anslysis indicates
that savings, approaching seven personnel, can be realized by cousoli-
dating; and thersfore, the command should initiate action for imple-

mentation.

»
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(2) Currently each service owns and operates several
pleces of high-dollar, mobile construction equipment. Potential savings
can accrue from the consolidation of low utilization construction equip-
ment. ESC analyzed the services' utilization rates, estimated vwhen not
submitted, to determine the number of actual hours used during the base
year. Utilization was further refined to account for seasonal variations
of availability. This process indicated that upwards of 69 piecaes of
equipment could dbe released if the services consolidate and pool the
enginesr equipment resources. In terms of cost avoidances from not
having to replsce as many pieces of equipment, the net capitalized cost
savings to the Government would approach $100,000 per year. This
wvarrants the consolidation of equipment.

22. Compariaon of Alternatives.

a. Pigure 10 is a tabulation of this study's quantitative
estimates of the personnel space requirements and annual personnel costs
for the initial alternatives. Both the original CMO and the CMO standard-
ized to the Arwy Staffing Cuide are included as Altermatives 1 and 1A,
respectively. (Recall that Alternative lA quantifies effect.)

(1) The first two colusns represant the RPMA organizations
proper. For Alternatives 2 snd 2. the RPMA organization included 13 and
14 spaces, respectively, taken in from BOS and made organic to the FPMA
organization.

(2) The third column represerts Staff Engineer elements.
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(3) The fourth column represents the other installation
support (BOS) to RPMA, wvhich spaces lie outside the RPMA organization
proper.

(4) Column 5 identifics other BOS spaces that support RPMA
but could not be reduced because of BOS residual roles and rounding off

of fractional spaces.

(5) Column 6 presents the totals for all elements of the
RPMA complex.

b. Figure 9 includes measures of the relative differences
among the alternatives. These are shown in columns 7 and 8. Recall that
these are comparative strictly in the senae of application against FY 78
workloads, but it is assumed that the relative differences would be the
same for other vears.

(1) Column 7 prusents the gross changes in terms of the
percentages of the corvesponding values for Alternative 1. Recall how-
ever, that Alternative 1 {s not expressed in Army Staffing Guide terms.
Therefore, differences with respect to it cannot be entirely attributed
to consolidation.

(2) Column 8 presents the changes in terms of percentages
of the corresponding values for Alternative 1A, Inasmuch as Alternative
1A is the CMO standardized in terms of the Army Staffing Guide, it is &

better basis for changes attributable to consolidation.

40

b o 1t




DA S

e s .o ]

.
¢
A
¥
+
$
3
:
¥

4

v

¢. Relative to Alternative 1A, the changes in personnel strength
attributable to consolidation are slight. Only the changes for Alternative
2 approach the rule of thumb threshold of significance, suggesting a
slight prospect for savings. Notably the change for Alternative 4 {s
upward; relative to Alternative 1A, Alternative 4 adds spaces to the
total RPMA complex. Notice that annual personnel costs do not change by
the same percentages as estimated for personnel spaces. Because the
study's method applied costs sensitive to the salary differences awong
functions, a reduction in higher grade spaces causes larger estimates in
salary fluctuations than for the less mensitive methods applied in some
other studies. (The higher sensitivity may be misplaced in the short
run {nasmuch as some of the higher graded people well might exercise
bumping rights and retain high salaries for the maximum allowable periods,
Also, no adjustment has been made for the possibility that <o remaining
supervisory and managerial spaces may have to be upgraded, with corre-
sponding salarv Increases, to match the fincreased responsibilities of those
fewer remaining supervisors and managers.)

d. Figure 10 1s a graphical comparison of the personnel spaces
and annual perscnnel costs extracted from Figure 9. Note first that the
origin {s not at 0 people, O costs, but at 1,200 people and a $16M cost
level. The difference between Alternatives 1 and 2, disregarding the

uncertaintiea and that portion of the difference not attributable to
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consolidation, looks tempting. But when allowance i- made for these
factors, the likelihood of reduction, even under the single manager
concept, is seen to be slight.

e. In all cases, the shop strengths are preserved to assure
the same or better leval of RPMA service to all, provided RPMA management
does not become negligent or bissed.

f. The Air Force's contingency missions dictate that military
personnel be in the RPMA force. Thair sission "includes an on-call base
operations sustaining capability to assure the continued launch and
recovery of msission aircraft and fire cranh/rcccue."gj This necessitates
that any consolidated organization be able to provide these functioms.
Special options for providing these functions are being considered in other
theaters where contractor and host-nation support possibilities may be
greater than in Panama, at least in the short rum.

g.IAThc study team regards the adjuated Army Staffing Guide
estimates of personnel strengths and annual costs of the slternatives
as optimistic. Part of this optimism mav be attributed to the uncer-
tainties already discussed and to the fact that the "adjustmwents" for RPMA
definitional and reporting differences were set at zero. The tesam has

also bean influenced by the recent practical experience at SARPMA.

8/ DAF, AF Engrng and Sves Ctr, HQ, ltr, Review of Couments om Draft
Cost-Benefit Analyeis of Punama RPMA Consolidation.
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SARPMA reflects a larga step forward hnut cannot as yet be regarded as

.- a fully optimized approach., Appendix H-3, Volume I1I, lists many obser-
i- vations abour SARPMA and closes with some lessons almost certainly
ralevant for Panama. Many of these lessons imply some additicnal
(largely uptard) sdjustments in the numbers of people {some in the short
run, othere in the long iun) required to manage and execute consolidated
RPMA. The state-of-the-art for hypothetical and real RPMA consolida-~

tions is such that many of the edditional adjustments have not basen

quantified, Oun the busis cf SARPMA experience, the following points ave g

offered to explain the study team'c very cautious attitude about savings

in spaces or costs.

(1) More effort and hence one-time expense for implementa-

tion planning seems necessary. Decause so many implementers uvevally
cone from the affected commands, there may be a paradox——greater effort
devoted to implementation planning in order to raduce curbulence may take

80 many people awvay from their regular jobs that turbulence 1s increaseu.

DT 2 A

(2) Sct up a high-ievel, collective work prioritization

i een o o M o ki Pk st o

system or committea. This ia needed to improve performance but adds to

cost.

(3) Develop and ojerate & project tracking system. This

PSR AVEITE L T SR e A
e

adde worthwhile expense and spaces to the consolidated agency.
(4) Provide strong planning and prograzing (in the full

- program, not siagle project ecense) in the consolidated ageucy.
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‘. (5) Cive the consolidated agency sufficient guthcriiy to
‘ match ita responsibilities for timely contraccing and procurement.

e (6) Give the consolidated agency sufficient civilian

- - by evolution.

personnel clout-~for early recruiting and other actions. This adds to
one-time cost but ainimizes turbulence and start-up delays,

(7) During implementation planning and then during opera-~
tion, {nclude staff accustoemed to reconciling larger scale priorities
than typical of single installation experience. The requiremsnt may bde g

for "outsiders,"” perhaps with higher grades.

(8) Panama seems potentially much nmore turbulent than any

other consolidation considered to dste. Therefore, postponing Panams

conavlidation may be justified (i{.e., the suggestion by some to let wost

[ R e )

of the Treaty chips fall vhere they may before attempting full consoli-
dation may have some merit). 1

(9) No one service seems clearly superior to the other in
all RPMA respects. Yet the "practical" approach to consolidation seems ;
to be to let a lead service impose its approach. Ideally, a consolida-

tion should adept the best from each service. Mo one seams to have

R VS

achieved this in practice., The optimal orgsnization cannct be determined

simply by further study. Indeed, the practical approach seems to be to

s

implement first along lead service lines with optimization pureued later
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(10) Again, the consclidated RPHA agency must apply a
vegional outlook to matisfy customers {n some best individual and
collective sense. The need for the tfplonal agency to balance local/

Y
global, special/general, and project/;rogran cannot be overlooked in the
selection of key feces t¢ iill the agency's critical spaces. Additional
and/or higher grade spaces are implied.

h. The method used to generate the staffing eatimates for each
alternative does not track spaces from the CMO on a one-for-one basis
into new slots. Nevertheless, even st the feasibility study phaee
almost everyone is interested in the probable chanuges to the strangths
of each service. The best estimate at ti:is atage 18 wiwvply to divide
the total changies in spaces and salaries in proportion to FY 73 RPMA in-
house and contracting costs. F{gure 11 showa proportiona! estimates of
the gross changes from the FY 78 CMO for each mervice for the quantified
Alternatives 2 through 4. These arc not projoctions of future changes;
they are rimply cutimates applicable to the FY 78 «xample time frame
and workload. Note, too, that these gross changes combine dfffevences

attributable to ronsciidation with the differonces atcributable to

applyirg Army management and overhead guidelines across the (MO,
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f’ H i. APPROXIMATE GROSS SAVINGS PER SERVICEY/
. 3
» % Alternative 2 Alternative 3 Alternative 4
' 3 T Per- Salary>’ Per- Salaryd’ Per- Salacyd! ;
; Code sonnel (€1 sonnel (M) sonnel (M ]

¢

;e Army 39 .72 25 .43 4 .04

i b
j ¢t Atr Force 25 47 17 .28 2 .02 ,
E:- s Navy 17 .32 11 .18 1 .01
' e j
f a/ Rough estimates proportional to FY 78 workload. Figures calcu- ]
; lated from unadjusted (M) Alternastive 1. These estimates ave applicable f
; only against the FY 78 worklsad. Only parte of these changes ave attrib- 3
£ . utable to ccnsolidation. Savings generated hy tota! 805 cousolidatiorn :
: Dl shculd far exceed those in figure.
i cot b/ 1la FY 76 dollars.
; P
; Yy
{ i Flgure 11
; P
é } VII. CONCLUSIONS AND RECOMMENDATIONS
4 :
4 : 23. Conclusions. Thia study's conclusions are:
E . a. Alternative 1, M0, The ™MO in its own right is clearly f

feasible but it is not the most desirable.
b. Alternative 2. This single manager orzanirzsiional structure

is also feasible and does offer prospects for relative savings. BOS

;
i
i
3
!
i
i
:

fragmentation and interservice differences, however, increase uncertainty i

which leads to the conclusion that {t {s ounly marginally desirable.

k

c. Alternative 3. <onsoylidation under this dual manager alter- !

i

i‘ native is feasible but suffers the disadvantage of ataifing the Air Force 3

i by Army procedures. Thir slternative is therafore considered undesirable. 1

T g i
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4 % i; d. Altern.tive 4. This dual manager alternarive applies
E % .. staffing procedures similar to those of the parent services. Although
; % E- it is a feasible approach to consolidation, it is clearly undesirable.
£ % : ‘ e¢. Enhanced CMO. ESC concurs with the services that an
‘ . enhanced CMO which expands reliance on ISSAs and contracting offers
: E prospective short~term savings. This concept is also fessible, but it
: is not & deidiradle long-term approach. i
E f. Expanded singlc manager. This study's analysis concluded g
g that a single wanager RPMA (s feasible but lacks clear desirability :
E because of nonstandard service procedures. Therefore, an additional .
E qualitative step was poastulated. The short-terw solution sdvocaies an g §
g Army RPMA ircorporating the lorng-term objective of a new, standardized ;
% BOS systex for all services. This solution is clearly feasible and é
E desirable, ?
E 24, Answers to Secondary Questions,. ;
E a. The consolidation of the maintenance and repair of admin- ; é
% fstrative vehicles and equipment is feasible. % :
g b. 1f any of the multiple RPMA manager alternatives is adopted, % %
E real estate-accountsble recordkeeping should remsin with each service, Z ?
E A single manager alternstive, however, consolidates this function in the é é
E rev RPMA. % %
E f ] : c. Consolidation of family housing managesent is feasible but E
1 E é is not needed within & consolidated RPMA orgauization. 3
A 3
- ;
| i |




25. Recommendations. ESC recommends implementing Alternative 2 if

and only if it is explicitly united with the longer-term objective of
standarizing all BOS for Defense Complex Panama. To this end, all future

actions should be geared towards:

£ AT AR A A ST S M ‘*%
- > o= om

a. Implementing the RPMA phase of total BOS consolidation in

.
i
S ew 1 to 2 years at the earliest, thereby allowing much needed reconciliation
; - of current Treaty-related uncertainties.
s .. b. Augmenting the usual in-thester implementation planning staff
; ?‘ with about 10 outside experts with skills in planning in general and
. “b
; personnel, funding, and reporting in particular. ¢
: i_ c¢. lmplementing primarily along Armv RPMA lines with the target 3
- of later fntegration within an evolving, standardized, optimized B0S. %
: 4
* d. Developing and implementing standardized reporting, funding, f
N and ADP systems. P
. .
e. Exempting the services in Panama from duplicative, non- % ;
i . standard reporting requirements. :
-
= o
;i
.- - - ; 1
¥ EXY ‘\'
!
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ANNEX A

STUDY REQUESTS

Memorandum, Assistant Secretary of Defense (Manpower, Reserve
Affairas, and Loglstics), subject: Planning Guidance for US
Military Installations in Panama, 18 October 1978

Memorandum, Of fice of the Assistant Secretary of Defense
(Manpower, Reserve Affairs, and Logistics), subject: Implemen-
tation of DOD Planning Guidence Relevant to US Military Instal-
lations in Tanama, 19 October 1978 with Inclosure

Memorandum, Office ot the Chicf of Engineers, Director of Militarv
Programs, subject: Consol{dation of Rexl Prcperty Maintenance
Activities (RPMA) at US Military Installations in Panama,

13 December 1978 with Inclosure

A-1

A-11
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ASSISTANTY SECRETARY OF DEFENSE
WASHINGTON. D C 2030

Js0CT BB

. ."’ MANPOWE R
3 48 RESERVE AFFAIRS ‘
) AND LOGISTICS /(-" ¢

Eo MEMORANDUM FOR Secretary of the ,‘2’“{.

vt Secretary of the JNavy

¥ L. Secretary of the Air Force
] i Director, Joint Staff, 0JCS
, Powe Director, Defense Logistics Agency

Director, Defense Mapping Agency Q

5 sl SUBJECT: Planning Guidance for U.,S, Military Installations
* in Panama

; This memorandun addresses facilities planning and base opera-
E _ tions in Panama for the period subsequent to the entry into
force of the Panama Canal Treaty on October 1, 1979 (T-Day)
and is pursuant to DEPSECDEF memorandum of June 20, 1978,
Subject: "Panama Canal Treaty Implementing Guidance,"

3 Consideratle change will be experienced by U,S. Forces and their
: dependents and civilian employees in Panama within the next few
f years as a consequenzs of the Panama Canal Treaty, Military
units and activities will be relocated., Several retall functicns,
the postal service, dependent schools system, and health and |
medical system will be transferred to the Services from the ;
Canal Zone Government/Panama Canal Company. Adjustment to those P
: changes incident to initial implemencation of the Treaty will be o
; difficult, but has been facilitated by the planning initiated Lo
and coordinated by Commander-in-Chief, U.S, Southern Command oo
(USCINCSO) and approved by DEPSECDEF, It is essential that !
follow-on planning be initiated now to assess the impact of :
anticipated change in the post T-Day period and provide for
timely development of the most cost effective base structure
required to satisfy U.,S. requirements for the life of the
Treaty. This planning encompasses regional complex master
planning and consolidation of certain base operating support
(BOS) elements and real estate management,
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Coordination of T-Day and post T-Day base structure planning ]
can best be realized within the framework of an approved ]
Panama regional complex master plan (RCMP) based upon force
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levels approved in FY 80 Program Decision Memoranda after
consideration of Service POM Supplements, FY 80-84, This
i planning will involve all Defense Components in Panama in the

; tn analysis cf the primary functional subsystems that constitute
the military base structuire in Panama and planning for their

: N subsequent efficient interaction. 1In serving as the bdbase-

: e line for future base development in Panama, such a comprehernsive
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plan 1s expected to:

== realize maximum utilization of available facility
assets in terms of overall requirements of U.S.
Forces,

R

PR

-= support programming of post T-Day facility construction;
especially that stemning from further Treaty-generated
displacement of military units and activities,

T T

? ‘ -= eliminate construction of redundan. facilities which
E e might otherwise result from independent installation
E o planring.

¢ - ~= identify any as vet unspecified facilities and areas,
: not required to suppcrt a U.S, misslon, {for timely
transfer to Panama,

The utility of this master planning in supporting the program-
ming of necessary military construction cannot be overemphasized,
Since such programming will encounter severe scrutiny at every

: level of review, the RCMP will serve as its fundamental
supporting document,

The study of inter-Service consolidation of BOS functions 1is
viewed as a three phase effort, The first phase consists of
earlier USCINCSO efforts which will lead to the assumption by
individual Services of various inter-Service support roles on
T-Day. The second phase, essentially limited to that portion

i of BOS concerning real property maintenance activities (RPMA),
L. has been assigned to the Secretary of the Army for execution

* and 1s expected to be completed by 30 April 1980. RPMA represent
the dominant elements of BOS in terms of cost and potential

for savings. The third phase will include those elements of

BOS not included in ths other phases and represents the dominant
portion of BOS in terms of nurmber of functions to be analyzed,

In view of the considerable effort to te expended in implementing
the first two phases of BOS consolidation, the third phase will
be studied at a later time, If, however, targets of opportunity
for functional consolidations present themselves during the

first two phases, they shall be Jointly implemented where
possible,
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Lanids to be made available on T-Day by Panama to the U.S.

for defense of the Panama Canal will constitute an entity
entitled Defense Complex Panama. The Panama Canal Company/
Commission will initially maintain real estate (land) records
and will conduct boundary surveys for the Defense Complex
Panama on a reimbursatle basis. Effective management of

these lands, can best be achieved through a single Defense
Component.,

The Secretary of the Army, with dominant Service representa-
tion in Panama, 1s hereby desirnated as DOD Executive Agent
for the development of the Panama Regional Complex Master

Plan and management of DOD lands in Parama. The development
of the master plan and 8 feasibliity study of land management
will require coordination with all involved Defense Components.
These assignments are ccnsistent with earlier assignments

of the Army as DOD Executive Agent for administration of
military construction and study of KRPMA consolidation.

Furtnher detalled guidance to all concerned concerning the
execution of the aforementioned Executive Agent roles will
be pronulgated by DASD(I&H).

¢
JORN P. WHNE

Assistant Secretary of Defense
(Msnpew.r, NRascrve Alleire & L-Cistics)

cc: Commander-in-Chief, U.S. Southern Command
DoD Rep for Panama Canal Treaty Affairs
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OFFICE OF THE ASSISTANT SECRETARY OF DEFENSE

Lo g e E LS 'm"-.-"s'am
Wiy

l WASHINGTON, D. C. 20301
. .
P MANPOWER,
PR RESEAVE AFFAIRS '
AND LOGISTICS - 19 OCt B®
‘e MEMORANDUM FOR AssistnAcretary of the Army (IL&FM) |
Assistant Secretary of the Navy (MRA&L)
; Assistant Secretary of the Air Force (MRALI)

‘. Director, Joint Staff, 0JCS
Director, Defense Logistics Agency
Director, Defense Mapping Agency

SUBJECT: Implementation of DoD Planning Guidance Relevant
to U.S, Military Installations in Panama

¢ o oo e A S it g e e Dnbntcnsh

This memorandum provides detailed guldance concerning the v 3
execution of DoD executive agent rolec in Panama and 1s f :
pursuant to ASD(MRA&L) memorandum of 18 October 1978, :
Subject: "Planning Guidance for U.S,” Military Installations i i
in Panama." ‘

Planning and programning accomplished by DoD to date 1in the
implementation of and adjustment to the Panama Canal Treaty
is summarized in Enclosure 1., These efforts will be continued
through the execution of specific DoD Executive Agent roles
assigned to the Secretary of the Army. In thls capacity
and as defined in Enclosure 2, the Executive Agent 1s an
element of 0OSD with responsibility for coordination with
all invoived Defense Components and other Federal agencles
and submittal of reports and plans for approval to this

_ office prior to imrplementation. In turn, involved Defense

b Components will provide appropriate assistance to the

Executive Agent as necessary, é
/’;/d |
Peyry J. Fliakas 1

.

; L. Deputy Assistant Secretary of Defense ’

’ I. (Installations and Housing)
- |
-e Enclosures ¢ 3
“ ]i cc: Commander-in-Chief, U.S. Southern Command
’ DoD Rep for Panama Canal Treaty Affairs
g s
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SUMMARY
DOD PLANNING AND PHROGRAMING RELEVANT 0 THE
RESTRUCTURING CF THE NITITARY BASE COMPLEX IN
PANAWA BY T-DAY

Background

The Panama Canal Treaty (which impacts upon military basing)
and the Treaty of Neutrality were signed on 7 September 1977.
On 16 June 1678, the instruments of ratification, which
become effective on 31 March 1979, were signed and exchanged
in Panama. This document calls for the placing in force of
the treaties within six months, or, by 1 October 1979.
Implementing legislatinn for the Panama Canal Treaty will

be submitted to the next (96th) Congress.

Frograning - O&M and MILCON

Shortly after the signing of the tresties, USCINCSO initiated
an evaluation of the impact of the Fanama Canal Treaty on
U.S. Forces in the CTanal Zone and prepared, in coordination
with Service Components, a proposed plan for their assumption
of varlous roles from the Panama Canal Company by T-Day.

This plan was incorporatced into DEPSECDEF memorandum, dated
June 26, 1978, Subject: "Panama Canal Treaty Implementing
Guidance."” Resources ($44.1 million) required to support

the assumption of these roles and required relocation of
military units and activities by T-Day were identified in a
request for a FY 1979 budget amendment subtmitted to OMB on

22 July 1978.

This budget amendment request included $2€6.9 million for
rehabilitation of existing facllities and some new construc-
tion. Other requirements, estimated at $32.0 million have
also been identified and are under consideration for Defense
Component programing in the FY 80-83 MILCON Programs. In

the absence of OME action on this bdbudget amendment request

and as an alternative thereto, a request for commencement of
the more critical elements of construction with SECDEF
contingency funds in the amount of $10.9 million was submitted to
Congress on 5 Oct 1978. Under this alternative, the remaining
MILCON would be programmed as a FY 79 budget supplement.

Constructicn Execution

DASD{I&H) memorandum, Subject: "Military Construction
Incident to Implementation of the Panama Canal Treaty,"
dated July 20, 1978, designated the Army, as dominant
Service in Panama, to serve as DoD construction agent for
all military construction in Panama and requested submittal

Enclosure 1
A=6
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: of a construction executicn plan by August 15, 1978, for that
g . censtruction included in the dbudget amendment. This execution
E sl plan, providing for award of a cost-plus construction

| ' contract in October 1978 and completion of the majority of

[ the work by T-Day, was approved by DASD(1&H)IC.

: e RPMA Consolidation

1 , ASD(MRA&L) memorandum, Subject: "Assessment of FY 77 BMAR and

f . Certalin Consolidations of Real Property Maintenance Activities
‘ (RPMA)," dated June 19, 1978, requesied that Army prepare

a cost-dbenefit analysis for inter-Service consolidation of

all RPMA organizations in Panama. By DAEN-FER memorandum

to ASD(MRASL), Subject: "Consolidation of Real Property

Maintenance Activities (RPMA) in Panama (Canal Zone)," dated

July 14, 1978, Army advised that this analysis could be

completed by March 30, 1980, and recommended, instead that

its scope be expanded to include all elements of base

operations support.
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DEFINITION OF DOD FXEZUTIVE ASENT ROLES
WITH RESVECDT U0 FANAMA
+

I. GENERAL.

:

: The Secretary of the Army has been designated the DOD
" Executive Agent for (a} develiopment of a reglional complex
master plan (RCMF!, (L) adrministration of military con-

, structlon prﬁg"a.,, {c) develcprment of a plan for inter- i
< Service consclidation of Feal Prorerty Maintenance i
Activities (RF¥A), and (4} delermination of the feasihi lity 3
of conscolidation ¢f manarerment of all DOD real property :
in Panama. Concurrently thircugh the Panarma Canal Area {
Joint Interservice Resource Stuldy Group, Commander-in-Chief, !
U.S. Southern Command s direzting 2 continuing study of ;
E functicnal consolidation which will further assist in the :
: evclution of the most efficlent rilitary baze structure. }
; The results of this effcrt will te incorpcrated into the :
: RCMP v the Executive Agent.
? e A~ -
; JI. EXECUTIVE AGENT ROLES.
]
1
; A. Parama Regional Complex Master Tlan (PRIMP).
'
? The PRCMP? will be acccermplished, in two phases:
? (1) Infeormaticon collerstlcn and analysis to develop
; an coverall conceptual plan for the integration
: of the regulrerments of all Delense Component
: (and other Federal Agencles, as appropriate). ‘
(2) BRefinement of the c:ncertual plan as regquired
by Defense Compcrnents to reflect any subzeguently
: epproved EB2S consollidations, to provide record
g draw-“gs defining land becundaries, as-built
§ utilities, rcads, etc.
: The ferst phase s urgently reguired to suppert FY81
1 and bYeyond MILOCN prograrming. The second phase can
: be acccmplished as time and resources permit, match-
; ing the needs of the Delense Components and integrating
the results of parallel study efforts,

The Executive Agent will sudmit a plan of approach,
with milesiones (POAM) to DASD(I&F,- covering both PRCMP
; phases, by 15 November 1678, The POAM will be coordi-
3 T nated with USCINCSO and other involved Defense Components.

Enclosure 2 i
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Military Construction.

The Arny has been designated as the Executive Agent for
military construction in Panama. Normal procedures will
apply.

Real Propertv Management.

The Canal Zcne JGovernment (CZ23), utilizing the resources of
the Panama Caral Company (PCC), currently has primary
Jurisdiction over real estate constituting the Panama
Canal Zone and permits to the Services for their excluslive
use, those areas constéituting military installations.

The PCC alsc performs certaln real estate functions at

the recuest o7 the Services ¢n a reimbursegble basis,

such B8s providing recor? drawlngs and conducting boundary
syrveys. These rcles will change with the placing in force
of the Fanama Canal Treaty on Octoder 1, 1979 (T-Day) or
shortly therealter. Acccuntadbllity for those lands and
watears to be made avallatle to the U.S., for the defense of
the canal will bdecome the resron:idbllity of the Depart-
rent of Uefense, through 1ts Executive Agent for real
property manarement, effextive that date., The assunp-
tion ¢f the CIJ5 suppert role wii) be a matter of
negotlailion between the Executlve Agent and the PFCC,
although %t ¢s understoocd that the latter will execute

the treaty-requlred boundary survevs and continue to
provide real estate services fcr the Executive Agent

some time beyond T-Day.

yeuer
.

[

EXY
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The Executive Agenrnt will evaluare and make recommendations
to DASD{I&H) for managirg all real property that will bdbe
made avallable to I'oD in Panama. This evaluation will
consider the performance of all technical real estate
services by a single Service, including acquisition,
disposali, outgranting and record keeping for all U.S.
Forces. Control of real property, including determination
of requirements, facilities assignments, utilization,
budgeting and establishrent of maintenance standards will
remain with the individual Service. The Executive Agent
will submit a POAM for the evaluation of real property

to DASD(ISH) by November 15, 1978.

RPMA Consolidation.

The following RPMA functions will be assumed
by the Army fro: the PCC on October 1, 1979:

A-9
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trash collection and maintenance and repair of medical,
dependent education and other facilities transferread
from the :0C. The assumption of these roles by the
Army results Iin a partial inter-Service RPMA consoelida-
tion. The Executive Agent has been directed to =tudy
the further consclidation of remalining RPMA, A cost-
tenefit arnalysis and corsolidation implementation plan
will be develored in coordinatlon with all concerneq,
and particularly with the participation of representsa-
tives of the Navy and Air Force familiar with industrial-
funded consoildeted RPMA organications. In coordine-
tion with USCINISD, this RPMA consolidation study will
consider:

a. Consolidation under a single service,

b. Conzolidaticn on a geographic basis; €.g., with the
military installaticns clustered in thres areas of
Panama (Atlantis, Pacific NE and Pacific SVW) under
the dominant Servize in each area.

c. Estadlishment of an industrimlly.funded organization.

4. The inzluslon of the maintenance and repalr of

;gginistrative transpertation equipment along with
CA.

e. The need for a complete and self-sufficient RFMA
organization to fnccrporate such osther elements
of BOS as suoply, prccurement, and civiltan
personnel adminlgtreticn to the extent necessary
to the consolildated organization.

Standard formats for RFVA consolidation cott-benefit
anelysis and imclermentatinn plans are under develop.
ment by the DCDHEFPI Consolidation Committes and are
einected to be availatie for application to this
effort prior to the end of 197%.

The RPMA consolidation study with recommnendations is
to be submitted to DASD(I&H) by April 30, 1580. The
Executive Agent will submit a POAM for this study

including dates for necesgsary inputs and reviews, by
November 1978. )
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‘e DEPARTMENT OF THE ARMY
OFFI'/CE OF THE CHIEY OF ENGINEERS
; WABHINGTON. D.C. 20314
i
P DAE1i-NPR Pooloew

S MEMORANDUM THRU WWWX

FOR ENGINEER STUDIES CENTER

SUBJECT: Consolidation of Rea)l Property Maintenance Activities (RPMA)
at U.S. Hilftary Installations in Panama

i
1

i

: o 1. References: ‘

a. DEPSELDEF Mero, 20 June 1378, subject: "Panarma Canal Treaty
Implementing Guidance.”

b. ASD(MRASL) Mema, 18 Cctober 157&, subject: “Plarning Guidance
for U.S. Military Installations in Panara.”

s YN R TR A T PRI T

¢. DASD(I8H) Memo, 15 Gctober 1978, subject: “Implementatfon of DOD
: Planning Relevant to U.S. Military Irnstallations in Panama.”

4 7 o e e RS e {

d. DAEAN-2C]1 Memo, 22 Novenber 167, subject: “Implementation ¢f

Planning Guidance, U.S. Military Installations in Panars-. DECISION P
MEMORANDUM, ™ P

e. "Department of Defense (DOC) hGuidelires for Consolidation cf Rea)
Property Maintenance Activities (RPMA) Surveys gt Military instaliations,”
1 June 1972,

T TR T A e S T
Rk e L 7

i
‘ . . ]
; f. CERL Technical Report C-73, "Consuiidattor of RPMA at Fayetteville, i
t NC, Volume 1¥: General Procedures for Conducting RPMA Consolidatfon Studies,” q
E June 1977, :
] !

? g. ESC Report, "Army and DMATC RPMA Consoltdattior in the National
3 Capital! Region,” June 1978, ]

: h. ASD(MRABL) Memo, B December 1978, subject: "lapiementation of DOD
Planning Guidance Relevant to U.S. Mijitary Instullations fn ¥anama.”

1. DASD(I18H) Memo, 22 November 1978, sudbject: “Lonsolidation of Family )
Housing Management Funclfons in the Canal Znne.” =

I DU Mo w7 L A A e e . e s St ey ety




TS AT R RARIRAT S T I TN T e ey et S o AT A Ty e o K e e e v e

13 0EC 871

DAF.N-MPR
Py SUBJECT: Consolidation of Rea. Pruper.; Maintenance Activities (RPMA)
Pae at U.S. Military Installitica. in Panama
7 ? x 2. Purpose: To request the Engineer Studiss Center [ESC) to develop and
: g analyze an organizational concept for censolidated management of RPMA to

support DOD forces in Panawa during tie life of the Panama Cana! Treaty.
The RPMA Consolication Study will inciude 3 romprehensive cost/benefit
analysis of the possible alternatives for the proposed consolidation of
. RPMA functions and responsibilities at all U.S. Military Installaticns

in Panama, 2s directed bty reference 1¢. The propused consolidation alter-
- : natives will be compared with the current method of operation ty determine
1 . the economic feasibility of consolic:tion, 3Support for this study effort
. will be provides by the Directorate of Military Srograms and the services,
major coreands, ard installations fnvolved.

& e}

E ' 3. Background:

Cod ettt it st e

a. A continuing objective ¢f Departrent of Devense (DCD) policy and
i guidance is that rcal property maintenance activities at military installa-
: tions tn & given geographic area will te ctorsolicdated where such action
13 cost-effective anc coes not result ir mission impatrment. Reference 1t
directed the study of interscrvice consclideticr ¢f certain Base Operating
Support functions in Parara.

b. The Panara Cana! Treaty, which impacts upon milftary basing, and
the Treaty of Heutrality were sigred or 7 September 1977. On 16 June 1678
the instrurents of ratyficaticr, which becorc effective on 31 March 1979,
were signed arc excharged ir Ferama. This document calls for the placing
in force of the treatfes within € months, no later than 1 October 1979,
Implementing legislation for the Panara Caral Treaty will be subritted to
the next (9€th) Congress.
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7 ¢. ASD(MRABL), by reference b, has designated the Secretary of the
Army as the DO Executive Agent for the development of the Panama Regional
Complex Master Plau and for manatercrt of DCC land in Panama. This assigne
ment is concistert with the earlier designatior of the Army as the DOD
Executive Ajent for adrinistrsticr of military construction and study of ;
RPMA consolidation, i

R L T ——
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d. Army will have domirant service representation in Panama.

 astnd i hscanid e e cie

] ‘ e. ks the Ex~cutive Agent, Arry has requested and received approval :
3 from DASD(I&K), by reference 1d,0f the olan of approach with milestones ‘
i . (POAM) for the following studtes:

BT st A

(1) Panzma Regional Complex Master Plan, PJAM, Tab A, has been
ccordingted and agreed to by USCIKSCC and other tnvolved Defenze components.
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SUBJECT: Consolidation of Real Property Maintenance Activities (RPMA)
at U.S. Military Installations in Panama

(2) Evaluation of Real Property Managemert Plan for all property
under the conrtrol of DOD forces. (This study has been superseded by a
decision, reference 1h, to designate Mobile District as the Real Property
Management Agent for military technical real estate services in Panama,
to inciude acquisition, disposal, and outjyranting. How recordkeeping
for real estate will be accomplished will be & sutject for the RPMA
Consolics*ion Study.)

(3) Consolidation of Real Property Maintenance Activities (RPMA).

f. In October 1879 Army assumes responsibility for trash collection
and maintenance and repair for facilities assignad to medical and dependent
school activities.

9. RPN consolidatior; have been studied for a number of geographic
areas. lseful precedents have been published for Northern Oahu, HI;
San Antonio, TX; Fayetteville, NC, and National Capital Region. In
particular, reference 1f provides & general tempiate for conducting RPMA
consolidation studies., The metho? described therein complies with the
DOD quidelines outlined in reference le. Teference g provides a current
exemple of applicaticn of the method of reference 1f ?with extensions to
geographically separated installaticrns).

4. Scope:

8. The requested analysis must ertai) great breadtt and depth. The
physical dispersion, variety of functional responsibilities, varying missions
and processes, different supervisory structures, seasonal effects, and

.rrent base FE and FE support areas interface of the installiations specified,

mands the accurulatior of a wvast cata base fcr analysis. Descriptive data
must accurately reflect the comronalties and differences among installations
in order to provide a sound tasis focr the evaluation of alternatives. Using
FY 1978 data, the analysis tear is to review the current methods of operation,
determine the levels of workload effort accomplished, and eramine cost data
related to accomplishing real property maintenance at the specified fnstalla-’
tions. Consideraticn must be given to the space, equiprment, and vehicle
requirements of currert and alternative RPMA approaches. The team must also
anslyze the costs and levels of work effort attributable to RPMA-related support
functions suct as comptroller, communicaticns, civilian personnel, managerent
Information systers, adjutant general/adrministrotion, supply, procurement, and
transportation.

b. Study tasks, phasing, and milestones are outlined at Incl V., A

minimum of two IPR's (one in May ard one in July) will be held during the
study period. OQOther informal meetings will be held &s required.

A-13
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SUBJECT: Consolfdation of Real Property Maintenance Activities (RPMA)
at U.S. Military Installations in Panama

S. All services, major commands, and installations fn Panama will be
included in the study effort.

6. Alternatives to be considered should include, but need not be limited to:
a. Consolidation under a single service.
b. Consolidation on a geographical basis within the three Defense areas

(Atlantic, Pacific Northeast, and Pacific Southwest) under the dominant
service in each area.

€. Status quo.

7. The following factors will be included in the RPMA study:
a. Establishment of an industrially funded organfzation.
b. Real estate recordkeeping.

c. The RPMA Consolidation Study will include an analysis of the feasibility
of consolidating the maintenance and repair of adrinistrative transportation
vehicles and equiprent. This consolidation could be either as a separate {
function under the current transportation motor poc! or as a part of the }
consolidated RPMA organization. This function fs not included ir RPMA {n
the Army and Air Force but is part of the Navy Public Works organization.

d. Impact{s} on management structures of more or less contracting.

(R

e. HKeed for a complete and self-sufficient RPMA organization incorporating
elements of base operating support; 1.e., supply, procurement, farily housing
maragenent functions, and civilian personnel administration. Specfal note
is mede of a <tudy of consolidation of family housing management functions
in the Canal Zone. Consolidation is held in abeyance (reference 1i) until
other significant actions associated with treaty implementation have been i
accomplished.

B. Data requirements and collection:

a. Reference 1f defines data requirements for a type cost/benefits
andlysis of RPMA consolidation. Subject to minor modification, the require-
ments outlined therein are appropriate for this analysis. C(opies of reference
Vf will be provided to installation POC's. The experience gatned by ESC in
performing the NCR Consolidation 5Study will be applied to the data collection
requirements.

b. In general terms, required data will include:

A-14
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DAEN-MPR 13 DEC 1578

SUBJECT: Consolidation of Rezl Property Maintenance Activities (RPMA)
at U.S. Military Installations in Panama

§ , (1) Summary deszriptions of installations® facflities, occupants,
3 and customers,

(2) Characterization of FY 1978 RPMA workloads by RPMA fyncticns to include
budgetary cost data to support program execution. FY 1978 is to serve as a
baseline year; anything exceptional about FY 1978 and any projected differences
should be noted. Detailed data requirements will include the need to express
workloads in terms consistent with FE Staffing Guide procedures, taking into
account the staffing procedures of the tnvolved services.

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

(4) Current RPMA organizational diagrams, manpower authorizatfons, and
on-board strengths by skill, (Any changes to TDA's now in process should be
with estimate of likely outcome.)

(5) Current space, equiprent, and vehicle requirements of RPMA.

S e T T ——
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(6) Current and projected ISSA's.

[ (7) RPMA dependence on other installatior and off-installation support. o
; Quantitative expressior recessary, but qualitative expression of any unusual :
: support is better thar nothing.

(8) Special missior consideraticrns.

c. The above data requirerents are represertative only. In accordance
with the project task schecule at Inclosure 1, the Engineer Studies (enter j
(ESC) wil) develop, not later thar 31 January 1673, the specific data Do
requirements to include formats for collecting the data. Given the complexity :
of the problem and the likelihood that new fssues may be raised, supplementary
data requirements may be issued later, Every effort should be made to keep
supplementary requests to a rinimum, The ESC and the MP Directorate staff
will check data for corpleteness and consistency, if necessary, they will
contact installation POC's directly for clarification, completion, or
correction of data. ESC will perform normal data validation functfions.

T AT B ey ey g e

d. It is in the interest of all installations to provide data that
accurately describe their requirements and activities. Installations will
be encouraged to provide any additiona’ information necessary to record
specfal problems and considerations. Such additional subrissions should be
as concise as possible.

1
I
;
i

T
.
'

9. Directorate of Military Programs Support:

a. The Directorate will task the major commands to provide the detailed
13 date requiresd 1n the formats geveloped by ESC.
3
é
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at U.S. Military Installations in Pansma

by

. - b. Data will be submitted directly to £SC. The Directorate will assist
I ESC 1n checking/editing the submissions and contacting the installations for
s clarification, completion, or correction of data.

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

d. The Directorate wil) be responsible for all coordination and staffing
of the report. ESC's role is to be limitec to technical accomplishment,
incorporation of corments, &nc assistance in preparing briefinas.

10. Points of Contact:

g a. Directorate of Military Prcgrams - Mr. Edward T. Watling, Chief,
i Office of RPMS Plans, Policy and Aralysis, phone 202-693-7420,

b. Engineer Studies Center (ESC) - Mr. Bruce Dunn, phone 202-282-29€5.

b ¢. Each involved service, majcr cormand, and installation will be
: requested to provide a POC not later than 14 December 197€,

11. Tri-Service Coordinating Ccmmittee, an Army/Navy/Air Force Coordinating
Comnittee, will be forred tc assure Close coordination and effective and

timely exchange of inforration cduring the course of the consolidation study.
An tnitial recting ¢f the Tri-Service Coordinating Comrittee will be held i
on 14 December 1377 to discuss detafled ceta ccliection requirements. i

v v ey e

? FOR THE CHITF OF ENGINEERS:

o Auttin. O A

: . v Incl WILLIAM F. WRAY
: o as Ma jor Gemeral, USA
: i ODirector of Military Programs
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§ ; PANAMA RPMA CONSOLIDAYION STUDY
P PROJECT TASK SCHEDWLE
F
Filestones Task
: 14 Dec 78 forin Army/Kavy/Air Force coordinating
] comnittee, fssue background material
16 Dec 76 - 28 Feb 79 Develop conceptual guidance
1-31 Jar 79 ESC modify old NCR RPMA data rgmts to provide
specific data requirements (to inclyde formats
: for collecting t'.e data) for Panama PPFA
: Consolicdation Study
é ! Feb 79 [ssue data collectior requirements
L
§ 1 Mar 79 ESC bejin tull-time conduct of study
E 1 Mar 7% - 3C Apr 79 Develop detailed corcepts for alternative
E orgarizations and staft with services
: 3 Mar 79 Installations submit data to OMP/ESC
| T Ma, 76 - 30 Cun 79 Develop cost analysis
1-31 Jul 73 Cttain aprrovel of preferred alternative organi-

2ational concept

1 Aug 7% - 27 Sep 79 Prepare final ccnsolidation study and cost anmelysis
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ANNEX B
SUMMARY OF COMMENTS ON DRAFT REPORT--PANAMA
RPMA CONSOLIDATION STUDY (JULY 1979)

R

i
!
i
v
3
|
f
w
i

TR IR o e bl et S £I N ki s am s mm ponr e o 4 e
bl L e ke m? daate . li,. ram i




et A e B

T e

-, .o ANNEX B
‘ . SUMMARY OF COMMENTS ON DRAFT REPORT--PANAMA
RPMA CONSOLIDATION STUDY (JULY 1979)
* ; ]

. Thie anmnex prasents, in abbraviated subject form, the comments ‘
received by the Engineer Studies Center (RSC) from various DOD offices/ i
‘ agencies in response to the draft text of the Paname Real Property ‘ 3
: % ;
) Maintenance Activity (RPMA) Consolidation study and ESC's reply to those -f 5
F commante (see Figure B-l). The original commsuts as received are 3
; reproduced in Appendix B-1 to this annex. 1 i
|
i § ;
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ATPENDIX B-1

D, SOUTHCOM, SERVICE, FORSCOM, AND ARMY STAFF
COMMENTS ON DRAFT REPORT OF JULY 1979

Item of Correspondence

—

Memorandum from Office of the Assistant Secretary of
Defense, Subject: '"Review of Draft Report - Panama RPMA
Consolidation Study,"” Dated 3 August 1979

letter from Commander in Chief, US Southern Command,

Subject: "Draft Report - Panama RPMA Consolidation Sctudy,"

Dated 23 August 1979

Message frea Commander, U'S Army Forces Command, Subject:
"Review of Draft Report - Panama RPMA Consolidation Study
(ESC July 1979)," Dated 31 August 1979

lLetter from Headquartern, Alr Force FEngineering and Ser-
vices Center, Subject: "Review of Comments on Draft
Cost-Benciit Analysis of Panama RPMA Conrolidation,"”
with Attachment !, "Basis for Nonconcurrence," Dated
23 August 1979

Draft letter from Office of the Chief of Naval Operations,
Subject: "Draft Report, Panara Real Property Mainte-
nance Activity (RPMA) Consolid.tion Study; Revivw and
Compents On,” with Pages B-10 a~d B-il, "General
Comments,"” Dated 30 August 1979

DF from Director of Operation and Maintenance, Comptroller
of the Army, Subject, "Review of Draft Report - Panama
RPMA Consolidated Studv,” with Inclosures W{thdrawn,
Dated ) August 1979

CMT 2 from Chief, Utflization and Standards Diviaion,
Office of the Deputy Chief of Staff f{or Personnel, Army,
Subject: "Review of Draft Report - Panama RPMA," Dated
7 August 1979

DF (rom Director of Operations and Readiness, Office of
the Deputy Chief of Staff fo- Operations and Plans,
Subject: "“eview of Draft Report - Panama RPMA Consoli~
dation Study,” Dated 31 July 1979

B-1-1

B-1-4

B-1-6

B~1-19

B-1-22

B-1-26
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ltem of Correspondence

DF from Director of Resources and Management, Office of
the Deputy Chief of Staff for Logistics, Subject:
"Review of Draft Report -~ Panama RYMA Consolidation
Study," Dated 31 July 1979

CMT 2 from Director of Installations Planning Division,
Office of the Chief of Engineers, Subject: 'Review of
Dcaft Report - Panama RPMA Consolidation Study,” Dated
7 August 1979

CMT 2 from Director of Real Estate Division, Qfffice of
the Chief of Engineers, Subject: "Review of Draft
Report - Panama RPMA Consolidation Study," Dated
31 August 1979
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UNITED STATES SOUTHERN COMMAND
THE COMMANDSER IN CHIEF
APO MIAMI 34003

23 Ay 1979

SUBJECT: Draft Repcrt - Panama RPMA Conso {dation Study

Office of the Chief of tngineers
ATTN: DAEN-MPR
Washingtcn, D.C. 20314

1. 1 have reviened the araft consolidation report and find numerous areas
which are tncoiaclusive 1n cderonstrating that consolidation of RPMA {n
Paname would be bereficial at this tire. The summary, as presented by both
the draft report ond study group spokesmen, does not prescnt a cdecisive
conclusion to the question preffered by CSD. Both indicate tnat further
corsoifdation is not very desirable in that the promises of savings or
{mproved service, if at all existent, would be very slight.

2. it 1s readily apparent that a great deal of time and eneray vere o>~~~z d
in preparation ¢f the regort, hcwever, pertirent arcas requiring analye:
were omftted. Notable among these omissions was the impact ucon all tne
services of the implementation of the Panama Canal Treaty. The turbulence,
reoryanization, and relocaiicn brought ¢n by the Treaty is of such megnituce
that the addition of further turmoil caused by a "marginally desirable”

RFMA consoliidation {s unacceptable at this time,

3. A mator issue which was rentfoned in the study, but was not fully exploit-
ed 1s the savings in manpcwer, equiprent, and dollars that are being realized
and will be furiher evidenced by lozal consolidation and cocperation through
use of local arrangements and 1SSA's. The studv states that, "Thus, many of
the usual advantages attributable to RPMA consolidation have already been
uxplofted to a large extunt, leaving relatively less tc be gained by further
consolicatior™. Further 2nalysis of this eres may have proven that the
~urrent me'hoi of operation with continued local cersolidation would result
n a moe feasible and more desiratle alternative than the one chusen 2¢

most desiredle.

4. Based or tiese conclusions and {nput receivad from the compone: services,

I can only ofrver my nunconcurrence with the recormendations presentad by the
study group. To accompany this nonconcurrence [ offer the following recormenca-
tions:

B-1-4
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SUBJECT: Draft Report - Panama RPMA Consolidation Study

8. No action be taken on recormendations presented in the draft

study.

b. A two-year moratorium be placed on RPMA consolidation in Panama
and a new Study be initiated at that time.

¢. Family housing management and maintenance of administrative
vehicles be completely divorced from future real property maintenance

studies.

d. The current method of operations be continued in Panama and
local consolidation of maintenance activities be carried on.

5. 1 Yook forward to your final report on this subject and, hopefully,
your concurrence in the proposals set forth above.

FOR THE COMMANDER IN CHIEF
P L /A

R. B. HOWE
Captain, USN
Chief of Staff
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FM CDR FORSCOM FT WIPHERSIN GA //AF
10 RUEADWO/DA WASH DG ZYOAEN-MPR//
INFC RULPAKA/COR 153C BDE (CZ)
RUEAMJA/HQ USAF WASH OC //L
RUENAAAZCNO wasSH DC //0P&&//

RULPALJ/LSCINCSD CUARRY HTS (2
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RLEBBXA/CCPUSNAVIC PC FT AMADOR (2 S
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LNCLAY
SUBJECTT REVIEW OF DRAFT KEPORT - FANAMA RPMA CONSOLIPATION
STUDY (& SC JULY 1979) 1
A. LTW, CLEN-MFR, UNLATED, SAF. (U} Lo
B. M'C, CAEN=-'PR 2317071 AUG 79, SA8. (U Do
C. MEE TIMG, KEPRESENTATIVES JF TRI-SERVICE COORDINATING CIMRIVTEE, o
7 ALG 79, FY CLAYTCN, CANAL 20NE. U]

\. FORSCOM DCES NOT RECOMMEND IMPLEMEN(ATION OF SUBJECT REPORIT
AT THLS TIME BECAUSE OF THE FOLLOWING CONSIDERATIONSS

A. TREATY IMFLEMENTATION FOLLOWEING 3 OCT 79 wiLL RESULI |
IN SUBSTANT IAL PERSONNEL TURBULENCE, AND IN SIGNIFICANTLY CHANGED to
CONOT TIUNS OF RPMA RESPONSIBILITY IN PANAMA, THAT CANNOT NOd b
BE ACCLRATELY ANTICIPATED. SICNIFICANT RECRGANIZATION OF THE
RP M AGENCIES SIMULTANECUS WITH TREATY-INDUCED CHANGES IN FERSONNEL, P
PRICEDURE AND RESPINSIBILITY, CAN IMPERIL THE ABILITY OF THE L
AGENCIES TC PSRECRM CRITICAL RPMA IN THE IMMEDIATE FUTURE. :
B. IPPLEMENTATICN GF SIGNIFICANT REORGANIZATION SHOULD

NJT BE INITIATEC PRIOR TO 1 OCT 81 WMEN RPM RESPOVSIIILITIES

RESULTART UPGA TREATY IMPLEMENTATION WILL BE MORE ACCURATELY i
OFFINEG. A CCASCLIDATION IMPLERENTATION STUDY SHOULD NOT BE A

R
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2000 ¢200 405000000000 0000
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INYTIATEC PRICR TC 1 CCY 80 wWHEN INITIAL TREATY-INDULZED PERSONNEL ¢
AND FUNCTIUNAL TURBULEACE willlL BE REDUCED, AND MOKE RERLISTIC ,
ESTIMATES OF QPM RESPONSIZILITIES AND CAPABILITIES AN 3% FIRESEEN.

C. A CONSCULIDATICN IMPLEMENTATION STUDY SHOULD INCLUDE
CONSIODERATICN CF HLUSING MANAGEMENT,

Do 1T 1S PREFERRED THAT AN RPYA CONSOLIDATIIN STUDY F)R !
PANAMA INCLLCE CCASIDERAYICN OF ALL BASOPS FUNCTIONS
TLC CCNSIDERATICN CF RPMA ALONE, SINCE CONSTRUCTION, BUILDING
UTILIZATION, H0USING MANASENENT, PRICUREMENT, TRANSPIRTATION,
PERSONNEL, ETC(., ARE TCO CLOSELY INTEKRELATED YO Bt PRACTICABLY
SEPARATEC, CR T0 BE SEPARATELY PERFORMED AS THE AMERICAN PRESENCE
1S EVENTUALLY ReDUCED 1AW TERYS OF THE TREATIES.

E. A RELIABLE EVALUATION Of THE STRUCTURAL EFFECTS OF CONMOL-
IOATIUN CANNCT BE MACE wlTHOUY A DETAILED EXAMINAVIUN OF SHMOP
STAEFING REQUIREMENTS. 1T IS N3V AGREED, AS ASSUYED IN TH4E
.RAFT REPCRY, THAT PRIMARY SAVINGS (AN BE ACH!EVED IN OVERHEAD/
ACHINISTRATIVE STAFF REOUCYION, FOR EXPERIENCE wilTH THE SAN
ANTONID REAL PROPEATY MAINTENANCE AGENCY wWGOULD TEND TIJ IWDICATE
(MAT THE PRINCIPAL SAVINGS FOUND IN SHOP PERSONNEL REDUCTIONS
ARE, IN FACT, SUBSTANTIALLY OFF-SET BY ADMINISTRATIVE STAFF
INCREASES.

Fo GENEAALIZ2ED ASSUMPTIONS (ONCERNING ENGINTERING EQUIPMENT

REQUIREMENY AND LTILIZATION IN CONUS ARE NOT APPLICABLE TO CANAL
IGNE CONDITIONS. A RELIAILE ESTIMATE JF THE EQUIPMENT \€2)D3)

CAN BE VALIDAYED ONLY BY DETAILED EXAMINATION OF THE FUNCTIONAL

RECUIREMENT nELATED T0 THE PECULIAR PROCUREMENT, REPAJR, TRANSPOKTA-
T10My AND CLIMATIC PROBLEYS J% PANAMA,

GC. AN IMPLEMENTATION STUDY OF RPMA CONSOLIDATICN SMOULD
BE CONCULCTED BY A SPECIAL STAFF EXPERIENCED IN MILIVARY INSTALLATION
RPMA, UNDER THE DIRECTION OF TRI-SERVICE OR IMPARTIAL MANASEMENT,

2. 1T 15 NDVED TWATYT CONCLUSIONS OF THE RPMA CONSOLIDATION STUDY
PRESENTEC EY THE ENGINEERING STUDIES CENTER COMSIDER ONLY THE
CONSTRAINED ALTERNATIVES PARALLELED IN JDTAER CONTEWPIIMRY
CONSOLIDATIUN STUDIES IN 3AN ANTONIO, FAYETYEVILLE, AND WASHINGTON.
THE WICER ALTERNATIVES ALLUDED TO IN THE POSTSCRIPYT SHOULD ALSO
BE COMSIDERED IN ANY IMPLEMENTATICN EXTENSIIN JF TH: PRESENT
STUDY: ONE=-SERVICE CGMMANU/OPERATION OF THE COMBINED 'WSTALLATIONS,
INDUSTRIML-FUNCED ®ASCPS NF Tii€ CULMBINED FACILITIES, AND
UNIFIED-SERVICE BASOIPS SHIULD 8% CONSIDERED AND RELATED T THE
UNTQUE AMERICAN MILITARY REQUIREMENT THAT WILL DEVELOP wiTH
IMPLEMENTATICN CF TME PANAMA CANAL TREATIES.
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3. FOR THE PRESENT, IT IS RECOMMENDED THAT INSTALLATION COMMANDERS
IN PANAMA EE PERMIITED TO ADJUSY THE CURRENT METHOD OF OPERATION,
. UTILIZING ISSA'S AND CTHER AD HOC AGREEMENTS, TO ACCOMNRODATE

PROGRESSIVE IMPLEMENTATION OJF THE TREAVIES. COMMANDER SOUTHCO™
PAV REVIEW THE PRCBLEM PERIODICALLY TO DETERMINE YHE NEED FOR
REOQRGAN IZAYION CF THE ENGINEERING RESPONSIBILITY, AND CAN ADVISE
THE CHMIEF (F ENGINEERS WHEN EXTENSION OF THE RPMA STUDY MAY
BE REGLIREC.
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P 3% weer peview of Comments on nraft Cost-Benefit Analysis of Panama ,
H - WPMA Consolidation 1
£
S n CARU-MOR

1. We¢ have revicwed the craft cost benefit aralysis of the
. uroposed RPMA consol’dation in Panama that was prepared by
the N5 Ay Evcincer Studies Tenter, WC must annconcur &S
1. a6 writteu. The roeport is in need of extensive rewriting
hafrn o it can boe used o8 o tri-service report on the pus-

PPV, TR TS
.

TR T T R TR A T e

; prsed ROMA consolidation. While the report is prefaced by i

; P ¢ cauliun that it is not yei cdited, the digressicns on :the :
? i lach of uniformily of crganizational structurc, the develop- :
v mon® of ovaluation Jdata basced on cstimates rather than 3

obtainible data, and the inclusion of the hcusing consol-
idatinn guestion (vhich was not to be included in the study),
as w1l =5 many oiher points, indicate more than simply an
unedited one. Our basis for noncorcurrence iclating to
speciiic parts ol the draft report are attached. Basecd on
cuC uwnevs tainvices and lack of evidence providea in the dratc
ronart . e ean foad na reason te sunrore a chanae te the
currcent meothod of operation in the Canal Zone,

o R

TUrR WS TR TTTR I TR e RN T e T

il Sa it Lo

2. Manrower iruauvircments (etermination is only as good us
the masagement tcols and data used to evaluote Tequircmanris,
The scaay i8 ugwpenaecnt upon modified Arry staffing guides
: b @otorringe monpower rojuirements.  The validity/appliucnhility
: ©F the quides to the Al lorece must be uncguivocally demen-
o rates.  Weoary sheptice?! of the abidity 2! thure guidse
: to accurac2ly cover Air Force manpowelr roqu.arenenits. ln this

o rocard woi would nol concur in any propeccd congalication
N 4ntil our Air Porce Manacement Ensineerindg hgency (AFMUX)
o Ner reviewsd the final revort and rrvcerontation plan.  we
b havo dont a cop . of the subject Grafu r1oRart to AT A oy

Liteir odvarce ansormation.  Roequest yeuo rrewvade AFYHEA/1IR
; a copy of all tuture correspondence pertaining o this pro- 1
i posed counsolidatien, |

[V SO SO

+ et b et
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7 4t e

3. ¥we do not coucu. with thia repcrt being finaliz=zd. &
new deaft should be issued for a s~cound raview since the
present report has not prouressed to the ctrge vhere it couid
e considered o tri-service eifort for presentaticn to 05D,
“n addition, wn understand that the draft report discurssed

) ' ~% the Canal Zone meetinag on 7 August differcd matcrialily
crom the draft that was forwarded for reviev,

ity
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4. Wc zupport tie concepyt of congnlidetion o (chieve
etficicneices (1.d moictary bencfits provided our miasion
cupabilities arc¢ maintained or enhanced. This icport docs
not generate that support.

S. We suggeet that thc study tean revisit SARFMA. The
previous one-day visgit was not long enough tc really

analyze al. the problem:. The problems in tne Canal Zcue
would ke compounded over those in SARPMA because it would

be tri-service, rather than two-service, and in a foreign
country. We feel that problems in reporting, personnel,

d¢ .a automation and rcsponsiveness would he magnificd.

L3 sicve that if a))l prcblems are addressed eond cuantificd,
tr ¢ "Javinags™ may disappcar.

FOR JXHE CQMMANDER

1 Atch
Basis for Noaconcuirencae

BAQLE R. COLB. Coloncl, USAF
Director, Operations & Maintenance
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NASIS MOR NONCONCURRENCE

> oms vt a

L. Page 7, paragraph S. Any consolidution, to ou rearistyc,
must consider & resizing of the direct lalor force, if the
same scrvice can be provided. Especially altarnative 2.

There is no revason to believe, that with a fully censolidated
organizacion (alternative 2), some reduction and conscolidati.o:
of direc: labor could not be achieved. You cannot cxclude

82 percent of the RPMA strength from revicew and have a mean-
ingful study. !lowever, it would be hard to ~onvinc~ manaccr:.
that indeed ro deqradation would result from a lower direct
labor force. The level of the downsized force wculd have to
bc agreed to by all services.

2. vage 8. The assunptaon that the dorect wcbor whack tore:
would remain constant through any consolicdat.cn while expedic.
for this study is probably rnot accurate and could have a sia-
nificant impact or the final cost-benefit ratio of any pro-
posed consolidation. The draft analysis as it now stands
docsn't addrewss inefficiencies in the direct work force
operation which resvlt from unconsolidated RPMA operations.
Prior to any dccision on RPMA consolidation, the effect on ti.
direct lator force for 82 percent of the work force should ke
examined.

3. vage 12. This paragraph is onc of many instances thrcou.r.
ot the roport where 1t states Lhat oaly tiw Aringy has a 20
manring cuide. This cives the impression that the Atr PFoveo
is cperating inctfacicntly. This is.especiaily true when ti
statements are coupled with references to high Air Force ove::
head such as found on page 8. While the Air Force manning
standards arc uncer revision, the magnitude of the changes to
be expected at any base is small and, therefore, there 1s no
real reason that the Army Enginecer Studies Center could not
have used them.

i. Page 22, Alternative 2, paraarapic 14a. HMousing wanage-
went for Adr Force resnurces would have *o be shown under ol
Air Forca Staff Engincer in Figure 3.

. Paye 27, pavagraph b, Sugacst aeletina Fioure . 1t
erVveE no purpose other than to cornfuse.

6. Page 135, paragraph 18a(3). Staffinag auide should only
be applied teo Army. It is uanknown i{ 1t could Le appliced t.
Navy. Do not concur with it being applicd to Air Force.

7. Fage 46. Total staffing requirements are suvnmarized {c¢
cach alternativa. Recommend additiornal f:aures which show
lbuw €arh service contributes to each alteruative, i.e., shoy
how much each service contributes to each crganization aai
associated savings,
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3. Pagce 50, paragraph 22f,

a. The reference to rapid runway repair in this para-
graph rhould ke deleted because it inmples a capability to
regalr three craters in four hours. Howard AFB does not have
the equipment required to accomplish thir. itathevr, the follow-
inc verbage should be used: *. . .includes an on-call base
col-°rations sustaining capability to assure the continued launch
and recovery of mission aircraft and fire crash/rescue." Also,
while the last sentence states this function must be accomplished
by miiitary or civilian personnel, the realities of the situation
dictate that we not depend on foreign national labor. Therefore,
the words "whether military or civilian® should be deleted €rom
the last sentence.

b. The basic requirement to retain Aiy Force milicary
engineers at Howard AFB remains firm, The uninterrupted
opcration of Howard AFB is ce¢ssuential to the successful accom-
plishment of the Air Force's USSOUTHCOM mission. The potential
for pclitical, social, or labor strife during the upcoming years

f transition in Panama precludes total dependence on a foreign
national work force. These same factors ave making the recruit-
ment of US civilian workers increasinqly difficult. The pre-
sence of a core of Air Force military cngincers 1s essential
to insutre the continuous opceration of Howard AFD under altl
possible conditiuns.
el Tl ..l;:;\u.,
cngincers at Howard AFB complicates the Jduvelcorent of a
workeble concept of operaticons for a consolidiated RPMA in
Panama, it 1is the continagencies which these military are
redquired to suppert which form the basis of why we are to
maintain bagses in Paoama.  Faillure to recognize them so as
te simplify RPMA consclidation would be nealiqent.

[

o While: s#he = opieerent (2 x0tal .

9. Paae %9, last paragraph.  Not truc.  Manpower standards
could prouvide gquidance or shop strength.

10. Paaecs 60, 61 and 62, Beyond the Anulysis, The statcerents
in this roctirn rel sting to the d1ffrencos botween the vaerious
roervicest BRPMA craanizational structures aro unsubstantiated
and shou'd be deleted from the report. No wnerce in the report
is there any data to indicatce one PRMA organizational stracture
is either more elficient or providinu a higher level of service
to ite customers thain any other RPMA organization. The study
fails tn recognize scrvice miasion differences; i.¢., an Air
Yorce Yase is the cenuter of mission accomglishment while an
Iy €ort is a point of departure to a forward location. It

is this type of anailysis which requires that this report be
rowr:tten in a more objective manner,

*J
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assunption that Prime REFF military perscanel are excess to
the PRMA work fnrce.

;i
g w L
r ¢ . : . . L . .
: e -~ 1. Page 62, “here is tittdle, 17 any, justirvicotion {ov
f I the ESC recomncadiations on bug consolidation in Panama.  1he
f pode repart does not thorco~hty veview the costs and hencfits of
; P, RPMA consolidaticn.  RECOMMENDATTONS:
: 2- . Nonror.ur &1, Panama chould not be provina grouvnd
: due to volatilc, foreign nytuation,
. b. Noncoucur #2, not supported by study.
. ¢. Nonconcur #31, not supported by study.
i d. Noncounrcur #3, noo a part of tasking., Too biqg o
decision to m:ke bawed on consoirdaticn study.  Systems wese
: , nov designed with consolidation in mind., Each service has
i ai {terent mission anda Yas wnigue procedures and autonated i
systems Lo accomplish that mission, Hi
12. Fage B-2b, cuesticn 0. The reference to rapid runway ]
repair should be deleted, substituting instead the words "The i
wlssion requites the caj-ability to sustain operatjons includ- 4
ing the continruing assureld launch and recovery of miscion :
alrerafe.” §
13. Page C-1-1¢, paracravh Sc(l). Prior *to the draft being ;
written and now before 10 is made final, questicons concerning
discrevancicsn rodata shoeuld have been resdlived. Nhoting such {‘
Almgrriptt s e hinne L cvens e prendanat i an Tar thoem snt b
XaISEeN jesticne 18 Lo the validity'of the analvsis. Relele P
. sentence begqinning "These aomalics o 0 0 07 {%
4. Page C-1-16, paraaraph S5c¢(2). Usaac data on Air Force ?=
equipment, while not mawntained on AF Foaim 1447, is maintoined o
by the Trurnsportation Sguadron., Tihe report does not take the -
: time to resolve this date problem. Delete sentence keginnng :
i . "It is curfous . . . ." Lo
{ b
i 7 15. Paqge C-1-17, paraareph 531 . The wording of this para: o
P graph should be reworkeo: =0 that it is clear that Frame 88DV '
i ot military auth - iroaiiomn o0e net 30 addi i Lo the work Jorae !
ol called for by ' work requirerenrts but sather a sabset ol b
i that work force. Thin is necessary to piovent the orroneous ;
|

16. Page C-1-32, paragravh 8. 1In the la-t sentchce i€
neither FSC nor the Air Force (TAC) know where the data came
ivoi and neither 2ar verafy it, 1t shoular't be used. This
adds rore doubht into the report's analys's and conclusions,
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17. Paqge B-9, paragraph %3, There 68 ne need to eotigate

q v I
‘he number of Al Yorcee vebicles in Papams . "4Hr 1oCa. LVacse
portat.on squadrons or HQ TAC can provide that data.

18, Annex E.

a. The »droposed concept of conmolidation has many

undesirable festures. As envisioned, coanolidation of
general purpose vehicle assets will leave the Air Force with
the management and nawintonance respontic iity of residuaid
vehicle flevt consisting of all fire ficiting vehioles, 463L
equipment, refuelina vehicles, materjals handling assctes, and
the entire civil engincering hase mairterance flert,  7This
will Tesult in a situation whereby the Transportacion Squadron
vill be required to retain an organizaticon structure and man-
povwer force tu manage and maintain this jortion of (he fleet.
In a practical scenario we are yiving a portion of the {lcet
(acnecral purpose vehicles) for maintenanc. and manaacment
purposes to ancother scrvice {Army) «hile naintainiag similar
responfibilities for a 1csidual vehicle tleet, 1In our view,
this prospective method of consclidaticn vill neagate the
benefits, if any, that from a conceptual standpeoint would have
accrucd by consolidatira. Vehicles are a "wing rescurcs
entity” that from a management, maintenance, and operaticnnl
vicwpoint requires the existence of many ancillary activitices
such as: (1) tire shop, (2) battery shops, (3) bench stocks,
4) tools, (%) welcdata shinry, {(€¢) maintenaice facilities,

(7) adrniinistrative contrciae RV ranlapemans svaswsmmd o s
(9) a manpowcer and nanagerent structure that nakes wess:dloe
providing uscers rezvonsive support. One of the orimary pur-
poscxr of consolidating should be to comhine thess ancillarv
functions so as %0 optimiue utilization of resousces ana
reduce costa.  Unaer tiae propoced conecpe, these aneillares
furctions will have to cun=inue 1n existonce te supnort the
residual vehicle flect under o concept of diminiching sot.o v,
due to lecs <han optirum vtilication becatse of a redused
fleot mananed und miintained by the USAP', The aprproach ot
placing manaccement and miintenance responmabilitics oy gorera!

urpwse vehicles under one service (Army' while 'oawin=s thess
re:poncsibititing feor a reciderl eee undor Alry Tovce ot vat,
cavates to o ‘arctional fraarontiticon ¢©* “resource enuity”
negating the nrimary obje~tives of consn!. Hdatina, bFurth:-,

it is axicmatically true that cvery time that a resource
entity 1s divided {,.,%0 two geparate functions with each
requiring A serarate management overhead, a wastc of material
and manpower resoulces invariably occurs. Another undecirable
feature of this proposed flect consolidat.on concepr is thut
it {forces users to woirk out vchicle probloms with two services
cherating under two different vehicle management systems., Thin
wil] create a very untenable situation for *the user.
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e The Y50 position on thio matior 1o o et con-
solrdats unle s o tLore s oo omionditicont roeuctfon gn the wiea
PASS O prof ity 1Y, Dovever, thiv isnue iy purce2d in tae
future, conscli-tacion murt e studicd 1o tera. of total fleot
assets vice th current proposal to consolidat> aaint nance
and operation for joneval purposce vehicles exelurivelvr, Only
with this approach in mind can consolidotion ot the in-bring
infrastructure u! nonpower, facilities, ancillary functaions
and management ovechesd structure be acconplished, In
summary, cur positicn i1s ta approach consolidation of all
vehicle categorics with their correspending manacement and
wmaterial suppoart intieoctructures or not address the sssue at
all. We do pnat faver consolidating o portion of the fleet
(geneial purpe e vehiclesn) evep when the serscice acting as
the sinale many o Gscares saintonance responsibhelities €or
that portion of thie floeot,

c. The recommended further study must encompass a
detailed assessmont of the tollowing arcas with a mutually
agread L leret. lonag an R o accomplishs o 21V cransfer of
vehicle accourt .l rioty (03 transer of facilities, tools, and
shop cguiprment, (1) tran<ier of nanpower sbaces to include
posuible slots cutsade Ch unit, (4) relatod fiscal matiers,
Le€., aas, maintonance of facilities, re'mbursement for
services, (5! unigue wina rrssion reguivercnts, i.e., wobility,
disastoer preparcdacss, contingencies, (6) wing €ying require-
mon s, ATy vl Jagte ron Loeands Tor cecorier sanlice,
CE, T v¢ derag? T, v v ot may cnanco, and terant-s, ()

sCoa gt ion o [ RS Sy Mty vl 1Nl tructares ona

[P

e

s Mlmintions | i

« s

cotcop! ot ctere ety () expectod standards of Service = sC0OVe - : i

resgponsivenyas, St (Y0 tranctor of COPARS contract rospon-
sitaalstros, (i ! : vram, {(12) permanont dispatch
W vehicler, 1) i mont o system for vehicle overa-
ticne and matnt o cance, (V4 mamntenoance priorities, {(195)
issuina ond controlling o litary licenses and records, (16)
accident invertiagaty ¢ Y peculiar administrative trans-
port ncoeds of USAD, te,, orews, ViPs, inanccetions, vivitovrs,
ete,, and a Clewr underetandina that from an A:ir Folrce viow-
point any controactual arranaepent ncidont to consolidation

e -
-
21
R
.
—
:
ke

will oniy be i Ty the o cthedology crte v sn OMR Circular =76, 3

13, &Aanaes FL I laetr of Navy od Al Porce oblccuinrs, and
becan.ss family hovain: ranacermon, vas not Lo be includd in

the stwdy, this anncox shaald Le deleted.

a. The main conclvsjons of the study indicate the ccn-
§0)idatitn wouTd fLve pimey, reduce manaacrial oard ~lerical
pesitions, mavimise utaltiration of persennci, egqualice cor-
ditions fcor a1l ODAID personne) in the Cannl ?one and decrease
procurement costs tor unIversal services,
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b, Opcerating results are provided below. It would
; appear from this data that the present Arny method of operation

P and maintenance of assignment practices are not obtaining the
. bost results for DOD.

i 1

fd Operation and

: Number Percent of Maintenance

PoTo of Units  Occupancy Cost/Unit !
; oo Army 3,315 96.7% $1,913 |
i o Adeguate 3,082 97. 4% §
E Substandard 233 88.1% !
1 !
r : Havy 312 e7.8% $3,644
| Adequate 300 98. 4% E
; Substandard 12 84.0% {

Air Force 1,182 97.4% $3,630 i

(A1l Adequate)

Ee - WTT T T AT TR YT TeA Y

e. A detailed tri-service evaluation of all factors
would indicate that there are iew benefits to be realized and
that cast savinas have been overstated. Consalidation would
detroct from the current air PForce quality o0 lifc.  Family i
housing manaacment in the Canal! 2one should remain an indivicual :
srrvice respoasioility.

f d. Maay tectors are omitted, significantly overstatina
; the ostimated annuai savings., Toe one=tine ccst of uporading
: o cxisting facility to accommedate a consclidated Family

: Yo Hoosing Office i3 not shown; mederniline ard expanding the

' communica*ions network to reet the requiroments of managina

a widaly coattered housing complex and a two-way radio systen
fo, tte housing inspecticen program are not cdlressed. 1In
addition, POV mileage reimburscnent coste for irspectors, HRC
and other housing personnel would jgreatly jincrcaze due to
widely disperscd housing arcas. Additionol office machines

A
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ond couir ment wenld o he reguived. Final'y, vhe inercasel cose
or corpraituce cve pan~hovrs spent o in travel time for both the
sponsors and the cotorers (without considering the incon-
venience involved) var emitted.,

, 2. The end ranpower nosition, toth in number required

e and grads composition, would He depeadant on a Civilian
Personel Office classification action study, position audit,

T and manpower mangeaement stoedy, Only then can a dollar savinge

be computved,  Fven 1! reductions in the number of positions

Aid result from consoiidation, the tremendous increase in

- managenent responsinilitics micht result in arade increases

A f=sctt g savane eypected from reluced numboers.,  The study

omict-wd e time tor compocang, coordinating ond pubiishing

unique regulations and forms,

. f. The locatren of the consolidated MEi Office would be
1oRignif{iert faceoer,  Travel distances for inspectors and !
rovers wevhd be sreclicated en this location. Minimizing :
nonproduciive travel cime world necesnitate inspections and
turnitu: o rovement s be conducted by zones on certain davs, 1
thus Jdecrcasaint the ability to respond to customer requests }
in other creas,  Dedreasing ynspector flexibility could I
C increase dollar iess due to quarterr remeining vacant for P

Jopger petiods of (e,

Go o TensolTida lon 18, ncessary to ceke xdvantace ot :
GUEULeases Lot ter et Cants opportenity since consolidatea co
procurtnent ol cos o servics soand products i< currently g
being used.  Exarples yncelude procuremont of furniture ; i

maintenance, ora.ci, concrete, asphalt, fire prctection, and
refuae callection,

h., 1t is alus conceivable that consolidation would
INCroa e MOVvIng extanees o the asvernmert , §.e, more povr-
connel woenld be 1ng on the cconcry, awrlt i ng housina, ;
SoMme pevasoanel now meve inte MFH on PCS crders, but if Do
delayed, addaits » 00 movineg dollars would have to be budgeuved :
Ly the B asing Of e,

Y

20. Fage F=3, pareararh 3a. The statemerts on eodrsol’dating
bachelor housing and family housing are tnsubstoantiatea and !
should be deleted,  Rother than castina déoubt on the thorough-
ners of the Arry Aadit Aaenry revort, this report couvld have

just as racily aseened that the auditor found valid r-~asons i
for not cecnsolidating. ;

VSR S

21, Paac H=1=11, paraqrarh Sa(l). The stitements on Air

Force overstaffing rhould be deleted unlezs the study examinhes
the efficiency and level of service prev!ixd ny the Army ond
Aii Force organications. Tho assumnition “hiat the Army systom

*

B g
*
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[ ]
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-% the best as a baaseline for tirs study i+ a positicn that

canLot be accopted.  Alternative la 1s not a viable altern . tive,

It “g un“nown 1f the Army staffing Guide car be applied to the
current Air Force and Navy craanizations since they are

organized differcently from ti.» Army and have diffcrent missions.

Caly 16 spaces shouid be deletr-d from Alternative la since that
is the arount the Aomy is ove *he Staffing Guideo.

22, Page H-1-18, paragravh b, Alternative 2. Since this
orqanization dres not address consolidation/reductions in the
dircct lubor area, {t :3 no real alternative - 82 percent of
the work foroe was 1grored in this effort.

23, Page h-1-22, aracvaph SHh{(3)(a). If Lhe consolidated RPMA

atrdcture 15 adopted, a separate staff enaineer will be required

for the Army, Havina the censolidated WPMA structuilce sub-
ordirate te the Army leads to a biased situation where the
HPMA organization dovs not have true indepiendence.  Such a
sitreation couald lead o loss than acceptable service tu Air
Yorce and Navy customers,

24, vage H-1-24, Alternative 3. Aacain, unknown if Air Forcce
can function under Staffing Guides. Not a viable alternative.

25. Page H-1-30, povagraph S3. As noted in commeat 2, the
s*aterent “the Alr Yerce has no ranninag au.ode™ 3.0 nislcadiag
anag inavtsropriate,  Alsn, ‘o rase manaiang o0 facility oaguare

SO e b ot tane 3Dt aecount utllity LYstOm reduliueiienud,

The analyuors of A.kor'atxxo 4, tor the above reasons, ¢on only
be consi1dered as necomplete ard inconclusive.

26. Ptaqge H-1-31, paraaragh 54(1). Comrariscrns of Altornatives
3 and &4 can only be viriad when the effacioney and ievel of
roervice provided by the twe service RIMA orgaaizat:ons itave
Lwen analvoed,

27, Paagc K-53-7, parawaraprh 4, The section on cauipment 1S
not accutcte becavine of usine solely estimaticd ccuipment
usate Aata. The 1o ~abt tranon - *anion ajuaccn can procide
At cal o soor Foves o cae lata v ceauestodg,  Uhe o cont S0 oan
cutamated frorm o the « uwapmens anaivsis should o0t Lo alloawea
to bo tae fastes *hoy s the analysis 1n fawer ol RUTW
corvolidation,

28. Pages Hi~3-13 threvah K=1-21, paragronh 6. The analv-is
of SARCMA should be relaced to only tho:r o factors vhich tolutn:
to Lhe consalidation concert for Faname, Comments on SAr'MA
performance besed on a one-day visit rhouid be deleted Jica
this i1erort,
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! Proms  Chief OF Ravel Operations

- To: Qftice of Quel of Engineers (CARN-WPR), Dapactment of the Amy,

Wrhisgeon. OC 20314

bl Draft Beport, Panama Real Property Maintsmance Astivity (FPWR)
Comselidstion Study) review and commants Q2

heg 30

Bty () ORN-NPR itr of 20 Jul 79 w/encl

1. As requested by relersnce (a), the subject Teport Les been Teviewed
Qouw porsirent and seieveny csamanty whieh age herein Srovided fer
omaidezation 4n the final ot repert.

' tm = CCWNAVAIALANT, Concur with the comments of Waval ]
Stotiom, Panams, contain the subject study on pages =10 and B-11.

T precepta lizted are considered aa sesential guide feox evelvatisa of }
o~y prege sed WPRA cocsolidation taplesentation plan.

B, Cowseng - (TYNAVPACEMCOON. The subject study states that tetal
70 KPR direct Lne-2ouse sanhour effort amounted to 1.3 millioa bouss. ,
OL this totel, the Yevy performs omly eight percent. In additioa, the :
rtody states thet sannours espended on unique ssintensnce functions i
T formed by the Nivy on compunications network antennss would be emcluded )
2o the study. C:rstdering the level of the Mavy's involverent tn !
Penasa Canal MPMA worklosd sccosplishment, further consolidation could
Prove economicaily ani operationally unfessible. Nowever, the Bavy will
¢ itlnue to samiaize later-Service Fupport Aqreemsats {I8SAs) wherever
T . aible.,

v. Comngat - CTVNAVAIRLANT. Responsibilities and scope of operstions : :
ir the RFMA ares vill undesgo seny chanqes upom implementation of the | j
$1name Canal Treety. | October 1979. Cost benefit analysis basad on !
historical data ma; no longer be relevant to future operations. It is '
therefore recompe-2a4 that APMA consolidation analveis be deferred until :
§ wt-Trescy qperations have stabiliszed.
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\
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A |
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(ESC NOTE: Pages B-10 and B-11 as referenced in paragraph la follow.)
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PANAMA RPMA CONSOLIDATION ALTERNATIVES

GENERAL COMMFNTS

A drief resume of Naval Activities in the Panama Canal Area and the
current method of operations (CMO) appears germane for this requested
reviev of real property managemeat activities (RPMA) alternatives in
order to set the basic stage for the enclosed Navy corments.

U.S. Naval Stattion Panama Carsl fs the major naval activity wnd
reports thiough its appropriate chain of command to tho Commander in
Chief, U.S. Atlantic Fleet. U.S. Naval Communication Station Baltoa
reports through {tz chain of command to Cormander, Naval Telecommuni-
cations Command and U.S. Naval Securitv Group Activity Galeta through
fts chain of command to Comminder, Naval Security Group. Thus, each of
the three larger commands reports through a separate major claimant.
Iacluded within th: Naval Station ¢ a number of tenant commands and
supported activiti s such as the U.S. Marine Barracks wvhich also report
to several separate major claimants.

Even with this spectrum of activities, a number of consolidations
have occurred over the years which have reduced duplicating support
requirements within both the Naval Community and among the services,
These consolidations include refuse collection and disposal, custodial
services, exterfor and interfor painting of both family housing and
other structures, grounds maintenance, civil engincering support equip-
went (CISE) maintenance and repair, supply procurement support, con-
struction contracting and {nspection, engineering planning and design,
end the majority of family housing functions. Various other services
such as fire protection, automotive repair parts support and pest control
are received in varying degrees from the Panama Canal Company, U.S. Arwmy
and U.S. Afr Force,

These efforts have alloved the Raval Activities, through the use of
consolidation, ISSA and contract, to reduce the required work force
levels to a lean-and-mean "generalist" versus "specialist" level of
staffidg in most cases. Even these reductions have left each activity
specialized work forces in such areas as antenna maintenance and repair,
fuel operations and maintenance and waterfront operations and main-
tenance. These specific areas are coumand-peculiar and requirc strin-
gent operational contrul in response to mission readiness capabilities.
All the above notwithstandirg, many of the consolidations wvere success-
ful due to the commonality of reporting. accounting, and staffing
requirements within the Department of the Navy. Fven these consoli-
dations vere not without significant problems and the requisite com~
promise sclutions. The magnitude of a Tri-Service Consolidation is
essentially without past precedent and though conceivable, has extreme
problems associated with the total concept. These problems, coupled
with the Panama Canal Treaty Implementation, vould appear potentially to
impact both efforts adversely due to the diversc manpower requirements
of each preogram in conjunction with daily business as usual. All three
manpover demands are occurring at the sase time on one, unchanged
manpower pool.

B-10 Enclosure (1)
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With this {n mind, the questions presented -by the FEngineering
Studies Center (ESC) will be answered by a coordinated Navy reaponse.
Specific problems for a separate activity will be {dentiff{ed as such.
The responses ar« predicatec on the following precepts for any consoli-
dation study of the RPMA areas or any other BOS areas:

1. The proposed actions demonstrate significant cost effectiveness
and efficiency with no resultant decrease {n mission readiness nor
command capabilities,

2. The proposed actiona provide equal or better service than under
the CMO at the same or veduced costs.

3. The proposed actions preserve the Commanding Officer's preroga-
tives and control over RPMA functions within his purview.

4. The proposed actions provide for and foster uniform treatment
of customers.

S. The proposed action gives visibility to all costs and charges
for both the RPMA manager and the customer,

6. The proposed actions are fully compatible with the Navy'e
command management system and philosophy.

Compliance with these precepts is decmcd essential for any con-
solidation to be considered acceptable and feasible by the Kavai Commands
in Panama.

11
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DISPOSITION FORM

*

Review of Draft Report - Pamaas RPMA Consolideted Study

e cotonet S3HE/ 2 R0nrs

i.
Jext adove.

. Groapal:

8. Thie office hes vevieuwsd pertinent sections ol the Jdraft raport. The reviewer'
analysia of the report considered noi only (a) ®he 050 tasking sesorandums, end (b) the
thrust 91 the report, bdbut also (c) Nie kiovwledge of Pansams Cansl Tresty laplementation

1equiresents, vhereln the Army assumes newv And/or expanded support functions effective
1l October 1079,

OF, DARNSMPR, 2) July 1979, subject above, with enclosed veport, sube

N, This directorate's taptession {s that the ESC's draft report is & reasonadly
§ood document, given the time (rame available for collecting, analyeing, and aggrege-

ting requisite Jdats and Informetion on APMA activities by the Army, Kavy, and Afr
Porce in the Caral Zoae.

€. This directorates is in agreoment with the thrusts in the Summary related to
(1) deeiradlility, and (1) the continuaticn of the Current Method of Operations (QWO),
1t 1o not in agreement vith any linkage, (wmplied or direct, of APMA consolidation with
say other Base Operations functicne, RPMA consclidation hes occurred on Otsu, Hawait,

and ia the San Antonio Ares (SARPYA); no other basz operations functions are invclved,
oot should there de with respect to Paname,

4. The study report suamary, 13 at beat, uncertain in 1te divcussion of bet: the
teastidility and the desirability of fufther APMA cotsolidation in Pansms. The inference
san be drawn that the facts are nonsupportive of s positive conclusion, theredy leading
%o the deductive obrervations that ccrmnlidetion 18 "not tnfeasidle”™ (or "t haraful™)
®or 1o it “undesriable”. There 1e no intent to critl.ize the study group; howvever, the
fapression gathered is that simce the "front door™ facts are not conclusive, there
should be further efforts to shote up the study recommendations through the "back door”
in that two negetives sre positive. In sum, RPMA consolidatinn (s either feasidle and/

or dssiradle, or it (s not, and the study should comm to grips with both in its final
tecomusdations .

J. lemlsmantaticn of the Panses Cecel Xrsaty:

s. The study does discuse (o som? exntent on pages N-)-{ to Wel-7 the additional
suppott responsibilities to be shouldered; hovevar, not in sufficient depth to convey

the true magnituda of tle changes to occu? - shortly - which should be constidered (n
amy futther consolidetion smalysis.

b. The scopz and ecale of thete changes are reflected fn the Arwy's (ncressed FY 87

tesources for tresty iaplementetion, as subuitted to the Congress is the FY 80 Presti-
dent's Butgety

B-1-22
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BACA -OrOP
SUBJECT: Review of Draft Report - Panams RPMA Consolidated Study
(3 tn 0002)
Amount Personncl
Rasusated
OMAL
Bare Operations 6,008 i M
A 10,039 S } 1
Other 20,019 21 L.eed
Total GMA $36,3%4 263 2,410
Al
MCA 26,160 &
WPA: 3,07
ROTE,A: 181
ora 2400
Total Other Appns 39,218
Al
Totsl Budget Request  $]9,789 < 243 2,416
Feotnogs:

&/ Includes 329.% million vequested in the FY 79 MCA Supplemental, The Congress
aoved this amount inte FY 80, Thus, the $23.3 aillion is now being trested
1n the FY 80 MCA Authorisation and Appropriation Bills &» though this asount
was tequested in the FY 80 budget.

€. Appendiz N- states that ireaty teplemsntation costs are not included §n the
alternative analvesis but does s:knowledge that the tresty related functicns fupact
on APMA is important, Paragragh dc, pages K-)-) and W-)-7, also states:

"Ihe initial increase in wrkload followed

by & decrease to cutrent levels necessitates
good pricr planning to reduce parsonnel tur-
Sulance and force tedyction costs tn 19847,

d. Tigute W-)-1, page M)t deplcts changes from Jaruary 1979 to October 1984
for nusder of buildings and square feet resulting from the treaty. Figure W-)<2
compates ilmptoved grounds and paved surfaces from January 1979 to October 1979,

e. The trends in doth ligures ave misleading. Although the number of buildings
and squate feet to be maintained drop slightly from October 1979 to Octcber 1984
(& 20d & percent raspectively), Lt 18 nOt correct to tegard the October 1984 level
as "a dectease to current levels™, (,e., tO the pretresaty real propetrty inventory to
be maintained.

f. What s omitted 1o the major chang? tn the composition . f Arey resl property
asintenance And repair rvesponsibilities. The Canal lone Goverv.aent Nealth Bureau's
wedical facilities, c.g., Corgus Mospital, the dependent school facilities, upgrading
of tutrent facilities to adainistrative offices, etc., all constitute & major change
te the maintenance and repair, functions which {s not portrayed in the nominal perfor-
asece factors of nuaber of dulldings. square feet, etc.

b4
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BACA -0
SURJECT: Reviev of Draft Repert - Pasams RFMA Consolidated Study

8. Attached as Inclosure 2 15 an {nfermation peper developed for ths Bouse
oud Semate Approprietions Cemmittees which explaias the msture of these chamges.

[ ]

h. The foregoiug parsgraphs disclose that there will be majer changes and tn-
srenses in the Army's RPMA responsibilities under the tisaty effective 1 October 1979,
The Avary'e (1934 Int Bde) RPMA budget will imcrease by $10 million enmclusive of
$1.) aillion in reimbursements or b1 pearcent frow the curreant FY 79 funding levels of
$16.4 mtllton. Within the $10 millton, $7.3 aillion will be in the X" and "W ac-
counts, for am increase of 46 percent compsred to the curreat level of $12.8 atllton.
The RPMA civilian workforce will incresse by 374, Thie dramstic increase im the Army's
Panams RPMA progres will require an expanded effort and time to (1) assouse the added
responsidilities, (1) tnitiate operations, and (3) schieve a stabilized “wodus operandi™
Clearly, difficulties and turbulence can be expected mot ouly in assuming this expans
ded workload but also oparating 1n a mrkedly changod environment under the treaty.
Additiona) turbulence snd changs wuld be experienced by further RPMA connolidation.

1. 1n deciding vhether 1t 1s “feastible™ (or "wot tnfessible™ stnce it 13 mot
"haraful™) to procesd with further RPMA consolidution, a larger tssus needs tu be
sddressed than the minor savings Mljected ta figure R-3-7, page N-3-12, Ilaocidentslly,
the smounts tn figure B-)-7 do not include the large treaty increments] cost estimates.
The overriding tssue (8! The Arey's capsdility to perform its treaty related functioms,
including APMA, offectively, 80 a8 not to degrade the support provided to wilitary and
civilian personnel and their dependents - vhich is a fundamental premise underlying
the Army's planning for treaty actions and sssociated resources since Pebruary 1978,

J+ Avother msjor factor 1s the organization of the 1934 lnfantry Brigade (C2).
The brigade stetff ts duml-hoatted; 1t serves as the tactical brigade staff and os a
large installation staff, GKssencially, 1t 18 4 lean orpanization for normal tacts-
€al and support missions which has e d an extensive treaty planning and itaplementa-
tion workload euperiaposed upon tt. During treaty planning, serious considaration
was given to forming an inetallation stalf organisation spett from the tactical staff.
Additiona manpover and funds would have been requited for the installation YDA.
Given what was hnown st that time (April-June i978), PORSCOM decided not to recommend
0 DA that the tacticel and tnetallstion functions be separsted and additionsl stef-
fing provided. 1n sum, the PORSCON decision was to proceed into the treaty enviroa-
@Rt with essentially the 19)d staffing structute. %o matter how one looks ot further
AP consolidation, the end result is added Army worklsad 1o Panams to an asready
hoavily committed/extended staff. The second msjcr premise of Arwy treaty planning
has bean to saintain the ceapadility of the 193d to emecute its tactical mlssions.

Asd this factor also needs (0 be carefully considered in any sction that adds worklos.
t0 the Arwy's mjor element i1a Pacams, the 193d lnfantry Brigade.

4. Soacluaionst Proe the foregoimg, this diTector-te conclutas:

a. The study is ambiguous Ln both the feasibility and desiredllity of further
A consolidation 1o Panamm,

b. Projected savings are both ainor and temuous and enclude sdditional |lnpover
ond fuads for treaty iwplementation actions.

t. The marhedly changed mature of the Army RPMA workload wader the treaty was sot
smtlysed 10 the study.
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DACA -0
SUBJECT: Reviev of Draft Report - Pamams RPMA Comsolideted Study

d. The Arwy's existing organiszationsl stafling tn Panams for tactical snd sup-
port toquiremsnts under the trealy was mot consideted.

e. The tutbulence and transfers of functions and civiliam manpo.er to occur
oa snd after 1 Octobar 1979 were not addressed, nor were the tims end effort required
o assimilate both and achieve a stabilized, higher level of operations in a yet to
be deternined treaty enviroomsat.

S. Rasommendations: This divrectorate recoomends that the COA position to the RPMA
consolidation study bel

a, There be no direction to further consolidare the RFMA function in the Republic
ot Tanrms 4t this tiee. !

b. 1f turther study indicates substantial savings, e.§., 20 to 25 percent, and
there is no {mpalrment of the Arwmy's tacticel and support Tesponsibilities under the
treaty, thet the earliest further RPMA consolidation is conatdered be 1 October
1984, aff vhich time the Atmy's functions] support workload in Panamm generally reaches
8 atabilized level.

c. 1ln sny event, there be no linking of consolidating uther base operations
functions in Panama with further RPMA consolidation.

d. Any decision to proceed before 1 October 1984 should be wmade in the command -
eot stafl -~ channel,

6. Summery: 1o sum, the central issue comes down to this "botiom line™: Wow much
woTe suppott tesponsivility, 1f any, should be placed upon the Army component {n the
Repudlic of Panams by tnternal DoD/TN realignment/connolidation of functions, at o
time this component (s extended to its limit in carrying out treaty rclated provisions
and tesponaibiitties! Any deciston which adds more responsibility should be made upon
the basis of what s best for the Army overall in the tresty envircnment.

FOR THE CONPTROLLER OF THE ARMY: 1. D. MEARD i
LYC, CS
Lascutive, OOOMA j~
Teci: COREY J. WRICHT ;
1. v/d Brigadier General, C$ H
2. added Director cf Operation :

ond Matnterance, Army

(ESC WOTE. Inclosures Withdrawn) :
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1. In accordance with your 2) July DF, subject as ebove, the Draft Repori - Pensms
LM Consolidation Study Las v~ reviewsd,

.,
.
Mdlrtns ot on” bl e s S

i 3. 1nsemuch as other Barvices jedlously guard their real property sseets snd eppear,
: from thelr comments, .o mistruest Army intentions with recpect tu consolidation, the
“bottom 1ine” hardly moves us ony closer to awy sort of coneclidation of vecal property

R

malrieucsct. The entire fecve vemsine foggy end fadicales & requipemgat [ .r sroth- i
1P} (wnl) one held sc far ot a time when nothing substantive pro or o coulc Be
! Trermined.) :

3. Wotably lacking in the siudy are Tecommendations o how to proceed (vum vhere e
ate mo. The "dottum, botiom lime" perhaps could aerve this jJurpose. {

TGk VT TR AR TR AR

&, Taceerwnd that tpecific reccuswadations bs made to OS50 with regard to wme of Lhe
sltetnatives presented, oF & combination of two or mors, setliug rejuiremcnts, tarye: i
ustes and an implementation schedule. The dtlsparity of opinion batween lcrvicre clevre E

eI

; iy militates for an OID - directed consolidetive 11 such eccnsolidation (s to orcur, ! 1
] :
: ' FOR TUL LIPUTT CHLIAP OF STAFF FOR OPERATIONS AND | ! 1
: ! {
3

: (”. ¢ i :
: Chatin ° !
E jor Genatsl, GCS t i
f Mrector of Opevaticas ¢ ;
‘ and Res‘iners ! .
? | ;
y M i
% i
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: . ;
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Dr. Pitavada/we/72592
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1. Neicrence DF, DAEN-MPR, 23 July 1979, subject as above (attached).

rrne g

Lt

o i iu response tu above reference, the folloviag comments are offered.

8. Recornmrnd the scction “"Peycnd the Analysis® (pp 60-63) Y
LArapped from the repert. Reanon: The section 18 exactly what the title
stater, 1> ia opiniun and not analysis and thevsfore beyond the scope
ot the study, :
h 1
i ' ; b. Recomnnd the tection dealing with Transportation be revised :
: . v.ead on additicnal data not included in the originsl studv. Reason:
j l“"u. study admits thuot certain sagnificant requivred information vas not
N !collcued. Theretore, the conclusions regarding transportatica appas

T W R A e T
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not to oo bLased on nolid data.

}3. “he si1tuation in Panama is particularly uncertaiu because we do ot °
‘runy have information upon which to make our estimatos of the mituat 1o
ft v Netoher 1979, We @0 know that as a 1esslt of treaty Awlewnu- ‘

e et el e

j*on, th- Avay wall asintoin 2,017,800 squave feet of real re--cpey ot
prUe pea0r tu tae troaly. Part of this sddiriosal footage wilt be’ N
AOWCLeY by tvladursements {e.g., DOD schools), but part of it will he ‘
ivary complax and demanding in terss of resources (e.g9., hospitals). It ¢
#2uld apneat that due to changing conditions in Panama, i1t might La .

T p— A I U TV Ty T e

apuroxirately one year after treaty implementation. This wonld qive ur

vreferable tec put aside further consideration of thia congnlidation unttl)
the opportunity to assess what real property maimtenance will be regquired

L 1 1 1 P ol Al AR A | T, Rt 1040 A ol AR

Director of msources
and Management

-and ot what cout. The study currently assessen the situation (o a pie- ‘ :

itreaty enviyonment.,  If the study recommendaliond are implemsried, they | :
! ™ld be arplemented 1n a post-trocaty eavironamt. The two ~ondilicrs ] !
; Are ztqnificantly dilfarant and since the study (indings do not prumize i
; f\\'_ Cosavirec or i1sproverents, it is highly guestionable trat we sd-glo .
¥ ; caeed st the oresent time, ! !
; L0k THE PEPUTY CHIRP OF STAF? FOR LOGISTICS: \ i .
3 t 3‘
: : 1
" 2
: !
; tac) WILLIAR X. \QWSEKER !
{ - Srigadier Gemeral, Gb :

Erae.
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SUAIECT:  Review of Diaft Repoit - Panama RP4A Consolidation Study

Y nre
1o LiEN-Ald RN DASX-2CE DATE AUG o7
Pent agon MA) Brewmn/)iw/A4)1)

o

1. As prt your tejnest, thia off1ce Ras teviewed the swhject Feport, AMd‘ttonally, it
vas tevieved by the Prugremming Vivision, DALN-ICP, Combined comments (ollow;

a. The ropcit eanc.oer four viehle alterna.ive pritudls §-1 tonfucting "PMA {n
Fanama, towever, (Ut “L1ls to suprott a partics'ar altewnstiva, In FSC's "Mottom,
bottom liw” thete ic a c.cwumended apnrcach 10 the prodblua. 1o chin BESC's anspwerr?
Ihis e swieahiat v gude. bored on the gen. 1.1 nature of auch of Uig ropolt atd the
need to eat irate rich of the wuppoit data, this office suggests that amother Ir~Procees
Feview (41R) be held to clatily iasues and to get additional guidance.

b, Commente (1o the ALY Force and Wavy should bhe Sevvice-supported positioms and
not those of the R PC'a onlv, This wuuld form & bastis (or cni inved negotiations
aoug the "ervices thet wiuld rot change ot have to be modifted as M 's relote rut
of Panana,

€. fition shoull be terken to set engincerra/atatirtical standords tor (ie ahop
forco,  Tutute RPUY fepiovvccte fo thNe Car Y Tare vost with b iptomehed BT Al oha
work fotce, The ot Force ahiould take the ieu? ta *hi sepde var becacwe the hive *he
&vailabhle sanpiaet il hetinar otd Mandatd.

4. The "Couclustons ™ Section VII, apprars te suppart Altirnative 2 conraltdaticn
of APMMA undet a single manager, but this (s not sade clear., Un the other hung, the
report "Cotc lunfens™ netthet suppofts not cpposes Altrisative. ) and &: ““wriaer R C
cousolidation tn Farmia ir not clearly dratrztble alore and in it owm right . . Lot
"o 1t cleaatly \ndesircble.™ A Clear ESC position shouid be stated,

<. Aoy questimng tegardirn the r pott rho.ld te relerted to MAY Conrte A, Nrewan,
694.4311,

Incl BRI TN
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I DAEN-REX-C(9 Aug 79)
SUBJECI: Reviow of Draft Report - Panams RPMA Consolidated Study

4

TO CAEN-MPZ-X FROM DAEN-REZ-A DATE 31 Aug 79 COMT 2
Mr, Jaster/pfh/3cld

o
|

#
]

1. Refervences:

. a. DASD(I&N) Meww, i Dec 73, for ASA(1LAIFN), ASN(MRAGL), ASAF(MRALL), BTIC,
i sul. joct as sbove, '

B

j b. DAEN-ZCI MSG, DTG 1602432 DEC 78, subject: Implemantation of DOD
' Planning Guidence for US Military Insteilations in Panuas. (Copy furnished.) ‘i

R —
L 3
.

c. DAEN-MPR Merv for ESC, 13 Dec 78, para 3le(2); Aunex A, page A-ll,

2. It is noted that, by Reference A, 0SD etated: ‘"Consistent with accelerating .

* those actions necessary for implemantstion cf the treaty, the RMM study reguire- i
went 18 hereby cancelled, with the evsiuation of fessidbility of consolidating :
uanagement responsiblility for facility improvesants incorporsted into the RFMA :
Consolidation Study. The remsinder of the study effort, concerning single 3
service parformance of technical real estate services, is unnecessary. The .
Arwy, as DOD executive agent for thoSe land and water areas to constitute 3
Defense Complex-Panams, will establish an appropriate office in-country for
that purpose and {n advance of 1 Cctober 1979.," It is aleo noted that
Reference b stated, "The feasilility of record keeping and accountabiliry for
facilities {sprovements: 1{.e., bulldings, structures, roads, parking areas,
fencing, utilittes, etc., by a single service has been incorporated into RMA
Consoltdation Study.”

W

3. The finsl sentonce of Reference lc refers to "record keeping for real ostate" i
and states that ueans for accomplishment of such record keeping “will be a b

s suhject of the RPMA Consolidation Study.” In view cof Reference lc, and the Voo
5 guidance as noted in para,reph 2 sbove, it is requested that future draft |
{ S chanyes and the publication of the sul:ject study be coordinated with this i

directorate.

E . 4. Recoomend that definftions of the terus set out below, and the functions
| , onvigsased by use of the tenns, be put futo the draft and final study: i

‘ - a. Real estatc record keeping (e.g., pars 24c of Study),

b, Record keeping for roal estate (e.; ., RBeference lc above).
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DAEN=REM=C(% Aug 79) 31 Aup 9
SUBJECT: Review of Draft Report - Panama RFMA Cunsolicated Study
5. The study repurt should spectifically distinguishh betwean the terws ''real
estate tecords” and ‘‘rosl pr a dg." The technical
real estate scrvices function perforwmed Ly the Corps of Engineers does not
fuclude :aintenance of real pr a nta
1 lncl FARMELL,
se
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