CENAD-PM-M

SUBJECT:  Guidance on FY00 Installation Support (IS) Performance Metrics and FY01 Funding


CENAD-PM-M






31 October 2000

MEMORANDUM FOR COMMANDER, HQUSACE, ATTN: CEMP-ZB, Mr. William Brown, 

                                              441 G Street, NW, Washington, D.C. 20314

SUBJECT:  Guidance on FY00 Installation Support (IS) Performance Metrics and FY01 Funding

1.  Reference Memorandum, dated 19 September 2000, Subject, SAB.

2.  My staff prepared the summary of our Installation Support Program required by your memorandum.  This assessment of the program should provide you with valuable information to enhance our soldiers’ quality of life.  

3.  During your review of the overall IS Program, I request you to revisit ER 37-1-16, dated 30 July 1993, covering the Financial Administration on Acceptance and use of Project Orders.  I clearly understand why this regulation was written.  However, I feel an exception is warranted for the IS program because the regulation has a negative bearing on how I can execute my program at year-end.  Specifically, the regulation does not allow USACE commanders to issue Project Orders to other USACE activities except labs.  Certainly, I find this as a wise policy in terms of large programs, but not for the IS program.  An example of how I could use a regulation exception is explained in paragraph 4.e.2. below.  Request that you review the regulation and secure an exception for the IS program because as it is currently written, my ability to leverage products for my customers at year-end is hampered.

4. This paragraph shares our FY00 challenges, successes, who are our customers and what they say, and problems.

     a.  Overarching challenge: Formulating and establishing the Installation Support Program within NAD at the beginning of FY00 was a unique challenge.  Namely, how would NAD provide broad coverage with $1.6M of monetary resources to its customers when NAD has such a large geographical boundary containing roughly one‑half of all of the Army's Major Commands (MACOMs) and 52 individual Army Installations?  In answering the challenge, we looked at our AOR parametrically and used a Project Development Team approach, which resulted in a novel business strategy to coordinate program and project actions and serve as a clearinghouse for products and services.  We implemented this strategy by collocating NAD's IS personnel (termed MACOM Advocates) with the MACOM Engineers for: Army Materiel Command, Military District of Washington, Training and Doctrine Command, and United States Army, Europe.  For installations or activities that do not fall under the umbrella of the MACOM 

within NAD, we use a combination of NAD’s in-house IS personnel and the MACOM Advocates to provide coverage to: Devens RFTA, Ft. Detrick, Ft. Dix, Ft. Drum, INSCOM, MTMC, Regional Support Centers, Walter Reed, and West Point. 

     b.  Success.  Building relationship via personnel: Our MACOM Advocate approach exponentially exceeded customer expectations of NAD by not only ensuring that programs and projects stay focused, but also embraces the concept of "One Door to the Corps."  The Advocates built a team relationship with the MACOM Engineers staff and its DPWs.  Through team building, information flows freely between MACOMs, installations, and the Corps.  Solutions to problems are worked more quickly by collocating Advocates with the MACOM Engineers.  By working closely with the MACOMs, the Advocates better understand the customers’ concerns, issues, and urgencies.  The Advocates not only address issues for the MACOM and its installations within NAD's AOR, but also reach out to other MACOM installations, MSC ISO's, Districts, and Divisions outside the AOR of NAD.  Another role of the Advocates is to find alternative solutions and communicate the support mechanisms available through the IS program to District PM’s, Installation PM Forwards, and Army installations.  The Advocates not only coordinate action items for the installations, but also share their knowledge on how to effectively utilize the IS program for quick technical engineering solutions.

     c.  Success.  Reaching the customers via funding: Our first step was devise a process to distribute limited (after salary costs) IS dollars into One Stop and Checkbook funding profiles.  The second step was fulfilled when NAD’s Board of Trustees approved the funding profile based on the number of installations within the AOR of each District.  One-stop funds ($340,378) were dispersed to all Districts to provide quick technical support to customers.  Checkbook funds ($614,979) were centrally managed by NAD’s IS personnel.  To maximize economies of scales, our collocated MACOM Advocates solicited the installations within the MACOMs footprint of NAD for a prioritized listing of needs (“1-N List”) that the IS Checkbook funds could be applied against.  Once the installations submitted their prioritized needs, the Engineers of the MACOMs stacked and racked their installation submittals of needs into a consolidated MACOM “1-N List.”  This approach facilitated the MACOMs with defining their needs, prioritizing them, and began implementing solutions to requirements resulting in a comprehensive IS program.  With limited FY00 resources available, only a portion of the MACOMs “1-N List” was realized.  For example, in FY00, NAD accomplished 53 different tasks or $614,979 (10.7%) of the MACOMs $5,729,654 requirements.  The MACOMs “1-N List” not only serves as an advanced planning tool, but also alerts a District to refocus their resources to meet the needs of the customer versus trying to forecast requirements.  Another advantage of the “1-N List” is that it serves as a regional cross leveling tool for NAD to redistribute workload to other Districts within the NAD’s Commanders AOR or reach out to other Corps MSC’s for workload assistance.

   d.  Our customers and what they say.  Our Army customers are: 

· 3 Active Divisions (1st Infantry, 1st Armored, and 10th Mountain)

· 10 Army MACOMs

· 52 Army Installations, or 37% of Army Installations

· 288 MSF, or 30% of Army facilities

· 311 K Military & Civilians, or 33% of work force

· 141 K Soldiers, or 26% of force

· 8 Other Headquarters

· 14 Other Army Organizations

Our customers are enthused and appreciate they way we meet their needs with limited funding. They are especially impressed with our rapid response by the MACOM Advocates and NAD staff.  Once we get the results of the HQ USACE Customer Survey 2000 we will have a more accurate understanding of how our IS program is being viewed.  In addition to the survey we are testing another customer feedback method.  The Effectiveness Measurement System (EMS) is an innovative business process used by the private industry; one that is time sensitive and would serve as a real‑time benchmarking ruler for the District Engineer.  This tool accurately states customer expectations either quarterly or semi‑annually and displays the Corps accomplishments at the end of every cycle with numerical rating of the servicing District for each customer expectation (e.g. similar to the Civilian TAPES process).  This has the potential to replace or supplement the existing yearly customer survey administered by HQ USACE.   It also allows the customer to measure program and project objectives/results of the servicing District with a side benefit of fostering steady dialogue.  The EMS not only reflects accurate and timely feedback so that a District may adjust their priorities and resources based on customer needs, but also captures how the customer views the performance of the Corps.  Bottomline, we must measure our performance with the customers’ ruler, not ours.

     e.  Problems: 

              1.  Funding.  HQ USACE did not deliver our quarterly FY00 Checkbook IS funds in a timely manner.  The bulk was provided late in the 4th quarter.  This presented several challenges affecting our ability to plan and execute. While we executed our program, the lateness of promised funds caused a tremendous year​-end strain and stress on my District Commanders.  Small task orders, a staple of my IS program, are extremely difficult to oversee at year-end.  While my Districts were concentrating on larger projects and programs these small IS tasks were also competing with year-end execution priorities and demands.  I believe your FY01 plan to distribute IS funds to the MSC is on target and will allow my Districts to properly manage the tasks way in advance of the year-end deadlines if funds are received as promised.

              2.  Project Orders - NAD provided Checkbook funds to NAU to prepare 1391’s for USAREUR’s Power Projection program.  Using in-house personnel, NAU prepared front page 1391’s and submitted to HQ USAREUR for review and approval before advancing to 

         final product.  The 1391’s were finally approved to advance to final products at year-end.  With the constraints of ER-37-1-26, NAU had to return unused dollars to NAD resulting in unfinished 1391’s.  If a flexible solution (exception to policy besides labs) was available, I could have returned the same unused dollars to NAU on a Project Order to finalize the 1391’s for USAREUR.  The Project Order would have met all of the conditions of a Project Order: a Bona fide need, using only in-house personnel, a definable scope, deliverables, and a completion time.  Unfortunately, to finalize the USAREUR 1391’s, I have to use FY01 IS funds to complete a FY00 initiative resulting in time loss to the customer.      

5.  In this paragraph, we share our accomplishments in terms of services provided, customers supported, and IS direct funded dollars spent.  There are five enclosures:

a. One-Stop customer tasks that were executed in FY00 for a $340,378 value.
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     b.  Checkbook tasks that were executed in FY00 for a $614,979 value.  These tasks are the MACOMs “1-N List” of requirements. 
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     c.  Checkbook tasks that were not executed in FY00 for a value $5,114,675.  These tasks are a roll over of the FY00 MACOMs “1-N List” of requirements and serve as our FY01 program.
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     d.  Our specific development efforts in planning Charettes and DD 1391’s resulted in completing 23 of 33, using $184,492 of IS funds.  We will finalize the remaining 10 in FY01.
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     e.  Our remaining development efforts of 32 planning Charettes and DD 1391’s in FY01 and out years with a $1,148,675 of production value. 
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6.  I will address what we believe are linkages of FY00 IS funds invested to future work for the Corps.

     a.  We completed 23 of 33 planning Charettes, front page, and complete DD 1391’s utilizing $184,492 of IS funds.  The estimated program amount of these 33 projects, if eventually awarded, is valued at $254,750,000. 

     b.  The Districts provided assistance to develop IDIQ and A/E contracts for customers and preliminary project developments using FY00 IS funds.  If all IDIQ and A/E contracts are fully utilized for designs, master planning, and the work in project development ultimately leads to project awards, the estimated value of future work is $58,150,000. 

     c.  In FY00 we invested $955,357 of IS funds for One-Stop and Checkbook tasks. This represents $312,900,000 in future work, a potential rate of return equaling 327.5 times investment.  This show what a solid IS program can do for the U.S. Army!  Tools and products are being provided to customers based on their needs and requirements to enhance mission effectiveness.  There are also intangible benefits to NAD customers through the daily interaction by NAD IS personnel, MACOM Advocates, MACOM Engineers, Installation PM Forwards, Installations, and their servicing Districts.  This relationship building stimulated once previously stalled communications and has reduced the response time to user requests.  These cannot be measured financially, but as customer satisfaction increases so does our customers’ confidence level of the Corps.  These intangible benefits stimulate the customers to return for services, culminating in substantial future dividends.

7.  Feedback on NAD’s IS Program: To enhance team building, NAD sponsored an ISO Workshop during the month of Oct 00.  The Workshop provided a forum to network and build relationships, discuss needs to capabilities, and to look at streamlining processes.  Over seventy engineers met for three days.  Half of which were USACE employees and the remainder were our customers.  We focused on identifying customers’ problems and teamwork to solve them.  On the last day we shared possible solutions.  To keep up the momentum we will send out minutes in early November with an attachment displaying a comprehensive Action Plan in matrix form of the identified problem areas.  Using the Action Plan, due-outs will be assigned to each item and progress tracked and shared with our customers on a quarterly basis.  Workshop evaluations submitted showed attendees expectations were exceeded.  

8.  I appreciate the opportunity to share my successes and challenges.  Installation Support is a winning program to support our Army communities.  We have successfully synchronized our Corps capabilities against our customer’s requirements; constrained only by limited funding.  Once again, I urge you to review the Project Order Regulation and strategically find alternatives to buyout the installation requirements over a period of future years.

9.  POC for this correspondence is Mr. David Thomas, 718-491-8775.


               // s  //



5 Encls
M. STEPHEN RHOADES


as
Brigadier General, USA


Commanding

cc:

Ms. Kristine Allaman, HQ USACE, ATTN: CEMP-I
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