COMNAVMEDCOM
FACILITIES EVALUATION AND ASSISTANCE
TEAM (FEAT) VISIT
NAVAL HOSPITAL

CAMP LEJEUNE, NORTH CAROLINA

2 - 6 February 1987







COMNAVMEDCOM FEAT MEMBERS

BRUCE CROCKER

CARY A. WILLCOX

R. NEAL LUCKADO

CECIL T.

WELSH

INDUSTRIAL ENGINEER
LANTNAVFACENGCOM
(TEAM COORDINATOR)

INDUSTRIAL ENGINEER
LANTNAVFACENGCOM

UTILITIES ENGINEER
LANTNAVFACENGCOM

CIVIL ENGINEER
LANTNAVFACENGCOM






PREFACE

A COMNAVMEDCOM FEAT visit was conducted at the Naval Hospital, CAMP LEJEUNE

during the period 2 - 6 February 1987 for the following purposes:

(1) Assess facility condition and evaluate resource requirements.

(2) Review the status of the Facilities Management Program.

(3) Identify current and potential problems.

(4) Furnish on-site assistance and problem solutions when feasible, and

if not, provide recommendations for obtaining necessary help.

This report summarizes the findings and recommendations.

Copy to:

COMNAVMEDCOM (Code 432)
NAVMEDCOMMIDLANTREG NORFOLK (Code 21)
COMLANTNAVFACENGCOM

CO NAVHOSP CAMP LEJEUNE
CHESNAVFACENGCOM
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I. KEY PERSONNEL CONTACTED

CAPT R. A. Margulies, Commanding Officer

CDR L. O. Simmons, Executive Officer

LCDR L. W. Tomkins, Director of Administrative Services
LCDR S. L. Fish, Comptroller

LTJG R. N. Graham, Head, Facilities Management Department
Mr. Elwood B. Morris, Hospital Engineering Technician

Mr. Woodrow Willis, Maintenance Foreman

Mrs. Ruth Foley, Financial Manager

Mrs. D. Sterlen, Clerk Typist/Work Reception Clerk






II. SYNOPSIS

Facilities Management Department personnel provided outstanding
cooperation and exhibited a keen interest and enthusiasm in continuing the
improvement in overall department management and support to the NAVHOSP.

A. Facility Condition Assessment, Facility Inspection and AIS.

The formal media that reports condition indicates that overall facility
condition is better than the average COMNAVMEDCOM activity. Total reported
AIS deficiencies almost doubled from 30 September 1984 to 30 September 1985,
but only increased slightly (6 percent) from 30 September 1985 to
30 September 1986. The AIS appears to be understated in the electrical
discipline. NAVHOSP has an excellent preventive maintenance inspection
program; however, the work should be estimated using Engineered Performance
Standards (EPS) to increase productivity.

B. Resources and Budgeting.

A realignment of funds among the various RPMA subfunctional categories
should be done by NAVMEDCOMMIDLANTREG, including a decrease in Minor
Construction funding. Upon completion of this, NAVMEDCOMMIDLANTREG, together
with NAVHOSP, should review RPMA funding compared to unconstrained
requiremgnts and make necessary ad justments.

C. Organization and Staffing.

Creation of an Electrical Planner and Estimator (P&E) position and
disestablishment of the Grounds Shop are recommended. Also, transfer of two
Quality Assurance Evaluators (QAE) to OIC Camp Lejeune is recommended.

NAVHOSP FMD management personnel have adopted many of the key productivity
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improvements required to make NAVHOSP competitive in the Commercial Activities
(CA) study; however, recommendations made in this section should enhance their
position against a private contractor.

D. Special Projects.

An on-site review of five Repair Projects was conducted. Although the
number of Repair Projects currently submitted is low, the facility repair
needs appear to be adequately covered. Specific comments have been provided
for certain revisions to some of the project cost estimates and project
classifications.

E. Facilities Support Contracts.

Facilities Support Contract (FSC) documentation and procedures were
reviewed during the LANTNAVFACENGCOM Acquisition Management Review (AMR) of
0IC Marine Corps Base, Camp Lejeune during 3-7 March 1986.

F. Work Control.

All categories of work authorizations were reviewed. Analysis revealed
that performance of E/S work was within NAVFACENGCOM standards.
Recommendations were made to minimize service calls to the FMD work
receptionist and also minimize duplicate calls. A review of Standing Job
Orders (SJO) indicated that most were well written; however, more emphasis
should be placed on using EPS for the purpose of better controlling productive
labor hours performed under SJOs. Specific job orders were generally well
prepared and the work was properly charged. Again, use of EPS must be
emphasized and variance analysis, which is not currently being performed, must

be instituted if productivity improvements are to be realized.
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G. Utilities Management.

NAVHOSP Camp Lejeune has an effective Utilities Management Program.
Timely submittal of the Utilities Cost Analysis Report from the authorized
accounting activity, NSC Charleston, South Carolina, would enhance utilities
management .

H. Energy Management.

Energy conservation systems were included in the design of the main
hospital, built in 1982, thereby limiting ways to reduce energy consumption.
Management continues to stress energy conservation, as demonstrated through
more efficient steam production using reduced boiler capacity.

j [ Environmental.

Management is addressing environmental issues through the establishment

of a comprehensive Hazardous Waste Management Program.
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III. FINDINGS AND COMMENTS

A. FACILITY CONDITION ASSESSMENT, FACILITY INSPECTION AND AIS

1. Guidance initiated by the Chief of Naval Operations (CNO) OP-44 has
centered on an annual assessment of the Navy's shore establishment and the
potential impact of facility condition on mission accomplishment. This is
accomplished by a detailed analysis at the Investment Category (IC) level.
This assessment is firmly established as the basis for the Maintenance of Real
Property (MRP) portion of the Navy's Program Objective Memorandum (POM) and
Five-Year Defense Plan (FYDP) and subsequent resource requests to Office of

Secretary of Defense (0SD).

2. The CNO has published guidance through OPNAVINSTS 11010.23D and 11000.16
relative to the Management of Real Property Maintenance which includes
long-range objectives. These objectives are oriented by Investment Category
(IC) and specific IC's are designated by the CNO for emphasis Navy-wide.
These objectives are included as Attachment A-1l. Major claimants are

encouraged to revise these CNO objectives to place emphasis on IC's required

for the accomplishment of their specific missions. These instructions
recognize the tendency on the part of those responsible for facilities
maintenance to defer required maintenance and repair because, in some
instances, the consequences of the decision are not immediately apparent. It
is for this reason that the CNO facility management effort focuses upon
maintenance and repair. Allocation of activity M1 resources should comsider
the condition of Navy Real Property within these emphasis IC's and the

potential for impact on Navy readiness.
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3. The established‘formal media for reporting facility condition are through
the Annual Inspection Summary (AIS), Special Projects, and the annual NAVCOMPT
Budget Submission. Data from each should be used by the major claimant in the
evaluation of activity facility condition, development of resource
distributions, execution planning, and preparation of various budget exhibits
submitted to CNO. Each of these is addressed in other sections of this report
and the importance of each is stressed. It is essential that the data from
the activity be complete and valid. If conditions are not accurately
documented and presented, the activity's actual situation cannot be fairly

portrayed as these reports are processed through the chain of command.

4, The Facilities Inspection Program and AIS continue to receive emphasis
from OPNAV, DOD, congressional staff representatives and very recently,
Presidential Study groups. The AIS is the primary document used in the
development, programming, planning and execution of maintenance and repair
(M&R) resources. Equally important is the Control Inspection Program from

which the day-to-day M&R execution and AIS deficiency data are generated.

5. A review of the AIS was made. AIS deficiencies are compiled from
inspection reports obtained from the Control Inspection Program (see

paragraph 9). The following problems were discussed with the Engineering
Technician responsible for preparing the report. NAVHOSP, following
NAVMEDCOMMIDLANTREG guidance, includes deficiencies for clinics on their AIS
for which the Marine Corps has maintenance funding responsibility. This

situation could lead to double reporting of deficiencies (by Navy and Marine
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Corps) and an overstated NAVHOSP AIS. To minimize duplication, the activity

should coordinate with Marine Corps Public Works/Base Maintenance personnel
and exclude those deficiencies which the Marine Corps plan to fund. The AIS
;ppears to be weak in the electrical discipline (see paragraph 9) due to the
absence of an Electrical Technician or Planner and Estimator (P&E). With the
exception of these two problem areas, the AIS is well prepared and is

considered an accurate report of facility condition.

6. To obtain an indication of NAVHOSP Camp Lejeune facility condition, a
quantitative index has been developed from which comparisons and trends can be
analyzed. These indices have been developed from AIS and real property
inventory data. This quantitative index is known as the Facility Condition

Index (FCI).

7. The Facility Condition Index (FCI) is a ratio of backlog to CPV. Total
backlog is the total of Deficiency Codes 1 and 2 maintenance and repair
deficiencies reported on the AIS; CPV is the total activity O&M,N maintained
Current Plant Value as reported in the Naval Facility Inventory, NAVFAC
P-164. The overall COMNAVMEDCOM FCI was not available for 30 September 1986
but was .0385 for 30 September 1985. The FCI for NAVHOSP Camp Lejeune is
currently .0121 compared to a prior year index of .0120 and .0050 two years
ago. The higher the index, the worse the condition. This indicates that
current reported facility condition at NAVHOSP Camp Lejuene is significantly
better than the average COMNAVMEDCOM Activity (expected due to recent

construction of NAVHOSP facilities). Attachment A-2 shows the Facility
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Condition Index for NAVHOSP Camp Lejeune since 30 September 1984. Observation
reveals a worsening trend from 1984 to 1985 but a level trend through 30
September 1986. Attachment A-3 shows FCI by IC for COMNAVMEDCOM as a claimant
for 30 September 1985 and may be used for comparison purposes. It must be
recognized that comparisons of this nature and the effectiveness of related
decisions are directly dependent upon the validity and completeness of AIS and
plant account data. It is considered that the AIS may be understated in the
electrical discipline, but it has been assumed that plant account data for the

activity is reasonably accurate.

8. Analysis of the 30 September 1986 Annual Inspection Summary revealed that
the worst facility condition exists in Personnel Support Facilities (IC-16),
Other Supply/Storage Facilities (IC-12), and Medical Facilities (IC-13) in the
order shown. In-depth analysis by individual facility can be performed
utilizing Attachment A-4. This attachment is an interface of the inventory
with the AIS yielding a Facility Condition Index (FCI) by facility. FCI is
discussed in paragraph 7 of this section. For example: Facility NH 116 is in
the worst shape (highest FCI), followed by Facility NH 115, etc. Attachment
A-4 could not be completed due to the inability to associate AIS facility data
with Plant Account (P-164) data. Once the activity can accomplish this, a
clearer picture of facility condition by facility can be obtained. The
purpose of this management tool is two-fold:

a. Facilities with high FCI are readily identifiable. In this case, all
facilities with an FCI greater than average (.05) are highlighted. These

facilities should be examined closely to ensure that the CPV is correct and
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that the cost estimates for the deficiencies are correct. These facilities
should receive immediate attention, particularly those considered to be
mission essential.

b. This report may also be used to highlight high value, old facilities
with no deficiencies. Facilities with a CPV greater than $500K, greater than
20 years old and no AIS deficiencies should be selected as facilities which
may require another inspection. Uncorrected facility deficiencies would be
expected to exist at aging, high value facilities unless the inspection
program has failed to identify or report them. Are these facilities really in
near perfect condition? Since NAVHOSP has no facilities in this category, the

report cannot be used for this purpose.

9. Facility Condition Inspections (FCI) are performed by the Hospital
Engineering Technician (GS-11) and a Mechanical Engineering Technician (GS-7)
who are qualified to perform inspections in the structural and mechanical
disciplines. Electrical inspections are performed by the Maintenance Foreman
who is a licensed electrician. The Maintenance Foreman should not have to
perform these duties in addition to his supervisory duties; the addition of an
electrical Planner and Estimator in the Facilities Management Department (see
section III-C) should be able to perform thorough control inspections as well
as planning and estimating. The Continuous Inspection System (Control,
Operator and Preventive Maintenance Inspections) is the backbone of the
Facilities Management System. It is imperative that sufficient resources be
dedicated to this program so that comprehensive inspections can be performed

in all disciplines. The activity is commended for using Control Inspection
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reports for programming work to shop forces and contract accomplishment. A
review of randomly selected Control Inspection Reports was made. The Control
Inspection Reports included labor and material estimates by craft, the urgency
of each deficiency, and a description of the deficiency. A report format
recommended by LANTNAVFACENGCOM is included as Attachment A-5 and the activity
is encouraged to use this form as a means of better displaying facility

deficiencies.

10. A review of Annual Inspection Summaries for 30 September 1984 and 30
September 1985 shows 100% inspection coverage. A coverage percentage was not
provided on the 30 September 1986 AIS. This is an important reporting
requirement and the activity should insure that this information is provided

on all future submissions.

11. A Preventive Maintenance Inspection (PMI) Program was set up by Raycomm
Industries Inc. in 1983. The consultant inventoried all equipment and
established PM guides and checkpoints. After working with this system, the
activity, using contractor data, revised the program to make it more efficient
and to eliminate unnecessary checkpoints. The PM requirement is 2,736 labor
hours based on actual performance by the workers. The activity should verify
these hours periodically using Engineered Performance Standards (EPS) to
insure proper control over the workforce. The activity is commended for
placing a high degree of emphasis on this program. Some PMI is performed by
five boiler operators while performing their watchstanding duties. Again, the
activity is commended for this initiative to achieve maximum utilization from

their workforce.
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III. FINDINGS AND COMMENTS

B. RESOURCES AND BUDGETING

ll

The Real Property Maintenance Activities (RPMA) Budget is prepared by the
Facilities Management Department and submitted to the NAVHOSP Comptroller.

Budget totals are based on preassigned control amounts. A synopsis of RPMA

resources is shown below:

BUDGET FUNDING LEVELS ($ 000):
FY85 FY86 FY87
SAG (EXECUTION) (EXECUTION) (PLAN)
Recurring M & R FA1l 633 566 578
FA2 18 327 104
Minor Const. FB1 113 113 105
FB2 124 205 2z
MRP (NON ADD) 888 ;211 808
UTILITIES FC 1,694 1,699 1,703

OTHER ENGRG. SUPP FD 134 134 135

RPMA TOTAL 2,716 3,044 2,646

2. In FY-85, approximately $113,000 was spent for minor construction (R-1).
With a total Maintenance of Real Property (MRP) expenditure of approximately
$746,000 for FY-85, the Minor Construction percentage was 15.1%. Minor
construction as a percent of MRP for FY-86 and FY-87 is 16.6% and 15.4%,

respectively. (Note: Expenditures for equipment installation are included in







the calculations.) Change 1 to OPNAVINST 11000.16 limits.minor comnstruction
spending (less equipment installation) to 10% of MRP; however, this limitation
has been increased to 20% for NAVMEDCOM (CNO letter 11000 Series 444/5U392937
of 1 Mar 85) through FY-87. Minor construction spending at NAVHOSP Camp
Lejeune appears heavy compared to MRP funding and a more realistic level
(closer to 10%) should be set by NAVMEDCOMMIDLANTREG for this activity. Based
on a job order analysis discussed in Section III-F, NAVHOSP Camp Lejeune does
not appear to be improperly classifying and charging Minor Construction (R-1)
work as maintenance (M-1). NAVHOSP Camp Lejeune is commended for establishing
a Facilities and Space Utilization Review Board; this is an excellent means of
prioritizing and controlling this type of work.

3. A review of the Interservice Support Agreement (ISSA) between NAVHOSP agg‘
Marine Corps Base, Camp Lejeune reveals that NAVHOSP is currently responsible
for funding all maintenance and repairs (M&R) to three BEQs, a BOQ and the
Alcohol Rehabilitation Service. These facilities are on Marine Corps plant
account and the Marine Corps should be responsible for all exterior M&R; the
NAVHOSP should fund only those M&R deficiencies resulting from NAVHOSP
occupancy. The ISSA should be renegotiated to effect this change. This work

is currently being performed by Marine Corps Base personnel on a reimbursable

basis; therefore, the transfer of responsibility will not affect NAVHOSP FMD

ti?op forces. =

4. DODINST 4165.2 requires accounting and financial reporting systems for

RPMA that are designed "to meet the needs for full visibility of costs
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incurred.” A review of NAVHOSP RPMA charging practices revealed the following

discrepancies:

a. PMI is currently being charged to subfunctional category (SFC) M-1,
CAN 7810 which is a CAN &esignated (by NAVCOMPT) for Marine Corps use only.
Navy PMI should be charged to SFC P-1, CAN 9280. This involves a transfer of
approximately $42,880.

b. The Facilities Support Contract for operation and maintenance of the
Energy Monitoring and Control System is being charged entirely to SFC N-1.

Maintenance performed as part of this contract should be charged to SFC M-1.

A recommended split is 66% N-1, 34% M-1 or $212,460 N-1 and $110,540 M-1.

5. The budget transfers discussed in paragraphs 3 and 4 could have an effect
on the MRP floor and must be effected by NAVMEDCOMMIDLANTREG if an accurate
picture of RPMA funding by SFC is to be portrayed in budget submissions.

After these transfers are made, NAVMEDCOMMIDLANTREG should compare spending in
the various SFCs with NAVHOSP total unconstrained requirements in the
corresponding SFCs and make necessary ad justments. Currently, NAVMEDCOM does
not have a formal means of identifying unconstrained RPMA requirements for its
activities. Such a system for SFC M-1 is discussed in the NAVHOSP Portsmouth,
Virginia FEAT report (7-18 April 1986). Similar budget exhibits for the other

SFCs can be developed if deemed necessary.
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III. FINDINGS AND COMMENTS

C. ORGANIZATION AND STAFFING

1. The current organization and staffing of the NAVHOSP Camp Lejeune
Facilities Management Department is provided as Attachment C-1l. The
organization generally conforms to the organization recommended in NAVFAC
P-318 for a small Public Works Department. The major exceptions include the
absence of degreed engineers (except for the Head, FMD), an Assistant
Department Head, and Planner-Estimators. Adequate engineering assistance is
available from Marine Corps Base, Camp Lejeune on a reimbursable basis and a
full engineering staff at NAVHOSP cannot be justified. The Hospital
Engineering Technician currently functions as the Assistant Head and provides
continuity during the absence of the Department Head. Prompt establishment of

a P&E position is recommended and will be discussed later in this sectionm.

2. The activity is currently undergoing a Commercial Activities (CA) study
and, although the FMD organization appears efficient and competitive, several
realignment actions can be taken to strengthen the chances of continued
government performance of the maintenance function. Due to time constraints
and the complexity of such an effort, a detailed staffing evaluation of FMD
organ;zational components was not performed during this FEAT visit. However,
in the course of evaluating current operations, FEAT personnel attempted to
develop a general assessment of current staffing levels in relatiom to work
load. A recommended staffing and organization chart is included as Attachment

C-2 and a brief discussion of the changes follows:
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a. Transfer the two Quality Assurance Evaluators (QAE) to OIC Camp
Lejeune. The OIC is responsible for administration and QA of Facilities
Support Contracts and the QAEs should come under direct supervision of the OIC.

b. Currently, the span of contfol is too small in the Service Shop and
Pipe Shop. The Service Shop Foreman currently supervises four workers; the
Pipe Shop Foreman supervises seven workers but five are shift workers. To
better utilize these people and better control personnel assigned to the
Grounds Shop, the following recommendations are made: .

1. Transfer the one full-time Laborer, one seasonal Laborer and
Motor Vehicle Operator Leader from the Grounds Shop to the Service Shop.
Also, it will no longer be necessary for the Vehicle Operator to be a Leader.

This realignment will also give the Maintenance Foreman the flexibility to use

the Laborers to assist other shops personnel when they are not performing
grounds maintenance duties.

2. Transfer the Incinerator Operator from Grounds to the Pipe Shop
and abolish the Grounds Shop.

c. NAVHOSP management personnel should reevaluate the need for the chief
position in the Transportation Shop. If the management reports and
supervisory duties currently performed by this person can be done by a lower
paid worker (E-5 or civilian Leader mechanic), overhead calculated as part of
the CA study can be reduced.

d. NAVHOSP management personnel should place a high priority omn
establishing a P&E position (preferrably electrical) in FMD. In additiom to
planning an estimating jobs, the P&E can perform electrical facility

inspections, order, track and expedite material for jobs, and perform variance
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analyses to identify discrepancies between actual labor hours and estimated
"standard” hours. This will relieve the Foremen and Hospital Engineering
Technician of these duties, which they are only able to perform on a limited
basis, if at all. It will allow the Foremen and Leaders to do more productive
maintenance work and allow the Maintenance Foreman and Hospital Engineering

Technician more time to perform their management and customer liaison duties.

EPS workload is expected to increase, particularly if the NAVHOSP CA study
results in contract performance since each specific job given to the
contractor and change order will have to be negotiated. Even if the study
results in government performance of the function, estimates should be made
for the purpose of increasing shop productivity to insure competitiveness with

the private sector.
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III. FINDINGS AND COMMENTS

D. SPECIAL PROJECTS

1. Review of the Special Projects Program was based on the Special Projects
Financial Report dated 7 January 1987 from NAVMEDCOMMIDLANTREG. Attachment

D-1 provides a summary of the review with details shown on the review

worksheets, Attachment D-2.

2. Five repair Special Projects were reviewed and evaluated. One Project is
now under construction; one Project is currently being designed; two Projects
are scheduled for design during FY-87 and the remaining Project is

. unprogrammed .

3. The Hospital Engineering Technician is responsible for the development and
preparation of Special Projects. Project identification is normally generated
by scheduled facility inspections; however, some evolve as a result of

hospital design or construction deficiencies. Recently, there has not been a
large number of Repair Projects submitted, which is apparently attributable to

the fact that the primary hospital facilities are new.

4. Review of Special Project submissions indicates that the Projects are
being prepéred in accordance with OPNAVINST 11010.20E for the most part.
However, the following items were observed which should be taken into

consideration in future Project preparation:
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a. The Project cost estimates appear to be low and should be increased
approximately 25 to 35% overall. The estimated cost of asbestos removal, in
particular, has been very low and should be given more attention to insure
adequate costing is provided.

b. Overhead, profit and contingency costs should not be added at the end
of the cost estimate, but should be incorporated into each line item of the
cost estimate individually.

c. Cost estimates can be improved by providing more detailed descriptive

data in regards to the following: 1is the item deteriorated, broken, etc;

where is the item located in the facility; and what specific material is being
used to replace the item, i.e:: replace rusted out rear entrance door with new
3'%7' hollow metal steel door. It should be remembered that the Project,
particularly the cost estimate, ultimately becomes the Architect/Engineering
firm's scope of work. The better the information that is provided, the better
and more effective the contract plans and specifications will be.

d. Projects involving replacement of window air conditioning units
(installed in windows) with a central air conditioning system is considered
Minor Construction ("C") rather than Repair. This is because window air
conditioning units are classified as Class 3 personal property rather than

Class 2 real property.
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III. FINDINGS AND COMMENTS

E. FACILITIES SUPPORT CONTRACTS

1. Facilities Support Contracts (FSC) through which NAVHOSP receives support

RPMA funds include (annual costs):

Operations and Maintenance of the

Energy Monitoring and Control System $323,000

Elevator Maintenance $ 25,000

Maintenance and Repair of

Nurse Call System $ 6,090

2. Support appears to be adequate. Contract documents were not reviewed as
part of this visit. A thorough review of contracting procedures was made
during the LANTNAVFACENGCOM Acquisition Management Review of 0IC Marine Corps

Base, Camp Lejeune on 3-7 March 1986.

are administered by 0IC, Marine Corps Base, Camp Lejeune. Support funded with
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III. FINDINGS AND COMMENTS

F. WORK CONTROL

1. Work Reception and Control

The work reception functions are performed by a GS-4 Clerk-Typist who is
the FMD clerk-typist as well as a work receptionist. NAVHOSPCLNCINST 4700.1I
outlines procedures for requesting maintenance, repairs, alterations and
improvements from NAVHOSP FMD. The instruction basically is an excellent

instruction and contains all the elements required to enable customers to

request work. However, the instruction allows anyone to call in service work
(LCC 01) to the work reception clerk. To minimize incoming calls and
duplicate calls, the instruction should be rewritten to designate specific
maintenance service representatives in the NAVHOSP facilities who are
authorized to call in work. These people should be trained in FMD procedures
and have an understanding of the nature of service work. When properly
trained, they can then be invaluable in assisting FMD perform their customer
1iaison function. To be effective, this system must also receive the support

of all Directorate and Department managers. A sample instruction that may be

used as a guide is included as Attachment F-1. Guidelines for E/S work that

will be useful for training purposes is included as Attachment F-2.

2. Emergency/Service (E/S) Work Authorizations

The use of labor class codes (Lcc) for E/S work is not in conformance with
NAVFAC MO-321. LCC Ol is currently used to denote both emergency and service

work whereas LCC 01 should be used for service and LCC 02 for emergency. The
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correct usage of LCC's should be instituted if meaningful management reports
are to be obtained ffom the microcomputer version of the Base Engineering
Support Technical (BEST) system. It is recommended that NAVHOSP purchase this
system and the system is further discussed at the end of this section.

Of 936 E/S authorizations completed from 1 October 1986 to
30 January 1987, a review of 60 was carried out. The results of the analysis
are shown in Attachment F-3. Attachment F-3, page 4 indicates that the
greatest proportion (58%) of the E/S sample was for repair of facilities and
unclogging of plumbing systems as would be expected. Attachment F-3 page 5,
item 1 shows that 93% of the sampled E/S chits had only one craftsman assigned
with the remaining calls completed by two craftsmen. FMD is to be commended
for its attention to assigning only one craftsman per call. The E/S
distribution by Work Center is shown on Attachment F-3, page 6, item 1.
Attachment F-3, page 6, item 2 shows that the average labor hours to complete
a call is 2.4, which is at the high end of the recommended range of 1.5 - 2.5
hours per call. The labor hours per call would be lowered further if all shop
personnel were encouraged to record time in tenths of an hour, rather than
whole hours. The sample results also showed that the response time on E/S
calls is good. Attachment F-3, page 6, item 3 shows that 96% of the calls
were completed within 5 days. The recommended range is 3-5 days. Response

times by Work Center are shown in Attachment F-3, page 5.

3. Standing Job Orders (SJO)

SJO0s for maintenance (LCC 05) and Preventive Maintenance Inspection

(LCC 03) issued for FY87 were examined. NAVHOSP Camp Lejeune has adequate
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coverage in this area. Attachment F-4 is a list of the SJO's with comments
where appropriate. Approximately 20,330 hours and $254K are expended on SJO's
representing 50% of the total labor hours available. It is recommended that
EPS be utilized in arriving at estimates for SJOs for PMI and Grounds

Maintenance. Also, PMI is currently being incorrectly charged to a Marine

Corps cost account (M1/7810) rather than the Navy PMI cost account (P1/9280).
|
|
|
|
\
|
|
\
|
|

Guidelines for writing and classifying SJOs are included as Attachment F-5.

4, Engineered Performance Standards (EPS)

EPS is not currently being used by FMD personnel; however, large specific
work is estimated using Unit Price Standards (UPS) which are accurate to
+ 25%. Also, shop labor hours are reviewed periodically by the Foremen and

Engineering Technician using personal experience as a standard. Approximately
75% of the FMD workforce is working from SJOs and E/S calls. This type of
work must be closely controlled or the work authorizations can become "blank
checks.” It is recommended that the P&E proposed for FMD use EPS for
standings and specifics. The work receptionist can be trained to use EPS for
service work. The FEJE module of the microcomputer BEST system will aid in
EPS application. A discussion of the importance of estimating as a management

tool to help uncover problem areas is included as Attachment F-6.

5. Shop Load Plan
Shop loading is scheduled informally among the Head, Facilities Management ‘

Department (HFMD), Hospital Engineering Technician (HET) and Maintenance

Foreman (MF). As specific work is written by the HET, a copy is provided to
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the shop foreman so material, if needed, may be ordered. Once the job has
been written and any required material received, the HFMD and HET decide where
on the prioritized list a job will.be placed. A scheduling meeting is held
between the HFMD, HET and MF every week or two depending on how fast jobs are
being completed. Based on the MF's knowledge of available labor hours for the
next couple of weeks, he will indicate what jobs on the prioritized list can

be handled.

6. Minor and Specific Work Analysis

A review of 44 specific jdb orders completed from 1983 thru 1986 was
conducted and Attachment F-7 provides a list of the job orders sémpled. All
reviewed job orders appeared to be correctly charged to SFC M-1l. None of the
sampled job orders had job phase calculation sheets attached indicating they
had not been EPS estimated. NAVHOSP Camp Lejeune is encouraged to apply EPS
standards to all specific work. A large percentage of the sample appeared to
be work generated from the Control Inspection program. However, the goal is

65% and NAVHOSP should place less emphasis on customer work requests.

7. Appraisal

Appraisal is a key element of maintenance management. Two of the most
important management reports are the Tab A (Maintenance/ Utilities Labor
Control Report) and Tab B (Completed Job Orders). These reports are essential
if maintenance management is to be effective. Only with these reports can
performance and planning be appraised and corrective action taken. Detailed

information for their use is contained in NAVFAC MO-321, Chapter 10. During
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the last four years, neither of these reports have been available to NAVHOSP
Camp Lejeune and consequently, effectiveness cannot be evaluated. An

alternative is a manual comparison of actual labor hours to estimated hours
and this can be performed, to a degree, by the Planner-Estimator recommend ed

for FMD.

8. Automation of Public Works Maintenance

To date, the Base Engineering Support Technical (BEST) system has been
installed at most medium to large PWD's utilizing mini computers. By the
third quarter of FY-87, BEST software will be available to small PWD's for use
on micro computers. This software will include modules for Emergency/Service
(E/S), Facilities Engineering Job Estimating (FEJE) and Work Imput Control
(WIC). Once the PWD has procured an IBM compatible computer, the software,
installation and on-site training will be available from LANTNAVFACENGCOM.
NAVHOSP FMD currently has a Zenith 248 on order which can be used with the
BEST software. It is recommended that FMD be given one of the first computers
to arrive at NAVHOSP Camp Lejeune so they can take full advantage of available
training and software. Additional information on the system is included as

Attachments F-8 and F-9.
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III. FINDINGS AND COMMENTS

G. UTILITIES MANAGEMENT

1. The objective of utilities management is to generate/purchase and
distribute utilities in the most economical manner. The review of the

Naval Hospital, Camp Lejeune utilities management was performed to assist the
activity in improving its procedures and overall program. Areas considered in

this review included cost reporting and facility condition assessment.

2. The Utilities Cost Analysis System is composed of a quarterly Utilities
Feeder Data Report (NC 2126) and the Utilities Cost Analysis Report

(NC 2127 UCAR). The quarterly Utilities Feeder Data Report is prepared by

the Facilities Management Department (FMD) and submitted to the Comptroller.
The report provides quantitative data for consumption and fuel cost for the
activity. This data is applicable to a microcomputer spreadsheet, such as
SuperCalc. With computerization of this report, there would be a reduction of
processing time. A microcomputer for FMD is presently on order. Depending on
the delivery schedule of the microcomputer, application of the microcomputer
version of the Base Engineering Support, Technical (BEST) Utilities Module to
the Feeder Report would be advantageous to FMD. This version for small Public
Works Departments will be available in FY-88. Presently, the Mechanical
Engineering Technician of FMD, who is responsible for the Feeder Report, is
receiving training in a LANTNAVFACENGCOM-sponsored course that covers
preparation aspects of the Feeder Data Report, UCAR, and Defense Energy
Information System Report (DEIS II). The data from the Feeder Report is used

in the monthly DEIS II and the UCAR. The upper portion of the Feeder Data







Report corresponds to the upper portion of the UCAR. Because of the
Integrated Disbursing and Accounting System, the Comptroller Department
transferred (as of 1 October 1984) its accounting functions, including
preparation of the UCAR to NSC Charleston, South Carolina, the Authorized
Accounting Activity for NAVHOSP Camp Lejeune. Through computer terminals,

Comptroller Department personnel submit the necessary cost information

directly to NSC Charleston. From this cost information and the Feeder Data
Report information, NSC Charleston prepares the UCAR. Review of the available
FY-86 UCARs, first and third quarters, revealed documents with apparent
discrepancies, thus limiting the usefulness of the UCAR as a management tool
for checks and balances. The fourth quarter and annual FY-86 UCARs were not
available. From the UCAR, the managers of NAVHOSP Camp Lejeune can assess the
activity's complete utility systems from many aspects, including actual
operation and maintenance costs. This report can also provide management with

accurate and timely information necessary to permit efficient handling of

problems arising during normal operations, such as:

a. The determination that operations are proceeding according to plan

within budget parameters.

b. The early indication of problem areas and the suggestion of

opportunities for improvements.

c. Preparation of engineering studies and economic analysis to evaluate

current operations and develop future plans.
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d. The evaluation of operating performances and monitoring of energy

conservation.

The Facilities Management Department needs the UCAR on a timely basis for
management purposes. NAVHOSP Camp Lejeune needs to contact NSC Charleston,
South Carolina, to determine and resolve any problem areas hindering a timely

and accurate submittal of the UCARs to the activity.

3. Because the NAVHOSP Camp Lejeune is a separate Command, the utilities
systems on site belong to the activity and not to the Marine Corps Base
(MARCORB), Camp Lejeune. Attachment G-1 lists the utilities systems external
to the hospital on NAVHOSP plant accounts. Under the Host-Tenant Agreement,
the NAVHOSP Camp Lejeune purchases electricity, water, sewage and gas from the
MARCORB Camp Lejeune at reimbursable rates. Maintenance of the utilities
system is on an informal reimbursable basis with the MARCORB Camp Lejeune.
The Host-Tenant Agreement needs to specify the payment procedure for
maintenance work to the utilities systems. As of 30 September 1986, the
NAVHOSP Camp Lejeune complex consisted of 581,000 square feet of building
area. The main building of the complex is the hospital with an area of
424,000 square feet. Two 1981 model Cleaver Brooks Boilers, each with a
14,645,000 BTU/hour capacity, supply steam to the main hospital. Each boiler
has individual meters that measure the residual fuel consumption and the

make-up
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water added to the boiler to compensate for any condensate loss.

The boilers are annually inspected by the Base Maintenance Office,

MARCORB Camp Lejeune. There are approximately 62 steam traps in the steam
distribution system. Thé MARCORB Camp Lejuene delivers 12.47 KV power

to NAVHOSP Camp Lejeune. In case of a power outage, there are three

1125 KVA/900 KW emergency diesel generators available to meet the demands.
These generators are checked monthly under load conditions. The potable
water distribution system feeds the NAVHOSP Camp Lejeune through two
10-inch and one 8-inch mains. The usage for the hospital is metered. The
NAVHOSP Camp Lejeune owns the sewer pump station into which the gravity
feed lines terminate. There is a grinder and various pump equipment in the
pump station that MARCORB Camp Le jeune Public Works personnel maintain.

A 10-inch force main from the sewer pump station feeds the main

MARCORB Camp Lejeune collection lines. Sewage charges are based on

70 percent of water charges according to the Host-Tenant Agreement.
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IITI. FINDINGS AND COMMENTS

H. ENERGY MANAGEMENT

1. Guidance for the Command Energy Conservation Program is provided by

Attachment H-1, NAVHOSPCLNCINST 4100.1 of 15 July 1986, as follows:

a. The Head, Facilities Management Department, is the designated Energy

Conservation/Resource Manager.
b. Minimum annual energy reduction goals are established.

c¢. The Energy Conservation and Resource Management Committee (ECRMC) will

meet at least quarterly to develop and recommend ways of reducing energy

conservation.

The new energy reduction goal for FY-95‘is a 12 percent reduction in MBTU/KSF
using FY-85 as the baseline. Attachment H-2 shows the energy reduction
progress of +3.87 percent compared with a -1.2 reduction goal as of

30 September 1986. OPNAVINST 4100.5C Energy Management states energy

conservation goals for the activities.
2. A Facility Energy Plan (FEP), Attachment H-3, was conducted in

February 1986 by Atlantic Division, Naval Facilities Engineering Command.

Because the NAVHOSP Camp Lejeune was built in 1982 many energy comservation
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systems were included in its design to reduce energy consumption. This factor
has limited potential energy conservation recommendations. The FMD is
presently considering the recommendation of installing a photocell to control
loading dock lighting. Activities are allowed to submit up to eight
variables, other than weather, which affect energy consumption to justify the
present energy level for the EAR report. Variables, such as hospital

administrative and patient loading, need to be submitted to NAVFACENGCOM for

approval.

3. A Johnson Controls Energy Monitoring and Control System (EMCS) controls
energy usage in the Hospital by monitoring and regulating two 450-ton
chillers, one 200-ton chiller, the boilers and various other equipment. It
has load shedding capabilities for lighting and various equipment, such as
pumps. Presently, the sensors for fuel consumption on the boilers for the
EMCS are inoperative. Therefore the reported BTU output of the boilers is
derived from the conversion calculations of the fuel consumption meter
readings. Some equipment is not on the EMCS system. All equipment needs to
be evaluated for placement on the EMCS system to conserve and monitor energy

usage.

4. The EMCS is under contract to Planned Systems International,
Incorporated. Charges for the entire contract are presently allocated under
N1 cost accounts. Closer inspection of the contract areas reveals that M1l

cost accounts are also appropriate, as shown in Attachment H-4. The cost

accounts should reflect the appropriate charges for this contract.
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5. NAVHOSP Camp Lejeune submitted an Engineering Service Request (ESR) to
LANTNAVFACENGCOM to determine the feasibility of installing a smaller boiler
to provide steam during the summer months to decrease energy consumption.
Because the summer load is very low, the present operation of one of the
Cleaver Brooks boilers is very inefficient and subsequently wastes energy.
The Facilities Management Department is pursuing LANTNAVFACENGCOM's
recommendation, per the ESR, to install a 100 horsepower boiler for summer
use. A Special Project, C1-87, was submitted and approved. It is now in the

design stages.

6. A Steam Trap Management Program is an important area of emergy
conservation. The activities surveyed by LANTNAVFACENGCOM revealed on the
average, 25 percent of all steam traps inoperative. Therefore, energy could
be conserved if all steam traps were replaced on a five-year cycle, 20 percent
per year. NAVHOSP Camp Lejeune has established a Steam Trap Management
Program. Each of the 62 steam traps is inspected annually and replaced as

necessary, thereby conserving energy.
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III. FINDINGS AND COMMENTS

I. ENVIRONMENTAL

The Facilities Management Department received the responsibilities for
Hazardous Waste Management in July 1986. Establishment of a Hazardous Waste
Management Plan is in the initial stages. Since the NAVHOSP Camp Lejeune is a
small producer of hazardous waste, less than 1000 kilograms per month, the
activity guidelines will follow the NEESA 20.2 - 029A, Volume 3, Sample
Hazardous Waste Management Plans, as provided by LANTNAVFACENGCOM. When there
is hazardous waste, the NAVHOSP Camp Lejeune, Supply Officer, requests
disposal through FMD. After receipt of the hazardous waste by FMD, the
MARCORB Camp Lejeune is appropriately notified for pickup and disposal.
Disposal of biological hazardous wastes is accomplished by incineration. The
Infectious Waste Officer has the biological wastes packaged and delivered to
the NAVHOSP Camp Lejeune incinerator. From that point, FMD is responsible for
incinerating the waste. In April 1986, the North Carolina Environmental
Protection Agency recertified the incinerator for disposal of biological

hazardous waste.
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III. FINDINGS AND COMMENTS

L. TRANSPORTAITON

1. A review of the Transportation Operations and Maintenance function at
NAVHOSP was not performed as part of this FEAT visit. CHESNAVFACENGCOM
(Transportation Equipment Management Center for NAVHOSP) has been contacted
and a TEMC visit has been tentatively scheduled for the May/June 1987

timeframe. Further coordination efforts should be done by CHESNAVFACENGCOM.
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A-4

IV. SUMMARY OF SUGGESTED ACTIONS

Coordinate AIS reporting with Marine Corps Base, Camp Lejeune to minimize

duplicate reporting of facility deficiencies.

Utilize Attachment A-4 to determine which facilities have a high FCI for

the purpose of concentrating funding for correction of deficiencies.

Increase emphasis on Electrical Control Inspections by establishing a new

electrical P&E position.

Utilize Attachment A-5 for documenting deficiencies found during Control

Inspections.

Provide facility inspection coverage data on all AIS submissions.

Verify PMI labor hour estimates using EPS and review estimates on a

periodic basis.
NAVMEDCOMMIDLANTREG should review NAVHOSP Minor Construction funding and
reduce it to a level that is more appropriate for NAVHOSP size and

" "
newness.

Renegotiate ISSA with Marine Corps Base to fedefine maintenance funding

responsibility for BEQs, BOQ and ARS.
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F-1

NAVMEDCOMMIDLANTREG should transfer RPMA funds among the various
subfunctional categories as discussed in Section III-B in order to

properly reflect RPMA spending.

After transferring funds as appropriate, NAVMEDCOMMIDLANTREG should
reevaluate maintenance and repair funding compared with unconstrained
requirements and increase subfunctional category FAl funds if deemed

necessary.
NAVHOSP should take action required to implement the recommended
organization and staffing shown in Attachment C-2, placing high priority

on establishing a new P&E position.

Reevaluate the need for the Chief position in the Transportation Shop and

consider replacement with a lower paid position.

Adopt recommendations discussed in Section III-D, paragraph 4 prior to

submission of future Special Projects.

No action.

Revise NAVHOSP instruction for requesting work to designate specific

maintenance representatives responsible for calling in service work.

Utilize corrent Labor Class Codes to designate emergency calls and

service calls.
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F-4

el

FMD shop personnel should record time spent on E/S calls in tenths of an

hour.

Use EPS to estimate SJOs, particularly Grounds Maintenance and PMI.

Utilize EPS and perform variance analysis to the maximum extent practical
until the P&E is on-board. Primary functions of this position include

full-time estimating, variance analysis and material control.

NAVHOSP FMD should increase percentage of specific jobs originating from

Control Inspections.

NAVHOSP management personnel should place a high priority on timely
placement of a Zenith 248 microcomputer, currently on order, in FMD.
Software for an automated Work Control system has been developed and

tested and is available for the Zenith.

Request timely submittal of finalized quarterly and annual Utilities Cost
Analysis Reports from the Authorized Accounting Activity, NSC Charleston,

South Carolina, to the Facilities Management Department for use in the

Utilities Management Program of NAVHOSP Camp Lejeune.

Revise Host-Tenant Agreement to reflect maintenance of NAVHOSP Camp
Lejeune utility distribution systems by MARCORB Camp Lejeune Public Works

personnel on a reimbursable basis.
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Correct any deficiencies in the Energy Monitoring and Control System
(EMCS) for existing equipment, i.e., fuel oil sensor to the boilers.

Review existing and future equipment for integration into the EMCS.

Determine and submit factors, such as administrative and patient loading,

to justify present energy usage for the activity.

Reevaluate the charges of the EMCS contract and distribute the cost to

the proper accounts proportioned at 66 percent N1 and 34 percent Ml.

No action.

No action.

No action.

No action.
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OPNAVINST 11010.23D CHGE - 2
July 1978

PROGRAM OBJECTIVES
FOR THE MAINTENANCE AND REPAIR OF REAL PRC-ZRTY

This enclosure presents program objectives for the period 7Y 79-83 as approved
by the CNO. They were derived in OPNAV from zssessments c¢> the condition of
Navy facilities and the potential of that condition for ic:act on readiness.
Major claimants are invited to comment on these objectives at any time.
Claimants will be asked to discuss the objectives and pror:se revisions as
appropriate during the meeting of the Shore Fzcilities Prc:ramcing Board.

IC 01 Aviation Operational Facilities

O&MN - Increased emphasis should be placed on airfield pavzment repairs to
assure full availability under mobilization, caximum feasi>le flight safety
conditions and substantial freedom from foreign object darmzge. Marginal
conditions existing today would cause structural failure cr unacceptable
hazard to equipment and missions under wartime tempo.

NIF - Airfield pavement deficiencies at RDT&E facilities zre outstripping the
EEEécity of the individual activities to accrue NIF funds :zo initiate
repairs. Major emphasis should be placed in this category to prevent mission
impact on major aircraft and systems tests program.

IC 02 Communications Operational Facilities

No special emphasis required.

IC 03 Waterfront Operational Facilities

O&MN - A major increase in emphasis on repair of waterfron: facilities is
necessary. The potential for increased deterioration wher small repairs are
not accomplished on a timely basis must be recognized. Although many repairs
are very costly the long term importance to readiness indicates that Navy
waterfront facilities be upgraded. Properly maintained flzet moorings have a
significant impact on fleet readiness and flexibility. Dradging requirements
are especially critical, and advanced planning is now mancztory in order to
accommodate the delays that may occur in the environment rsview process.

NIF - Serious deficiencies in this category will have impz:t on available
berthing for industrial use and ammunition lozding at shirrards and weapons
stations. The problems are particularly sensitive at wea:;:ns stations with
underutilized capacity. Special emphasis should be placec in this category to
prevent deficiencies from deteriorating to a level which w1l nake repairs
from accrual impossible.

IC 04 Other Operational Facilities

No special emphasic required.
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PROGRAM OBJECTIVZI:
FOR THE MAINTENANCE AND REPAZR .- REAL PROPZRTY
(CONT'D) :

IC 05 Training Facilities

0&X - Place sufficient emphasis on repair to :z-aining facilities to ensure
that accelerated economic deterioration does nc:I occur.

NIF - No special emphasis required.

IC 06 Aviation Maintenance and Production Facilities

No special emphasis required.

IC 07 Shipyard Maintenance and Production Facilities

No special emphasis required.

IC 08 Other Maintenance and Production Faciliti:zs

O&MN - No special emphasis required.

NIF - Significant backlog exists due to age of Zacilities and previous
deferral of maintenance. Problem is most prevezient at PWC's and some ordnance
facilities. Level of backlog has impact on the ability of actitivies to
perform assigned mission. Sufficient emphasis should be placed to reduce
backlog to a manageable level.

IC 09 RDT&E Facilities

No special emphasis required.

IC 10 POL Supply and Storage Facilities

O&MN - Increased emphasis is necessary to assurs full availability during
contingencies or mobilizaiton.

NIF - No special emphasis required.

IC 11 Ammunition Supply and Storage Facilities

No special emphasis required.

IC 12 Other Supply and Storage

O&MN - Increased emphasis desirable with specizl emphasis on roof conditionms.
NIF - No special emphasis required.

IC 13 Medical Facilities

0&MN - Place increased emphasis on routine mzi-:enance funding levels in order
to prevent accelerated deterioration of facili::es.

NIF - No special emphasis required.






PROGRAM OBJECTIVZS

FOR THE MAINTENANCE AKD REPAIR OF REAL PROPEZRTY
(CONT'D)

IC 14 Administrative Facilities

No special emphasis required.

IC 15 Troop Housing and Messing Facilities

O0&MN - Increased emphasis is required to provide clear evidence of Navy's
commitment to improving the livability of bachelor housing and messing
facilities. These conditions directly affect morale and performance.
Effective use of O&MN funds for maintenance znc¢ repair can significantly
enhance living conditions, even in those cases where new construction through
MILCON may ultimately be required.

NIF - No special emphasis required.

IC 16 Other Personnel Support Facilities

O&MN - Special emphasis required in locations where such facilities are of
particular. importance to the maintenance of a wholesome environment and to
morale. The importance of the condition of chapels and religious education
facilities on the effectiveness of Navy religious programs must be recognized.

NIF - No special emphasis required.

IC 17 Utilities

O&MN - Major emphasis is required throughout the shore establishment with
particular concern for support of fleet units, production facilities and naval

communications and for strengthening Navy's energy conservaion initiatives.

NIF - Severe problems exist in all areas of utilities at all NIF locations
which have potential for serious mission impact. The problem is so severe
that the backlog total for NIF activities in this IC is the highest of all ICs
for all fund sources. Problems are due to age, climatic deterioation, over
usage, and past failure to accure sufficient resources. Many systems are so
deteriorated that complete replacements through the MCON funding route are the
only possible solution. Major emphasis should be placed in this category to
prevent serious mission degradation throughout the NIF establishment.

IC 18 Real Estate and Ground Structures

O&MN - Place increased emphasis in order to eliminate accelerated deterication
of roads and railroad tracks.

NIF - No special emphasis required.






FACILITY CONDITION INDEX
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