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ABSTRACT

The nine-month internship was accomplished as a first-line supervisor .
in a major Federal Government engineering research and development labora-
tory. The objectives of the internship were to develop and improve skills
in the management of technical work groups, project development, technol-
ogy transfer, and professional development.

A number of observations and recommendations for improved management
operations at the internship facility occurred during the internship.
Formal financial management training should be provided to all technical
personnel dealing with the management of resources that result in fund
expenditures. Periodic reviews by top level management of communication
channels are essential to insure that all technical personnel get the in-
formation needed to function effectively. Preparation by management for
labor-management consultations should be extensive and carefully coordi-
nated to expedite problem solutions. The effectiveness of Equal Employ-
ment Opportunity (EEO) activities and programs and their financial impact
on the organization should be periodically reviewed, evaluated, and modi-
fied to achieve a proper cost-benefit balance. Project managers should
put considerable effort into providing work justifications and project
need requirements to higher levels of management. All management deci-
sions involving resclution of work problems should be expeditiously made
and implemented. Technology transfer through industrial education should
be designed to also benefit the instructor by real-world feedbgck from
the students. Professional development through participation in technical,
scientific, and professional meetings is essential for the technical staff

of a Government research facility. The development of technical managers
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should be accomplished through formal education in financial and manage-
ment areas outside those associated with the development of technical
skills and expertise. On-the-job training to accomplish this is not

wholly satisfactory.



CHAPTER 1

INTRODUCTION

1.1 GENERAL BACKGROUND

My internship was served as the Chief, Materials Properties Branch
(MPB), Engineering Mechanics Division (EMD), Structures Laboratory (SL),
U. S. Army Engineer Waterways Experiment Station (WES), Vicksburg,
Mississippi. The WES laboratory complex is the principal research, test-
ing, and development facility of the U. S. Army Corps of Engineers. Its
mission is to conceive, plan, and execute engineering investigations, and
research and development studies, in support of the civil and military
missions of the Chief of Engineers and other Federal agencies, through the
operation of a complex of laboratories in the broad fields of hydraulics,
soil and rock mechanics, concrete, expedient construction, nuclear and
conventional weapons effects, nuclear and chemical explosives excavation,
vehicle mobility, envirommental relationships, engineering geology, pave-
ments, protective structures, aquatic plants, water quality, and dredged
material. On a reimbursable basis, the Waterways Experiment Station per-
forms, on an extensive world-wide and national scope, basic and applied
research in these and related fields, develops methods and techniques,
tests materials and equipment, and provides consulting services in its
specialized fields of competence. At the completion of the internship
period, the WES personnel strength consisted of 1501 civilian and 17 mili-
tary (12 officers and 5 enlisted personnel). The civilian staff included
287 engineers, 194 scientists, and 335 technicians. The Structures Labora-
tory had 171 employees.

My introduction to the field of engineering began while attending

a technical high school. During this time I had part-time and summer jobs




as a draftsman doing structural steel detailing, concrete formwork de-
sign, and primary road (highway) drafting. Upon completing high school
I attended the University of Illinois at Urbana graduating in 1961 with
a B.S. degree in Civil Engineering and went to work for the Cook County,
Illinois (Chicago area) highway department as an expressway designer.
After 13 months employment, I was conscripted into the Armed Forces and
after basic training was assigned to the Concrete Laboratory of WES in
April 1962 under the Army's Engineering and Scientific Program for Enlisted
Personnel to function as an Assistant Civil Engineer. Upon completion of
my military obligation in February 1964, I was given a job as a GS-9 Civil
Engineer in that laboratory and continued the same responsibilities and
project work that I had as a military engineer. In the time period from
1964 to the start of the internship program, I was assigned at different
times to the General Investigation Section, Grouting Section, Structures
Section, and the Materials Properties Section of the Concrete Laboratory.
The latter became a Branch and during that progression, I advanced to the
job grade of GS-13 receiving that pay grade in 1972 when I became chief of
the Materials Properties Branch (MPB). Also during that time period I
earned graduate course work credit from Mississippi State University through
the WES graduate center and completed a M.S. degree in Theoretical and Ap-
plied Mechanics in 1969 from the University of Illinois at Urbana as a
full-time student under the Corps of Engineers Advanced Study Program for
Scientists aﬁd Engineers. My participation in the Doctor of Engineering
Program at TAMU is being sponsored under the same program and began with
the 1977 Fall semester with the internship beginning with the 1978 Fall
semester.

A copy of the official duties of my assignment as Chief, MPB, is pre-

sented in Appendix A. These duties require that I function as both a



supervisor and a part-time project manager in the field of engineering
materials and concrete construction.
1.2 OBJECTIVES OF INTERNSHIP N

The principal objectives of the-internship assignment were: (1) to
develop the managerial skills necessary to function more effectively in
my present position as well as in management éreas of greater responsibil-
ity; (2) to develop and successfully complete technical research programs
and aid in the solution of immediate technical problems; (3) to transfer
my technical expertise to practicing engineers and inspectors through lec-
tures at various training schools conducted at WES; and (4) to particpate
in national and international technical organization meetings and seminars
for the purpose of maintaining the leading edge in technical expertise.
A copy of my internship objectives as approved in November 1978 is pre-
sented in Appendix B.
1.3 DETAILS OF POSITION

Functional organization of the WES at the start of the intermnship
period is presented in Appendix C. Four engineering laboratories, the
Hydraulics, Geotechnical, Structures, and Environmental Laboratories, have
vested responsibility for accomplishment of the overall mission in their
respective fields of endeavor. Other elements provide essential techni-
cal support in instrumentation, electronic computation and data processing,
special library services, technical report preparation and publication,
etc., and perform additional work for the Corps within their capabilities.
The Engineering and Construction Services Division provides utilities
and light and heavy construction support, plus mechanical shops facilities.

The functional organization is completed by the presence of all nor-

mal administrative services. This concept provides for operational
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flexibility and most effective use of staff capabilities and, by centrali-
zation of common-use support facilities, avoids costly duplications of
equipment and personnel.

The organization of the Structures Laboratory, the Engineering Me-
chanics Division, and the Materials Properties Branch (MPB) are also pre-
sented in Appendix C. The MPB is shown as having three engineers and two
technicians plus myself as supervisor. During the internship period, a
GS-7 civil engineer and a GS-3 engineering aid were added to this group.
As the Chief of the MPB, I worked under the direct supervision of John M.
Scanlon, Chief of the EMD. Mr. Scanlon was also the Industrial Advisor
for this intermship.

As the Chief of the MPB, I was responsible for all activities of the
Branch including the performance of research, analytical, and testing work,
plus all administrative functions necessar? for operation of the Branch,
to include financial management, recruitment and staffing, discipline, and
employee performance ratings. The specific requirements of the job are
shown in Appendix A. Unlike many internships which invoive the beginning
of a new job, this internship was the return to a previously occupied posi-
tion but with expanded duties and responsibilities. The major portion of
this internship report will deal with these additional items which were
new to me and which were meant to contribute to my professional and mana-
gerial development.

From a £echnical standpoint, the staff members of the MPB perform
two functions: (1) they do routine testing of engineering materials in
accordance with prescribed procedures in order to develop engineering
data and information needed for quality control and acceptance or to sup-
port research programs; and (2) they perform evaluations and research in-

volving the use of new materials to solve old engineering problems and the



use of both new and old materials to solve new engineering problems. The
first item is done principally by the technician staff with guidance and
direction provided by the engineering staff. In these matters, the Chief,
MPB, is the initial point of contact for this work who then assigns and
schedules work, provides guidance during the evaluations, manages the
costs associated with the work, and reviews all results. The second item
is principally done by the engineering staff under the general supervision
of the Chief, MPB. The Chief is responsible for identifying potential re-
search areas, problems, and sponsors, then pursuing the leads through per-
sonal contacts and research proposals to finally arrive at obtaining
funded research. He is assisted by the senior members of the Branch in
these efforts. Once this work is obtained, it is assigned to various en-
gineers for completion with the Chief providing guidance and direction
commensurate with the experience and ability of the staff member assigned
the work. The Chief reviews all technical work and reports for techmnical

accuracy and competence.



CHAPTER 2

FINANCIAL MANAGEMENT

2.1 BACKGROUND

No appropriation is made in the Federal Government for the operation
of the Waterways Experiment Station even though it is considered a Federal
laboratory. Consequently, it serves the Corps of Engineers on a reimburs-
able basis, with the sponsoring offices of all work done at the laboratory
paying all costs of the work involved. 1Its capabilities are available
on the same basis to other Federal and Defense agencies and, when certdin
specified cénditions are met, can be used by State agencies, foreign govern-
ments, and private concerns. Much of the work done at WES is obtained be-
cause of its unique research capabilities established over a 50-year period
and its excellent reputation in the engineering community. In other in-
stances, work must be actively pursued through the preparation for and sub-
mittal of proposals to prospective sponsors, often in a competitive
atmosphere.

As Chief of the Materials Properties Branch, I was responsible for
insuring that sufficient funds were available to meet all of the expenses
of that Branch with respect to salaries, travel, supplies, and overhead.
Since first becoming a WES supervisor in 1972, I received no formal train-
ing in financial management. To my knowledge, no WES supervisor receives
such training at my pay grade and position. The knowledge of how to meet
and manage the financial responsibilities of the job are learned on the
job by trial and error and the reading of routine memoranda and regula-
tions. In order to become more proficient in the management of funds
within the government structure, one of the goals of the internship was
to make a detailed review of financial management scheme at WES and relate

that knowledge to the operation of my Branch.



The internship period began with only a month or so remaining in
Fiscal Year 1978 and ended two-thirds of the way through Fiscal Year 1979.
This was very beneficial in the planning of budgets for inclusion in the
Internship Report but did not allow for a complete analysis of the budget
year. The remainder of this chapter deals with my review and understand-
ing of the WES financial system and its application to my Branch.

2.2 OBJECTIVE

As I had never received any formal training as a supervisor in finan-
cial management at WES, the objective of this portion of the internship
was to require an in-depth review of the methods, procedures, policies,
and regulations associated with financial management at WES and its rela-
tionship to the Corps of Engineers and the Federal Government.

2.3 ADMINISTRATIVE CONTROL OF FUNDS

The Commander and Director of WES is reponsible for administrative
control of WES funds and has delegated such control to the Chief of the
Resource Management Office (RMO). This control has been further redele-
gated to the Chiefs of the Laboratories and Separate Staff Elements. The
Chief of the Structures Laboratory has further delegated this responsibil-
ity to the Division, Branch, or Group Chiefs, and all individuals having
project or program manager responsibilities. This last assignment of re-
sponsibilities included my position during the internship period.

As Chief of the Materials Properties Branch, I was responsible for
management and control of all funds allotted or otherwise made available
and approved for the operation of the Branch. '"Funds allotted" means
those funds for which actual advices of allotment or suballotment have
been received irrespective of source. 'Funds otherwise made.available”

means funds furnished by the various funding media provided for financing
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intragovernmental transactions. These include Intra-Army Orders for Reim-
bursable Services (DA Form 2544), Advice of Obligation Authority (DA
Form 3971), Military Interdepartmental.Purchase Requests (DD Form 448),
Project Orders, citation of funds, and others.

All personnel involved in the authorization or incurrence of obliga-
tions or expenditures of appropriated funds, both civil and military, are
required to familiarize themselves with the provisions of Section 3679,

Revised Statutes (31 USC 665), as implemented by references contained in

WES Station Regulation No. 37-1-16, Administrative Control of Funds, dated

28 Dec 1978. I completed this familiarization during the second half of
the internship. What, in essence, the statutes and regulations say is
that no obligations will be created or otherwise incurred which are in ex-
cess of funds allotted or otherwise made available at the installation
level where accounts are maintained, or, more specifically, at WES. They
further state that any officer or employee found to be in violation will
be subject to appropriate administrative disciplinary action for inadver-

tent violations or the penal provisions of Section 3679, Revised Statutes

(31 USC 665) for willful violations. In order to carry out the provision
of the statutes, the Commander and Director of WES is responsible for re-
porting all violations, even though inadvertent, to the Comptroller of
the Army and to take correction action to preclude recurrence of the
problem.

For the purposes of control of costs all supervisory personnel are
required to rigidly adhere to the principles of cost control in administer-
ing work for which they are responsible. To accomplish this, the costs

of operations should be constantly scrutinized for the purpose of



a. holding costs to the lowest possible level,

b. keeping costs within established estimates or available funds,
and .

c. where circumstances necessitate exceeding the original estimate,
requesting additional authority or funds in sufficient time to prevent
cost overruns.

2.4 MANAGEMENT OF FUNDS

To accomplish the responsibilities associated with the administrative
control of funds, the manager must have access to status repor#s on funds/
limitations utilizations, contractual obligations, and fund availability
certification. The principal tool for accomplishing this form of finan-

cial management at WES is the Management Information System (MIS). The

MIS is an integrated computerized system which provides, through a common
data base, a means of securing information pertaining to budgeting, pro-
gramming, actual progress, and management resources in a variety of pre-
sentations. The system is built around a Master File of Accounts with
the capability, through various coding devices built into the Master File
of Accounts, to access information upon demand from stored information com-
piled from daily input. The Master File of Accounts is simply an updated
computer random access disk file of all WES job numbers keyed to a coding
system which permits extraction of all input information in such a way as
to satisfy the requirements of the MIS. The capabilities of the MIS in-
clude providing weekly, biweekly, monthly, quarterly, and annual techni-
cal, manhour and fiscal progress reports tailored to the needs of each
level of management. Actual progress is compared with scheduled progress,
and provision is made for reporting on the above items on an exception or

actual basis.
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The basic information on the MIS capabilities and procedures for
entering, correcting, and modifying the Master File of Accounts for the
MIS as well as information on the computer print-outs available and re-
mote access procedures are contaiﬁed'in WES Station Regulation No. 18-1-1,

Army Automation; WES Management Information System; Policy, Objectives,

Procedures, and Responsibilities. The actions taken to enter, correct,

and modify the Master File of Accounts on behalf of my Branch are done by
the staff of the Management Support Group of the Structures Laboratory at
the request of myself and the other professional people in the Branch.
Every hour of every working day of each employee must be accounted
for in some manner. If an employee is on some form of leave, this must
be identified. If an employee is working on specific projects or involved
in general administrative matters, appropriate charges for the cost of
that employee's labor must be made against some approved funding authoriza-
tion. This is done on daily basis on a Daily Labor Report (ENG Form 1A)
by listing the employee and the actual time of the employee allocated
against various job numbers. These job numbers are described in Section
2.5.1. The information from these labor reports is entered into-the.
Master File of Accounts from which it may be extracted in a variety of
forms. The MIS will provide 39 different computer print-outs on a regular
basis. Some of these are very specialized for particular organizational
elements or levels of management. Of specific interest to a manager at

my level are MIS Report 10, Detail Cost Listing, and Report 12, Subfea-

ture Cost Status Report. The Detail Cost Listing is available weekly and

contains a descriptive listing of base cost, burdens, and total cost for
each cost transaction plus all commitment and unliquidated obligations.

The descriptive nature of the listing includes dates incurred, manhours,
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expended, daily labor report, organization element, identification

codes, and base salaries. It also gives the balance of funding remain-
ing in each subfeature providing a transaction of any type occurred in
that subfeature during the reporting‘period. The total balance in the

feature account is also given. The Subfeature Cost Status Report is

available twice monthly and provides a listing of each subfeature with
scheduled cost, cost-to-date, cost this month, committed, unliquidated
obligations balance, with subtotals by feature. Using these two reports,
a first-time manager can rapidly be apprised of the funding balances for
all or part of any job and also determine how the money is being spent.
Comparing this to the rate at which ;ork is actually progressing allows
the manager to adjust resources or take other appropriate actions to en-
sure timely completion of all work.

The effective use of the MIS computer print-outs for managing funds
is often constrained by the delays associated with inputting to the Mas-
ter File of Accounts, correcting any errors in the input information, and
printing out the reports and distributing them. Delays of ten days to
two weeks are common. There appears to be no practical way by which
this process can be speeded up. One alternative to getting information
faster is to use a WES remote computer terminal to gain access to the MIS
data base via time sharing at any time desired. Using a special MIS pro-

gram entitled Workpackage Inquiry, information on subfeature and job num-

ber fund balances can be obtained but without the detailed information
contained in the other MIS reports. In general, this information is only
a few days old but is subject to change as adjustments and corrections
are made to erroneous input data. If the manager neéds to know exactly

how much money remains on the day of his interest, the more recent
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expenditures must be added by the manager to the latest posted informa-
tion coming from the MIS.

2.5 ACCOUNTING CLASSIFICATIONS

2.5.1 Feature and Subfeature Accounts. The coding system for the

MIS Master File of Accounts described in Section 2.4 consists of identifi-
cation, by alpha-numeric characters, of job numbers composed of both fea-
ture account and subfeature account components. Each job number is dis-
tinguishable from all other job numbers carried on the MIS Master File of
Accounts. -

The feature account is a four-digit alpha-numeric number assigned by
the laboratory or staff elements having managerial responsibility assigned
on a Work Order/Completion Report (ENG Form 3013) for identification and
control purposes. In this instance, the term "managerial responsbility"
includes both technical and administrative management. Each number iden-
tifies the work/job order, and the responsible organizational element,
and also indicates the numerical sequence of the work unit for finance and

accounting purposes. The feature account system for the Structures Labora-

tory is as follows:

Feature Account Number Type of Order

5001 through S999 Work Orders

SAQl through SA99 Proposed Work

SBO1 through SBE99, Reimbursable Job Orders
SEOl through SZ99

SCO1 through SC99 Deferred Job Orders
SD60 . Departmental

Variations of this system exist for other WES organizational elements and
are described in Appendix F of Station Regulation No. 18-1-1.

The subfeature account is a six-character alpha-numeric number used
in conjunction with and following immediately after the four-digit feature

number in a job number. This is the lowest subdivision of a feature job
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account for the recording, planning, and progress monitoring of a finite
element of work necessary for efficient management of the total work unit.
Its purpose is to identify the cost applicable to various subdivisions of
a work unit, to control charges to the work unit and its subdivisions, and
to provide historical data for estimating the cost of future similar work.
In this system subfeature numbers can also be used to identify the dollar
value and manhours of effort to be contributed by each major WES organiza-
tional element to the completion of the toﬁal work unit or project. The
subfeatures are also used to reduce the technical plan for accomplishment
of a work unit to its most significant subdivisions and to provide informa-
tion as to the actual cost on those same subdivisions on a work package
(milestone) basis.

The subfeature system provides current information by fiscal year as
to the work load of each major WES organizational element by indicéting
the time frame and dollar value of the work

a. for which the element has managerial responsibility.

b. each element will perform in-WES and the dollar value of the work
to be performed by contract and others.

¢. for which an organizational element has managerial responsibil-
ity that will be performed by each other major WES element.

d. that each major organizational element is assigned by each other
element.

It also indicates the actual fiscal and technical progress (on a subfea-
ture and milestone basis) being made in accomplishing the work unit. The
above information is accumulated on a quarterly scheduled basis with
weekly, semimonthly, and monthly progress reports on the actual comple-

tion of the scheduled program.
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No active job can be accommodated in the system without at least one
subfeature. Work package groupings determine the necessary minimum number.
A work package is a subdivision of a work unit by laboratory or technical
program management to provide effective local technical control and super-
vision, and is technically distinguishable in scope and objective from
other scientific or technical efforts with which it may be aggregated for
financial or administrative purposes. Work packages may be further sub-
divided by the use of subfeatures to identify each significant item of ef-
fort, and the organization providing the effort, that contributes to the
accomplishment of the work package. Each principal investigator, project
engineer, or program manager is responsible for determining the number of
work packages and other subfeatures he or she deems necessary for the
project.

The principal investigator, project engineer, or program manager
must also ensure that appropriate subfeatures identifiable to the perform-
ing organizational element are established for each support element when
their support on a work package is estimated to exceed $500. Appropriate
subfeatures must also be established to accept charges for contract pro-
curement and audit when either involves four or more hours of labor or
any travel costs.

As an example of the feature and subfeature accounts, the following
job number can be used. It was in existence when the internship began
and was brought forward into FY 79. It was for a project sponsored by the
Omaha District, CE, entitled Alternate National Military Command Center

(ANMCC) Improvement Project. The job number existed as

Job Number Subfeature Title
5722.19SC31 Testing Systems
$722.195¢C41 Thermal Studies

$722.19SC3R Texas A & M Contract
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The feature account is described by S§722 where S represents the Structures
Laboratory and 722 identifies the Work Order/Completion Report (ENG Form
3013) which contains all other pertinent administrative and financial in-
formation relating to the project.

The subfeature accounts are described by the remaining six alpha-
numeric combinations following the decimal point (e.g., .195C31l). The
first space in the example, the 1--~---~ , 1s used to indicate the work pack-
age or group to which a subfeature is assigned. This job only has one
work package. A zero is never used. The second space in the example,
the -9---~, is used to indicate the fiscal year in which funds available
will be expended. In. this example, it means FY 79. The third through the
fifth spaces in the example, the --5C3-, are used to indicate the organi-
zational element assigned responsibility for accomplishing the subfeature.
The SC represents the Engineering Mechanics Division (EMD) of the Struc-
tures Laboratory. Other organizétion (office) symbols are used for other
WES elements and can be found in the WES phone book. The numeric charac-
ter 3 represents the Materials Properties Branch. In the second subfea-
ture, the numeric character 4 represents the Structures Branch of the EMD.
The other branches and divisions of the Structures Laboratory each have
their own set of identifying symbols. These three characters are impor-
tant to laboratory elements which provide a great deal of support such
as my branch. It is the method by which that portion of the branch work
load is determined. The sixth space in the example, the -—---- 1, is used
to indicate the numeric sequence of the subfeature and the fact that the
work will be performed in-WES by the responsible elément. The sixth
space is also used to designate work to be performed in report prepara-

tion and work to be performed by contract or others (non-WES) under
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the superVision or management of the responsible element. In these in-
stances various alpha characters are used such as the R for the TAMU con-
tract. The assignment of these alpha characters is described in Appen-
dix G of Station Regulation No. 18-1-1.

Each research project or testing job assigned to the Materials Prop-
erties Branch (MPB) is identified by a job number as described above.
MPB subfeatures for feature accounts belonging to other organizational
elements are usually provided for the support work done by the Branch.
The MPB also makes extensive use of Deferred Job Orders for routine mate-
rials testing and these are handled by what is commonly referred to as a
"pool account" as described in the following Section.

2.5.2 Pool Accounts. Deferred job orders or pool accounts are ac-

éounting classifications for which there is no funding authority against
which charges can be made. They never have any funds assigned to them but
will accept charges thus creating a negative balance in that classification
at all times. These charges can be transferred at any time from the pool
account and assigned to an accounting classification with authority and
funds thus causing the amount of funds in that authority to be reduced by
the amount of the transfer.

From an accountant's or auditor's standpoint, pool accounts are an
abomination as direct costs cannot be tied specifically to particular ac-
tivities. From a manager's standpoint they greatly expedite his billing
procedures and simplify the record keeping. For small job testing, the
costs using pool accounts are about one-half of what they would be by
direct billing because of the reduction in paperwork and subsequent reduc-
tion in manpower requirements.

The MPB maintained four pool accounts:
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a. Air-Entraining Admixture (AEA) Pool.

b. Waterstop Testing Pool.

c. Riprap Testing Pool.

d. Branch Account.

The AEA pool account was established to simplify the billing proce-
dures for a materials testing arrangement the Corps of Engineers maintains
with the Hunts Process Corporation of Ridgeland, Mississippi. Hunts Pro-
cess Corporation is one of the major producers and suppliers of chemical
admixtures for concrete in the South and its products are used on numerous
Corps of Engineers jobs. Normally, the chemical admixtures used on Corps
jobs would be subjected to acceptance testing on each job. Because of
the large volume of Hunts Process air-entraining admixture used by the
Corps, Hunts Process produces large quantity batches of the product solely
for Corps use. These batches are sampled and tested for compliance with
Corps specifications by MPB personmnel. Upon sampling, the AEA is sealed
in large tanks with a government seal. The cost of this sampling and
testing is assigned to the AEA pool account. .When a purchase is made of
the AEA for a Corps job, MPB personnel break the seal on the storage tanks,
observe the transfer of AFA to the shipping trucks or drums, obtain a check
sample, and reseal the tanks. The Corps office which is responsible for
the job on which the AEA is to be used then reimburses WES and the MPB an
amount equal to the number of drums purchased times a fixed cost per drumf
Once these fﬁnds are received and an accounting classification established
for them, a transfer of charges is made from the AEA pool account to the
new classification in an amount such that all of the funds are expended.
The AEA pool account reflects not only labor charges but charges for re-
placement supplies and equipment and any maintenance costs on equipment

used for AFEA testing. These costs are thus prorated among all users.
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The waterstop and riprap testing pools were gstablished to avoid
the paperwork assoéiated with having small funding residuals or cost over-
runs after completion of the testing and to replace or repair equipment
and purchase materials unique to that type of test. The acceptance test-
ing associated with these materials does not cost much. A complete'accep-
tance test of a waterstop has a fixed cost of $450. The effective hourly
cost of the technician conducting the testing (see Section 2.6) is almost
never in an increment which divides evenly into the $450 dollars. Depend-
ing on the amount of difficulty encountered in testing, it may cost
slightly less or slightly more than $450 to complete the test. The man-
hours (and their cost) required to keep up with these small differences
and the costs of the paperwork to obtain additional funds if the funding
authorization is exceeded is prohibitive compared to the amount of money
in question. By charging all testing to a pool account and then trans-
ferring charges from that account to cause the actual funding authoriza-
tions to become zero eliminates this expense and smoothes out small varia-
tions in testing costs. The accumulation of a surplus of funds using
this approach is offset when it occurs by the purchase of equipment and
supplies needed to perform the testing and maintenance of the existing
equipment. For riprap testing, a new saw blade costs $3000, and when a
blade wears out and is purchased with the residuals in a bool account,
the cost of that blade is effectively prorated to all the organizations
whose testing helped to wear the blade out.

The Branch Account is essentially a ''cupboard account" to be used
for the purchase of expendable items used in the day-to-day operation of
the Branch such as special sands, chemicals, bottled gas, etc. Labor can
also be charged to this account when it has to do with maintenance and re-

pair of the equipment used in the Branch. By routinely transferring small
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amounts of charges on a timely basis from this account to the major fund-
ing authorizations of the Branch, the Branch Account is kept in balance

and provides for the general well-being of the daily operation of the

laboratory.
2.6 BUDGET PLANNING

Budgeting forces the manager or supervisor to think ahead and anti-
cipate and prepare for changing conditions. 1In the case of the Materials
Properties Branch (MPB), it is accomplished in general terms and does not
include formal statements of expected income, balance sheets, statements
of cash receipts and disbursements, and supporting schedules. The approach
used is to develop adequate sources of funding to be balanced against the
costs of labor, other direct costs, and contractual obligations. Ideally,
it is a zero-based budget, beginning with no funding and ending the same
way. Realistically, funding overlaps do occur. Because a significant por-
tion of the actual work done by the MPB during a fiscal year is support
work and acceptance testing, it is usually not readily identifiable until
just before it occurs. Estimates of the magnitude of this work are usually
based on amounts of such work done in previous years. This can create
some problems because of intervening changes in economic conditions, tech-
nology, politics, personnel, etc., which may be different from year to
year. The MPB budget is, in reality, a continuous, flexible budget, which
requires continual adjusting as the work year progresses. The following
sections show the approach I used in ensuring the financial solvency for
the MPB for the‘1979 fiscal year.

2.6.1 Expected Income. When the Internship began, the 1978 fiscal

year had but one more month left. With some exceptions, most of the work
in my Branch would have to be completed and all funds expended by

30 Sep 1978. The exceptions could have the remaining FY 78 funds carried
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over for use in FY 79. Fortunately, the carry-over funding was substan-
tial enough to alleviate any crisis situation that might have resulted
from my inactivity in project and fund procurement while at TAMU for the
previous 12 months. The carry-over projects and funds were as follows:

a. Testing of Riprap and Aggregate Samples $117,474
(New Orleans District, CE)

b. Preparation of Design Memorandum No. 12, 16,168
Sources of Construction Materials, Lake
Pontchartrain Control Structure (New Orleans
District, CE)

c. Preparation of Design Memorandum, Cooper Dam, 8,925
Sources of Construction Materials (New Orleans
District, CE)

d. Testing Backpacking Candidate Systems for the 63,425

Alternate National Military Command Center
(Omaha District, CE)

Carry-~Over Total $206,000 (approx)
The various activities of the MPB are shown below along with the
FY 79 funding either known to be available or with a 90 percent probabil-
ity of being available (estimated) as of 1 Oct 1978. The estimated fund-
ing for testing and support work is based on the average testing work
loads for the previous three years. The estimated funding for project
work is based on confirming discussions with the project sponsors but
without having the funds in hand.

a. Acceptance Testing

(1) Waterstops, Gate Seals, Joint Materials $ 20,000 (est)

(2) Air-Entraining Admixtures 3,000 (est)

(3) Riprap (for Lower Mississippi Valley 10,000 (est)
Division (LMVD) Districts)

(4) Firebrick (Cape Kennedy, NASA) 7,400

(5) Miscellaneous Materials (bricks, steel, 10,000 (est)

sandbags, polymers, etc.)
Subtotal $ 50,400

b. Special Test Programs
(1) Soil Cement (Tulsa District, CE) 2,300
Subtotal $ 2,300
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c. Manuals and Handbook Preparation
(1) EM 1110-2-Draft, Fiber Reinforced $ 12,000
Concrete (OCE)
(2) TM 6-370, Aggregate Data Compilation 5,000
“ Subtotal $ 17,000
d. Inspections
(1) Lower Mississippi Valley Division 5,000
(LMVD) Districts
Subtotal $ 5,000
e. New Projects
(1) Evaluation of Brick Deterioratiomn 22,150
(Tulsa District, CE)
(2) Evaluation of the Rapid Analysis 3,000
Machine (RAM) for Determining the
Cement Content of Freshly Mixed
Concrete
(3) Cold Weather Concrete Construction- 12,000 (est)
Heat Transfer Studies (Cold Regions
Research and Engineering Laboratory
(CRREL)
(4) Materials for MOBA Training Villages 150,000
(OCE)
Subtotal  $187,150
f. Continuing Projects
(1) Repair and Rehabilitation of Paved 10,000
Surfaces (OCE)
(c) Carry-over work noted above 206,000
Subtotal  $216,000
g. Schools
(1) WES Training Courses (OCE) 4,000
Subtotal S 4,000
h. Support to Other Structures Laboratory 20,000 (est)
and WES Elements
Subtotal $ 20,000
Total Funds on Hand $426,850
Total Estimated Funds 5 75,000
Grand Total Anticipated Funds $501,850

The total expected income for the MPB in FY 79 is $501,850. The possi-

bility on new, additional work developing also exists. Descriptions of
project and funding procurement are contained in Chapter 4.

2.6.2 Expected Disbursements. The elements of cost that compose

the total cost of a job include:
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a. Labor costs of personnel required.

b. Paid overtime, if any.

c. Rental plant to be used. A

d. Travel and per diem costs.

e, Value of materials and supplies required.

f. Computer costs.

g. Contractual cost including cost of procurement and audit of
certain lengthy contracts.

h. Services to be rendered by other agencies.

When planning the budget for the coming year, the cost of labor is
the simplest item to deal with as the number of employees one is respon-
sible for and their salary rates are readily identifiable. Of the other
items, contractual costs may also be identifiable in some instances. It
is difficult to estimate the magnitude of the remaining elements because
they are usually tied to specific activities of projects and testing’
which may not be identifiable until just before their occurrence.

For each rental plant item of equipment there is established an
hourly or daily operating rate that includes depreciation, insurance,
plant replacement, repairs, maintenance, gas (fuel) and oil costs. Opera-
tor's salary is not included except in the case of chauffeur-assigned
autos. In estimating rental plant costs, the planned number of hour/days
of operation is multiplied by the rate for the equipment. These rates
are provided by the particular WES elements responsible for the plant
item of equipment in question. In estimating materials and supplies, a
mark-up percentage is applied if the materials are issued directly from
the WES warehouse. An example of such a material would be lumber. The

mark-up varies from time to time but was 15 percent at the time of the
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internship. If materials are purchased and delivered directly to the
job (no warehousing involved), a lesser mark—up rate is applied to the
first $2500 of each delivery. The rate during the internship was 3.1 per-
cent. The rates in effect at any given time appear in WES Station Regula-
tion 37-1-3. Paid overtime, travel and per diem costs, computer costs,
and support work done by others are related directly to the individual
circumstances of each project.

Labor costs reflect some direct costs plus all indirect costs and
general overhead costs. The direct costs applicable to labor include the
base charges for labor plus all burdens directly related to all other ele-
ments of cost. Specifically, these burdens can be described as follows:

a. Leave Burden-Effective Time. When an employee is on annual,

sick, or military leave, the salary is not charged to the job. This re-
quires that the salary be burdened or marked up by a percentage which
will compensate for these absences which are then chargeable to funds re-

served in a leave account.

b. Government Contributions. Employees pay a percentage of their
salary for retirement, insurance, etc., and the Government matches these
amounts. The cost of matching these funds is chargeable to the work.

c. Tools and Equipment (T&E Burden). The costs of amortization of

tools and equipment (the work tool and equipment category being limited
generally to $1000 per item) and their maintenance and repair are distrib-
uted as a percentage burden on labor.

d. Research Center Costs (RCC). To defray the cost of the Research

Center Library, information services, and publication distribution ser-
vices furnished to civil and military jobs, a percentage is applied to
the effective item (base plus leave burden) of all labor excluding labor

costs being defrayed by the RCC burden.
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All expenses which cannot be initially allocated equitably to a spe-
cific job or test are considered indirect costs. These are the charges
made to the departmental account of each operating laboratory/element,
consisting of such items as (1) laboratory and division supervisory and
administrative salaries, (2) travel not relatable to specific jobs, (3)
procurement and audit costs of lengthy contracts that benefit a labora-
tory as a whole and cannot be feasibly charged to a particular project,
(4) pro rata share of utility services, (5) pro rata share of deprecia-
tion, maintenance, insurance, and plant replacement costs of buildings
and utility systems, (6) depreciation, maintenance, insurance, and plant
replacement cost of all laboratory equipment assigned to the laboratory/
element, and (7) administrative materials and supplies. Departmental
expense is distributed to work performed by the laboratory/element by ap-
plication of a percentagé to the direct labor costs of that laboratory/
element. The percentages for distribution of departmental expense are
predetermined and adjusted periodically to avoid excessive balances.

General overhead costs include all functional expenses of a general
nature such as executive office, resource management office, office ser-
vices, personnel, procurement and supply, public affairé, security guards,
safety, general maintenance and depreciation of administrative buildings,
utilities, and upkeep of grounds. Procurement or audit time involving
four or more hours labor on a specific contract and any travel expenses
incurred in connection with audit of a contract is considered a direct cost
and is not charged into general overhead. A percentage for general over-
head is applied to the effective time (base plus leave burden) of all
labor excluding that charged into general overhead.

The percentages of mark-up for all burdens, indirect costs, and gen-

eral overhead costs are determined by the Finance and Accounting Branch
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of WES and appear in 37-series of the WES Station Regulations, being ad-
justed from time to time as needed. One set of mark-up percentages was
in effect when the Internship began and was used in estimating the needed
funding for FY 79. After the first quarter of FY 79 some of these mark-
up rates were adjusted thus causing the original estimate to be low.

These rates were as follows:

Percentage Rates

Burden As of 25 Jul 78 As of 15 Jan 79
1. Leave burden 19.1 16.1
2. Government contributions 10.0 10.0
3. Tools and equipment 4.0 4.0
4, Departmental expense ~ 35.0 47.0
(indirect costs)
5. Research Center costs 1.4 1.4
6. General overhead expense 10.0 12.0

The manner in which these mark-ups are used to determine the antici-
pated labor costs for the fiscal year is described in the following para-
graphs. At the start of FY 79, the MPB had four engineers including my-
self and two technicians assigned to it (see Appendix C). The job titles
and base labor cost per annum for these employees at the start of the In-

ternship were as follows:

Position and Pay Grade Per Annum Cost
Supervisory Research Civil Engineer, GS-13/6 $32,028
Materials Research Engineer, GS-12/9 $29,247
Materials Engineer, GS-12/2 $§23,857
Civil Engineer, GS-9/2 $18,575
Materials Engineering Technician, GS-8/6 $16,814
Physical Science Technician, GS-7/7 $16,615

When any of these employees works full-time for the entire year,
the annual cost for all the work done by that employee is computed as fol-

lows using the 25 Jul 78 mark-ups and my salary as an example:

$32,028.00 plus 10.0% (Gov't. contributions) = $35,230.80
$35,230.80 plus 4.0% (Tools and equipment) = $36,640.03
$36,640.03 plus 35.0% (Departmental expense) = $49,464.04

$49,464.04 plus 1.47 (Research Center costs) $50,156.54
$50,156.54 plus 10.0% (General overhead) = $55,172.19

il



26

Leave burden is ignored on the assumption that all leave earned will
be granted. This may not necessarily be the case for newer employees who
tend to save their leave while older employees such as exist in the MPB
have accumulated their leave to the maximum ceilings and must take off all
the annual leave they earn. The leave burden calculation should be entered
into the above calculations as the very first step considering the total
cost of new employees. The job cost factor for my salary is 1.72 times my
base salary. If the leave burden calculation were included, it would in-
crease the factor to 2.04.

Applying the above methodology to the entire Branch for initial
planning purposes, it would require approximately $236,230 to pay salaries
in the MPB in FY 79. Assuming that the other direct costs not included
in labor charges would not exceed 25 percent of the total cost of salaries,
the total initial estimate of monies required to operate the MPB in FY 79
is $295,300 (approx). There is no basis for using a 25 percent value for
additional direct costs other than historical significance.

2.6.3 Budget Balancing and Adjustments. Initially the expected in-

come for FY 79 ($501,850) exceeded the expected disbursements ($295,300)
by a considerable amount. This suggested that at the present level of ef-
fort we would not be able to accomplish all the tasks agreed to and
anticipated.

When the first quarter ended (31 Dec 78), the MPB had expended
$63,400 of i£s resources. This was less than anticipated and was attrib-
uted to the fact almost all MPB personnel used quite a lot of leave time
during the holiday season and thus were not directly affecting cost
balances. If the expected income estimates were realized, this could re-

sult in an even larger surplus at the end of the fiscal year. However,
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the funding level of the MOBA project was reduced by $25,000 during the
first quarter to satisfy the funding requirements of an emergency research
effort and this reduction would more than offset the increased surplus.

As noted above, the mark-up peréentage rates for both departmental
expense and general overhead expense were increased on 15 Jan 79 from 35.0
to 47.0 percent and 10.0 to 12.0 percent, respectively. For the example
shown in Section 2.6.2, my actual per annum labor cost would increase from
$55,172.19 to $61,168.68 with the new job cost factor being 1.91. When
leave burdens are included, the new factor would be 2.27. Adjusting the
budget estimate for the MPB to reflect this increase after the first quar-
ter at old mark-up rates increased the total monies needed for the last
three quarters (including other direct costs) by $24,000 (approx). This
increase would be partially offset by not spending the anticipated amount
in the first quarter.

In March 1979, a GS-3/1 Engineering Aid was hired for MPB and in May,
a GS5-7/1 civil engineer was also added. At per annum salaries of $8,952
and $18,101, respectively, these two new employees would add an additional
cost of $28,975 (approx) to the expenses of the MPB during FY 79.

Not all the funding of the MPB will be spent on MPB salaries or other
direct costs. Some funding will also be spent by other support elements
at WES such as the shops or clerical and typing help. These costs are
hard to determine much in advance of when they will be incurred.

The internship ended four months before FY 79 ended and at that time
the projections for the estimated funding appeared to be realistic with the
exception of riprap testing which had not developed as in the past. No
riprap had yet been received. Four or five riprap evaluations in the

last quarter would be necessary to reach the $10,000 estimate. This was
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possible but not probable. In the last week of the internship a new proj-
ect developed for the Nuclear Regulatory Commission involving an inspec-
tion and review of all concrete evaluation procedures at the Marble Hill
Nuclear Facility in Indiana. This would involve about two man-months of
work to be done in Jumne 1979. Funding requirements were not yet estab-
lished when the internship ended but were estimated to be between $15,000
and $20,000.

All of the modifications and adjustments noted above show why the
MPB budget must be both continuous and flexible. Adjustments must be
made every month as changes and actual expenditures accumulate. At the
completion of the internship, budget projections indicated that a surplus
of funding of approximately $100,000 would exist at the end of the fiscal
year.
2.7 INTERNSHIP PERSPECTIVE

The review of the methods, procedures, policies, and regulations as-
sociated with financial management at WES was extremely beneficial and
somewhat disturbing. It was beneficial from the standpoint that an under-
standing of the WES financial accounting system and how it could be applied
to work planning and program mangement was obtained. The full significance
of how the MIS could be used by management was not appreciated prior to
the internship. The review was disturbing from the standpoint that there
was no formal, structured training provided at WES for both new and experi-
enced managefs in an area as critical as this. To my horror, the realiza-
tion came that I had been essentially operating the MPB on intuition and
the minimal official guidelines I received but without any appreciation of
the ramifications of my actions or decisions. I didn't know enough about
the system to know whether there were better ways to accomplish my objec-

tives than the approaches 1 was presently using. My long service at WES
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has taught me not to rely on the responses to inquiries made of manage-
ment support elements and financial management is no exception. Unless
exactly the right question is asked, the answer will not be satisfactory
for one's needs. If you know and understand the subject area to which you
direct the question, the response will usually be usable. Again, finan-
cial management is no exception.

The major perspective gained during this part of the internship was
that there is a definite need to provide formal financial management train-
ing to WES personnel whose responsibilities include that requirement. The
training could be as brief as a few hours and should be presented by the
technical sector that has to use it rather than the financial sector that
has to administer it. The financial sector could be available for special
problem considerations, however.

A good example of how such training might be useful pertains to cost
overruns. Every manager has been advised by routine circulars and pamphlets
that there shall be "... no obligations created or otherwise incurred which
are in excess of funds allotted or otherwise made available." TFor the
most part this is followed. What most managers are not aware of is that
even inadvertent violations of the above statement are subject to appro-
priate administrative disciplinary actions. This type of information to-
gether with many other subtleties associated with financial accounting
and management should be assembled with various schemes on how to apply
the MIS to the projects done at WES, and presented, in the form of a short
training course, for all principal investigators, project engineers, pro-
gram managers, and other managers.

Another example of how some formal training in this area would have

had immediate utility in the MPB is the work package concept. Within a

feature account, the work package may represent:
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a., Milestones of orderly progression from one step of performance
to the next.

b. A series of tasks to be performed within the total authorization.

c. Groupings structured to meet progress reporting required by a
sponsor or by WES management.

d. Reports scheduled for preparation and publication.
Most work done in the MPB does not involve more than a single work package
or milestone. Even when more than one identifiable milestone may be in-
volved, there has been a tendency to ignore all but the completion of the
entire project as the only milestone. By doing this, there is only one
job number and one subfeature that must be remembered and accounted for
by the engineer, technicians, laborers, and the timekeeper. The multiplic-
ity of work packages, even when established, has not been used properly in
the past in the MPB for analyzing work progress and work distribution. Of
principal concern has been the bottom line with respect to funding balance.
The variations that occur within the multiple work packages have been gen-
erally ignored except when the organization element assigned responsibil-
ity for a particular work package is different than the organizational
element or individual having overall responsibility for the entire project.

The work package concept has not been effectively used in the MPB.
The principal reason is that until this information was reviewed for the
internship, I was not aware of what the concept was or its significance
in work unitAplanning. A crude, self-generated scheme for work planning
was being used in the MPB by myself at the start of the internship. - By
fragmenting the planning and progress on a feature account into manageable
segments above the subfeature level and grouping together all the subfea-
tures pertaining to a particular segment, work packages can be established

which will be very useful in planning and managing a project.
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Some other apsects of work packages must also be considered. For
work unit planning and the establishment of appropriate milestones or
events to be effective, a joint effort will be required among the key
personnel of each organizational element involved in the work unit.
Selection of milestones on too broad a scale, such as is presently done
in the MPB, will defeat the system. At the other extreme, selection of
milestones on too fine a breakdown will overload the system and be mean-
ingless to the individual(s) controlling the project. The time frame
established for a work package or milestone by input of estimated beginning
and ending dates can only produce a realistic managerial report to the ex-
tent that these dates are valid. The same applies to establishing the de-
sired rate of fund expenditures over a project.

The information contained in this chapter represents a synthesis of
what each project engineer should be aware of to effectively administer
his/her jobs. My plans are to develop this chapter further for presenta-

tion to and use by the MPB staff.
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CHAPTER 3

MANAGEMENT MEETINGS

3.1 GENERAL

To aid in the development of managerial skills, the planning of the
internship included participation in a number of management meetings out-
side the scope of what might normally be considered as normal activities
for a laboratory Branch Chief. These meetings were to include:

a. Labor-Management consultations

b. Equal-Employment Opportunity meetings

c. WES top level management staff meetings.
The internship was also to include any management workshops and short
courses that might occur during the internship period. All of these ob-
jectives were met and are described in the following sections.
3.2 LABOR-MANAGEMENT CONSULTATIONS

3.2.1 Background. On 31 Oct 1969, President Richard Nixon

signed Executive Order (EO) 11491, '"Labor-Management Relations in the

Federal Service," giving official recognition to labor organizations of

Federal employees. This Order was the keystone of the Federal Labor

Relations Program. Under the General Provisions of that Order

Each employee of the executive branch of the Federal Govern-—

ment has the right, freely and without fear of penalty or re-
prisal, to form, join, and assist a labor organization or to
refrain from any such activity, and each employee shall be
protected in the exercise of this right. Except as otherwise
expressly provided in this Order, the right to assist a labor
organization extends to participation in the management of

the organization and acting for the organization in the capac-
ity of an organization representative, including presentation
of its views to officials of the executive branch, the Congress,
or other appropriate authority. The head of each agency shall
take the action required to assure that employees in the agency
are apprised of their rights under this section, and that no
interference, restraint, coercion, or discrimination is prac-
ticed within his agency to encourage or discourage membership
in a labor organization.
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On the strength of EO 11491 and EO 11616 entitled "Amending Order
for Labor Management Relations in the Federal Service, dated 28 Aug 1971,
attempts were made by several different unions to organize both professional
(scientists and engineers) and nonprofessional employees of WES. After
several unsuccessful yearly attempts, the effort to unionize the profes-
sionals was abandoned, being overwhelmingly defeated (95 percent against)
in the first attempt. The unions then concentrated their organizing efforts
on the Wage Grade (WG) nonprofessional employees. These employees were
generally assigned to the support elements (shops, maintenance, construc-
tion) of WES. The American Federation of Government Employees (AFGE),
Local 3310, won an election at WES on 3 Oct 1973 by a simple majority
of those individuals who went to vote. As a_result, the Director of WES
issued a letter granting exclusive recognition to that union, hereafter
known as the "Union," on 19 Oct 1973.

Acknowledgment, by management, to a duly elected union, that it has
been given exclusive recognition gives that union the right to be the
sole representative of the employees in the unit it sought to represent.
The unit at WES consists of all nonsupervisory General Schedule (GS) and
Wage Grade (WG) employees. Excluded from the unit are professional em-
ployees, management officials, supervisors, guards, and employees engaged
in Federal personnel work in other than a purely clerical capacity. At
the beginning of the internship, WES had 205 WG employees and 628 GS
employees in'the unit. The exact number of these employeeé that actually
belonged to the Union is not known, as the Union does not disclose its
membership.

During the one year following recognition of the Union, a Labor-
Management Agreement was worked out between WES management and the Union.

The Agreement set forth the respective roles and responsibilities of the
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Union and WES, and identified the policies, procedures, and methods that
are to govern their working relationship. It was then and is still the
intent of the Agreement to establish a-basic understanding relative to
and provide employees an opportunity'to participate in the formulation
and implementation of personnel policies and practices affecting condi-
tions of their employement, and to provide means for effective coopera-
tion through amicable discussion and adjustment of matters of mutual
interest at WES. In the administration of all matters covered by the
Agreement, officials and employees are governed by existing or future
laws and the regulations of appropriate authorities, including policies
set forth in the Federal Personnel Manual, by published agency policies
and regulations in existence at the time the Agreement was approved, and
by subsequently published agency policies and regulations required by law
or by the regulations of appropriate authorities, or authorized by the
terms of a controlling Agreement at a higher agency level.

The passage of the Civil Service Reform Act of 1978 (Public Law 95—
454, Oct 13, 1978) and Title VII, "Federal Service Labor-Management

Relations," of that Act brought the Federal Labor Relations Program under
law. In effect, Title VII, Subpart F, Chapter 71, replaced EO 11491, as
amended, which previously was the authority for the program. Title VII
continued to protect the basic rights of management. However, it recog-
nized that collective bargaining is necessary for an efficient Federal
service and provides Federal Labor Relations the stature and stability
of law.

Upon completing the first draft of the Agreement, management dis-

tributed it to all WES supervisors for review and comment. I parti-

cipated in this review. All comments and suggestions were considered in
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arriving at the final document. In a four-hour session, the WES Person-
nel Office then presented and discussed the final Agreement with all WES
supervisors, myself included, and pointed out all the significant areas
of impact along with highlighting the "do's and don'ts" of administrating
the Agreement. In the four years that elapsed from this session to the
start of the internship the only exposure and contact I had with union
activities at WES was through unscheduled Labor Relations Bulletins issued
over the Personnel Officer's signature and distributed to all supervisors.
These bulletins provided definition of terms, case studies of complaints,
notice of Agreement changes, and listing of the officers and stewards of
the Union.

3.2.2 Objective. With the passage of time from the first Agreement,

the level of activity between labor and management was gradually increas-
ing as the simple problems were resolved and the more complex problems
were being addressed. In anticipation of having me participate in more
labor-management activities in the future, the Industrial Advisor requested
that I participate as an observer in labor-management consultations as
they occurred during the internship in order to get a better understanding
of the mechanics of the process and the nature of the matters being con-
sidered. Approval to do so was obtained from the Personnel Officer. Only
one labor-management consultation occurred during the internship period
and I did participate in it. Details of that consultation are described
in the subsequent paragraphs.

3.2.3. Meeting Review. The consultation session was called by the

Union to discuss alleged hazardous duty conditions at the Havasu City,
Arizona, test site. The Union was interested in obtaining hazardous

duty pay for its members who were sent from WES to work at that location.
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Management was represented at the session by the Personnel Officer, the
Chiefs of the Management-Employees Relations Branch, and the Position
and Pay Branch of the Personnel Office. The Union was represented by the
Acting President of the Union and tﬁree Union members from the Instru-
mentation Services Division. The WES Project Engineer from the Havasu
City site was also present.

The Union began the session by describing the conditions at the test
site. The chief concern was that a severe dust problem existed which was
compounded by very high temperatures. The nature of the dust was such
that it did not settle rapidly and was easily stirred up. Air tempera-
tures averaged 119° F with ground temperatures approaching 140° F. The
physical conditions of the area, that is a valley completely surrounded
by mountains, caused a temperature inversion which prevented the dust
from dissipating. Visibility was very poor owing to the dust and was high-
lighted by two motor vehicle accidents where the drivers could not see
each other. The combination of dust and the temperature inversion in the
morning tended to hold the dust down in the morning to a layer approxi-
mately 15 to 20 ft high, thus resembling a fog. As the day heated up,
the dust settled out. Slides were shown by the Union of the enormous
clouds of dust surrounding the work site. The number of WES employees
at the site varied from 4 up to a maximum of 20 with some employees re-
maining as long as 4 months.

The Project Engineer confirmed that, in general, the conditions de-
scribed by the Union were accurate. The Union inquired if the WES Safety
Officer had inspected the work site or been made aware of the problem.
The Project Engineer stated that the Safety Officer of the sponsoring

agency, the Defense Nuclear Agency, was on site and responsible for
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all on-site safety, hence the WES Safety Officer was not involved. He
also noted that dust respirator masks were available to all workers but
that they were not explicitly instructed to wear them. The Union observed
that the respirator masks did not work because the perspiration caused by
the high temperatures made the masks wet and then the dust plugged them
up. The workers could not and did not wear the masks.

Management stated that the conditions described by the Union did not
match any condition for which hazardous pay was authorized under Subchap-
ter 9, Federal Personnel Manual, Supplement 990-IT. Provisions for re-
duced visibility do exist, however, with Wage Grade (WG) employees being
eligible for environmental differential pay and General Schedule (GS) em-
ployees being eligible for hazardous duty pay. Because there were no pay
provisions and the fact that safety measures were provided, even if not
used, Management felt that no claims could be paid. It would be very
unusual for the Army to pay for something that wasn't covered in the
regulations.

The Union then requested that Management officially consider the
problem they presented, read the regulations and other appropriate docu-
ments, and respond to the Union. Management stated that it had done
these things prior to and during this meeting and the official response
was that there could not be any environmental differential or hazardous
duty pay for dust and outside temperature problems. This is not to say
that it shouid or should not be paid, but only that it is not covered in
any regulation and hence does not meet any criteria for even being con-
sidered. The Personnel Officer asked the Union to write its request for
hazardous duty pay; that it be written specifically citing details and

conditions and also suggesting that the slides be included. After this
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was received, Management would review the situation and forward the re-
quest to the Department of the Army, either with é management concur-
rence or with no concurrence for their-consideration. The Union indi-
cated that the request would be sent in within the next 2 weeks.

3.2.4 Management Review. After the consultation adjourned, the

management representatives met to discuss the consultation and determine
what actions, if any, needed to be taken. There was a mixed opinion on
the options available to Management. Two representatives felt that the
Union request must be forwarded to the Department of the Army whether or
not Management agreed with it. The other representative argued that the
Union contract did not apply to anything that was discussed at the con-
sultation because hazardous duty pay is covered by Army Regulations that
supercede the contract. The Union contract covers environmental differ-
ential pay which can be obtained by Wage Grade (WG) employees. It does
not cover hazardous duty pay which can be obtained by General Schedule
(GS) employees. The argument was that if the Union contract didn't in-
clude it, Management didn't have to consider it. After considerable dis-~
cussion, it became obvious that Management wasn't going to consolidate
its position without further examination of the regulations and the Union
contract. The only point agreed to was that if a finding for hazardous
duty pay resulted, it should only be for this job and not a blanket policy
for all jobs and employees. Management then adjourned to research the
problem.

No action was ever taken because the Union failed to follow up on
submitting the request.

3.2.5 Internship Perspective. From an observer's standpoint, the

consultation was conducted in an atmosphere conducive to a free exchange
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of information. The Union was well prepared with facts and supporting
documentation but was unsure of whether they had a legitimate claim or
not. Management was cordial and sought out all the information it felt
it needed to make a reasonable evaluation. Unfortunately, it also was
unsure of the legitimacy of the request, Management could have been
better prepared to respond to the Union on this matter. In fairness,
however, they did not have all the details of the request until the con-
sultation occurred, so additional preparedness may not have been possible.
The entire proceedings were very informative and beneficial to the author.
3.3 EQUAL-EMPLOYMENT OPPORTUNITY MEETINGS

3.3.1 Background. The policy of the Federal Government guaranteeing

equal employment opportunity to all persons without regard to race, color,
religion, sex, national origin, or age is contained in Public Law 92-261,
"Equal Employment Opportunity Act," 24 Mar 1972, The distillation and
administration of this Law to the working level at WES is contained in
the following series of documents:
a. Federal Personnel Manual (FPM), Chapter 713, Equal Employment
Opportunity, 30 May 1972, and FPM Supplement 900-1, Part 713,

Equal Opportunity, Inst. 167, 28 Jun 1977.

b. Civilian Personnel (Army) Regulations (CPR) 700, Personnel Rela-
tions and Services (General).

(1) Change 5 (C5), 713.D, Appendix D, Department of the Army
Equal Employment Opportunity Program, 1972.

(2) Change 13 (Cl13), 713.2, Subchapter 2, Equal Opportunity
- Without Regard to Race, Color, Religion, Sex, or National
Origin, 10 Nov 1972,

(3) Change 27 (C27), 713.Z, Department of the Army Equal Employ-~
ment Opportunity Plan of Action, 4 Feb 1977.

¢c. Engineer Regulation (ER) 690-1-2, Corps of Engineers Equal Em-
ployment Opportunity Program, 1 Oct 1977.

d. WES Regulation No. 600-1-17, Equal Employment Opportunity Pro-
gram, 5 Dec 1977.
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In a condensed form, the policy that emerges from the above list
of documents is that all persons will receive full and impartial con-
sideration for initial employment; possess equal standing and security
as employees; and will have equal oﬁportunity to receive training, devel-
op skills, and advance from a job and career standpoint. Such opportuni-
ties are limited only by the needs of WES and the individual's own capac-~
ity and effort. Also, the policy states that all activities, facilities,
services, and training programs operated, sponsored, or participated in
by WES will be made available to all employees. Furthermore, individuals
who believe they have been subjected to discrimination may use the com-
plaint procedure within the framework of the WES regulation without fear
of coercion or reprisal.

The responsibility for the implementation of the Equal Employment
Opportunity Program extends from the Secretary of the Army through the
chain of command to the WES Commander and Director, EEQ program officials,
managers, and supervisors at all levels. Within the WES organization,
the following job positions and assignments are directly tasked to ac-
complish the program:

a. Commander and Director.

b. Equal Employment Opportunity Officer (EE0O0).

¢. EEO Specialist (EEO0S).

d. Federal Women's Program Manager (FWPM).

e. Hispanic Employment Program Manager (HEPC).

f. Personnel Officer and Personnel Staff.

g. Equal Employment Opportunity Action Officer (EEOAO).

h. Equal Employment Opportunity Counselors (EEOC).

i. Equal Employment Opportunity Advisory Council.
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j. Managers and Supervisors.

k. EEO Coordinators.

The duties and responsibilities associated with the above positions are
described in WES Station Regulation'600—1—l7.

As a manager and supervisor, I have the responsibility for the basic
implementation of affirmative actions in the EEO program. This includes
providing encouragement, assistance, and training opportunities to all
employees so they may utilize their potential to the fullest extent,
plus being responsible for fairness in making selections and recommending
promotions, fair and equal treatment of all employees, encouraging and
recognizing employee achievements and applying equal penalties for equal
offenses. If requested, I am also expected to provide input to that por-
tion of the WES EEO Plan of Action that pertains to my Laboratory Element,
in coordination with the EEOO.

3.3.2 Objective. Prior to the Internship, my only organized involve-

ment with the EEO program was attendance at a 2- to 3-hr presentation on
EEO-related matters given once a year by the EEO Officer. The objective

of my participation in EEO meetings was to further expand my EEO aware-
ness during the internship period so that it would supplement my manage-
rial experience in the future. To accomplish this objective, I was allowed
to attend a meeting of the WES EEOQ Advisory Council Meeting in January 1979.

3.3.3 Meeting Review. The purpose of the EEO Advisory Council is

to advise tﬁe Commander and Director and management on matters concerning
EEO and assist in developing, executing, and evaluating the WES EEO Pro-
gram. The Commander and Director, with the advice of the EEO Officer and
the Personnel Officer, selects the membership of the Council. The member-

ship, in general, consists of the following:
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a. Commander and Director who will serve as Chairman.

b. Four representatives of the community.

c. Community Relations Council representative.

d. Federally Employed Women, 1nc., representative.

e. Two women employees.

f. Two minority group employees.

g. Personnel Officer.

h. Two employee supervisors.

i. Equal Employment Opportunity Officer.

j. Federal Women's Program Manager.

k. Hispanic Employment Program Manager.

1. Two Equal Employment Opportunity Counselors.

m. Equal Employment Opportunity Action Officer.

n. Chief, Training and Development Branch.

0. AFGE Local 3310 representative (nonvoting).
The term of membership is supposed to be 1 year.

The meeting was chaired by the Commander and Director and had 17 mem-
bers in attendance. The Council mix consisted of nine women and eight
men with two blacks being represented in each category. The Hispanic

representative was absent. Under the heading of 0ld Business, a discus-

sion about having a central bulletin board on which to post housing avail-
ability lists for minorities was continued. Because of the broad geo-
graphical bésing of WES, the utility of a central bulletin board was ques-
tioned because the majority of personnel would never get to see it. A
suggestion to post such lists on the bulletin board in the Personnel Of-
fice area received favorable comments. No final decision was reached.

Also under 0ld Business, a Career Awareness Program which was tied into
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the Vicksburg High Schools was reported on. The program is designed to
encourage youngsters to consider engineering and the sciences as a career.
No contacts had been made with elementary or junior high school to estab-
lish similar programs. Three counselors from Vicksburg High School and
two from Warren Central High School recently visited WES as part of the

program.

Under the heading of New Business, the Community Relations Council

of Vicksburg reported on its Upward Mobility Goals for FY 79. The goals
were restricted by a hiring freeze that was in effect and an average grade
point ceiling that had been imposed by the Office, Chief of Engineers. A
lengthy discussion of the Upward Mobility Program, its responsibilities,
and the establishment of upward mobility positions in certain job cate-
gories then developed. No immediate action items resulted from this dis-
cussion. Very brief reports were also given by a representative of each
of the following committees:

a. Federal Women's Program Committee.

b. Communications Committee.

c. Recruiting and Information Committee.
The function of the Federal Women's Program Committee is to advise the
EEO Advisory Council on the special concerns of women and to assist in
the development, implementation, and maintenance of the Federal Women's
.Program at WES. The committe also assists in devising activities which
will provide program visiblity such as Sandwich Seminars, a Women's Week,
and a Woman of the Year Award. The purpose of the Communications Commit-
tee is to advise ways and means of establishing better communications
among WES minority groups, women, and management, and with Vicksburg and
other surrounding communities. The Recruiting and Information Committee

has the responsibility to keep the community informed of the WES EEO
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policy, program requirements, objectives, and achievements. Special ef-
forts are made to improve minority and female employment eligibility.
The committee provides information concerning employment procedures at
WES to interested community organizations and to local academic, trade,
and vocational schools. The meeting concluded after approximately 1 hr.

3.3.4 Internship Perspective. The entire concept of EEO is diffi-

cult for managers to accept when it constrains the performance of their
assigned responsibilities. It is often perceived as doing that particu-
larly in the arena of promotions. The old adage that "all men are equal
but that some men are more equal than others'" seems to apply whenever
quotas are assessed. There are no quotas in the Federal system. There
are goals, however, which carry the weight of quotas when achievement of
the goals is accomplished in a manner inconsistent with the overall mis-
sion of the organization. 1In my judgment, that means that productivity
is sacrificed for sociological considerations and this isAdifficult to
explain to paying customers.

The first impression of the EEO Advisory Council meeting raises that
question. Approximately 2-1/2 to 3 man-days of productive work were lost
(if you don't subscribe to the EEO concept) because of the attendees coming
to, attending, and going from the meeting. In a monetary sense, this
represents $500 to $600 per meeting or approximately $6000 to $7000 per
year with monthly meetings. The items discussed and reported on at the
meeting wouid have no obvious effect on the quality of the technical work
at WES and, in fact, may drain both financial and manpower resources away
from such work. Is it really worth it? Based on personal considerations,

the answer is always a subjective one depending on what you are trying to

accomplish. As a government manager, the answer is always ''yes.'" What
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the govermment manager must do is to balance the demands of both produc-
tivity and social consciousness to the satisfaction of both parts and
integrate them whenever possible. The employment practices at
WES are based on the concept of equél opportunity for all employees and
job applicants. This requires not only nondiscrimination in hiring and
promotions but also a strong affirmative action effort to assure that all
individuals can compete on a fair and equal basis for employment and ad-
vancement. The EEO Advisory Council is a part of this affirmative action
effort and therefore requires the support of all levels of management.
Attendance at the meeting made me aware of several community rela-
tions efforts that WES had that I had never heard of before. I also came
away with the feeling that the EEO efforts and programs being pursued by
the Council did not progress at a very rapid pace. This may be indige-
nous to the entire concept, however.
3.4 INTRAMANAGEMENT COMMUNICATIONS THROUGH STAFF MEETINGé

3.4.1 Background. Federal Personnel Manual (FPM), Chapter 251,

defines an effective intramanagement communications system as one that
allows all levels of management to:
a. participate in developing and implementing policy,

b. communicate management objectives, decisions, and viewpoints to
subordinate employees and managers,

c. communicate subordinates' views to higher level management.
During the internship period, the WES official communications philosophy
was that the better managers and employees were informed, the higher their
morale and contributions would be toward WES objectives. Maximum lateral
communication within, between, and among laboratories and special staff
elements was also encouraged. Unfortunately, this philosophy was not

actively pursued in practice at most levels of supervision and was almost
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never followed in lateral lines of communication. The reasons for the
lack of communications were complex and for the most part, unintentional.
Within the technical structure of WES, ‘vertical communications were often
inadequate because of the dual respoﬁsibility of both technical competence
and administration that most supervisors have. As most WES supervisors
come from the technical ranks with only cursory management training, they
tend to give precedence to what they know best, i.e., technical problems,
and procrastinate on administrative matters. As the technical problems
provide the income by which WES operates, there is an argument for that
approach. Lateral communications between some technical elements were
often constrained because of the competitive nature of fund procurement
and the "gray areas" of research and development in which these elements
compete.

The Department of the Army (DA) recognized a need within all of its
elements for a closer relationship with management groups to afford super-
visors at all levels the opportunity to consult with higher management
and each other in the decision-making processes. During the internship
period, the DA directed each of its agencies to establish a system for
effective communications among managers. This was accomplished at WES
by the Management-Employee Relations Branch which conducted personal
interviews with 20 randomly selected managers and supervisors at various
levels in laboratories and separate staff elements to gain insight into
WES' intramanagement communications climate. The results of that survey
were used in the preparation of Station Regulation No. SR 600-1-65, Intra-

management Communications, which was issued on 17 Aug 1979, a few months

after the completion of the internship period.
The format for WES staff meetings during the internship period was

that the WES Commander and Director would have a staff meeting which
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included all Laboratory Chiefs and representatives of the support ele-
ments such as the Resource Management Office, Administrative Office, Per-
sonnel Office, Contracts and Purchasing, Construction Services, Instru-
mentation Services, Office of Technical Plans and Programs, Publications
and Graphic Arts, Safety, and EEO. These representatives would then, in
turn, have meetings with their own staff for the purposes of disseminating
information from the first meeting. Within the Structures Laboratory,
this meant a meeting of the Division Chiefs and separate staff elements.
Often these second level meetings did not occur and when they did, it was
doubtful that a third meeting at the Division level would ever occur.
Since the internship period, this system of meetings and information dis-
semination has greatly improved within the Structures Laboratory with
Division level meetings being held on a routine basis.

3.4.2 Objective. The objective of attending a top level manage-

ment meeting during the internship period was to provide ﬁe with some
insight as to how management approached the overall process of running
WES and how the lines of communication flowed from the top level of man-
agement to the organization.

3.4.3 Meeting Review. Despite the need for improved communications

and the DA directive, it was difficult for me to pursue the matter of
attending a staff meeting of the top levels of WES management. An ini-
tial request to the Commander and Director's Office to attend such a meet-
ing as an observer was unequivocally denied. A follow-up second request
with a detailed explanation of the internship program and its objectives
coupled with some personal intercession 