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1. ISSUE. To realign management and support functions of the
Coast Guard.

2. BACKGROUND. 1In August 1986, you directed a project team to

study the realignment of management and support functions of the
Coast Guard, specifically maintenance and logistics functions at
the District level.

3. DISCUSSION. The project team completed the study. Their
report is attached. It details consolidation of maintenance and
logistics support functions at two Regional Maintenance and
Logistics Commands, in New York and Alameda, to serve the
Atlantic and Pacific Areas, respectively. These commands will
provide naval, civil, and electronics engineering as well as some
other administrative and personnel support functions for units in
the Areas. WHECs, WMECs and WAGBs (less MACKINAW) will be under
the administrative and operational control of the Area
Commanders; and will be CHOPPED to districts for specific
operations. The District Commanders will focus primarily omn
operations., The Third and Twelfth Coast Guard Districts will be
disestablished; the Twelfth District will be merged into the
Eleventh; the Third District will be split and absorbed by the
First and Fifth Districts. Specific implementation details will
be developed in follow-on OFCOs and PAAs. All realignment
actions will be completed by the end of FY 1988.

‘

4. RECOMMENDATION. 1 recommend you conceptually approve the
realignment of Coast Guard management and support functions as
shown in the attached report, and issue the attached ALCOAST

announcing your decision.
ViR, .
CLYDEST. LUSK™ IR
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ALCOAST 007/87

COMDTNOTE 7100

SUB.J: REALTGNMENT AND CONSOLTDATTION OF COAST GUARD SHPPORT FINCTTONS
1. ALCOAST 045/86 ANNOUNCED THE ESTABLTSHMENT OF A PRNJECT TEAM
HEADED BY RADM M. E. GTLRFRT TO DETERMTNE THE OPTTMAL MTX OF COAST
GUARD SUPPORT FUNCTTONS AND RESOURCES WTTH AN EYE TOWARD TNCRFASTNG
THE PERCENTAGE OF RESOURCES DEVOTED TO EXECUTTNG OUR MTSSTONS
(OPERATIONS) AS OPPOSED TO SIHPPORTTNG THFM.

2. THE PROJECT TS FINJSHFD AND THE RESULTS HAVFE REFEN STUDPTED
EXTENSTVELY INCLUDING A FINAL REVTEW BY ALL FTAG OFFTCERS NN 16
JANUARY 1987. THE KEY RECOMMENDATTONS RFPRESENT A STGNTFTCANT
DEPARTURE FROM THE WAY WE'VE MANAGED SUPPORT FUNCTTIONS TN THE COAST
GUARD FOR MANY YEARS. . ACCORDINGLY, T HAVF LAROREDN TO SATTSFY MYSELF
THAT THE CHANGES WERE NEEDED AND WOULD ACCOMPLISH THF, FOLLOWING:

-~CONTINUE THE HIGH MANAGEMENT LEVEL OF COAST GUARD SUPPORT
FUNCTIONS.

-~ALLOW US TO "GROW FROM WTITHIN'" PRODUCING NECFSSARY RESOURCES
OUTSINE THE BIUDGET PROCESS FOR REALLOCATTON TO OPFRATTONS.

--POSTTTON THE COAST GUARD FOR THE FOLLOW-ON STUDY OF HEADOUARTFRS
AND HEADOUARTERS UNTT RFALTGNMENT AND THE CHALLENGES OF THFR 1040'S AND
THEREAFTFR.

3. THE SPECTFTC DECTSTONS ON REALTGNMENT ARF:

- -DISESTABLTSHMENT OF THE THIRD GCOAST GUARD DTSTRTCT WITH A
RESULTANT RBROUNDARY IINE BETWEFN THE FTRST AND FIFTH DISTRICTS AT TOMS
RTVER, NEW JERSEY.

--DTQFQTABLIQHMFNT OF THE TWELFTH COAST GUARD DTSTRTCT WTTH TTS
ENTIRE AREA OF RESPONSTBILITY BEING TNCORPORATED TNTO THE. FLEVENTH

 DTSTRICT.

--ESTARLTSHMENT OF TWO REGTONAL MATNTENANCE AND LOGTSTTCS COMMANDS
(MLLC), ONE TO SERVE ATLANTIC AREA FROM GOVERNORS TSLAND, NEW YORK AND
ONE TO SERVE PACTIFJC ARFEA FROM COAST GUARD TSLAND, ALAMEDA,

CALTFORNTA.

4. WE WILL MAKE EVERY EFFORT TO MAKE THF. TRANSTTTON OUTPKLY AND
EFFICTENTLY. WHILE THE REALIGNMENT WTLL CRFEATE MANY NFW CAREER
OPPORTUNTTIES FOR OUR CIVILTAN PFRSONNFL, TT WILL ALSO FELIMTINATF
OTHERS AND TN SOME CASES MAY REOUTRFE. GEOGRAPHIC RELOCATION. T AM
PERSONALLY COMMITTED TO MINTMTZTNG THE ADVERSFE EFFECT THAT THE
REORGANTZATION WILL HAVE ON OUR PERSONNFL. TN THTS REGARD, T HAVFE
REQUESTED G-P TO MEFT WITH ALL CTVILIAN PERSONNEL OFFTCFRS ON 10-12
FEBRUARY. ADDITTONALLY, IN ORDER TO MINTMIZE THE TMPAGCT ON EXISTTING
EMPLOYEES AND FACTLTTATF THETR RE-EMPLOYMENT OPPORTUNITTES, T AM
IMPOSING AN EXTERNAL HIRING FREEZF. THF REMAINING FLAG AND 0-A SLATES
WILL BE PUBLISHED WTTHTN A WEEK TO FACILTTATF. THE BALANCE OF THF
ASSTGNMENT PROCESS FOR MILITARY PERSONNEL, BOTH OFFJCER AND ENLTSTED.
5. . THESE ARE EXCITING TIMES FOR OUR SERVICE. THE ABOVE CHANGES WTLL
OPTIMIZE OUR SUPPORT MANAGEMENT AND STAGF. THE COAST GUARD FOR FVEN
GREATER SERVICE TN THE FUTURE. FROM THOSF OF YOU DIRECTLY AFFFCTED RY
THE DECTSIONS, AS WELL AS THE BALANCE OF THE COAST GUARD FAMTLY, T ASK
FOR PATTENCE AND SUPPORT DURING THE TRANSTTTON. T HWAVE NO DOUBT VYOIl
WILL ALL LEND YOUR CUSTOMARY STRENGTH AND WISPOM TO THIS EFFORT SO WE
CAN KEEP OUR COAST GUARD '"'SEMPER PARATIIS." :
6. ADMIJRAL P. A. YNST. COMMANDANT.




Commandant Washington, DC 20593
United States Coasl Guard Statl Symbot: G-CPA

Prone(202) 267-2405

Us.Department
of Transporfation

United States
Caast Guard 7100/GEN ADMIN
waas 1106C

AUG |5 1986

From: Commandant
To: RADM Marshall E. Gilbert

_Subj: PROJECT MANAGER CHARTER: REALIGNMENT OF SUPPORT AND
MANAGEMENT FUNCTIONS

Ref: (a) DOT Order 1100.60

1. PURPOSE: I have given- conceptlonal approval to consolidating at
a higher organizational level those various support functions which
are common to all our districts. This letter establishes a project
team to accomplish this. You are designated as Project Manager and
héreby relieved as Chief, Office of Research and Development to
enable you to devote full time to this project. The Deputy Chief,
‘Office of Research and Development shall serve as acting office
chief.

2. BACKGROUND: Budget cutting and management improvement

initiatives and mandates, including GRAMM-RUDMAN-HOLLINGS,
continue. Additionally, our ability to provide for badly needed
"new resource'" requirements may be severely limited necessitating
aven more emphasis on internal cost gsaving measures. Considering
these demands, various management and organizational streamlining
initiatives have been examined by Headquarters Program and Support
Directors for potential efficiencies. Those put into effect in FY
1986 focused primarily on slowing down operations to achieve ''same
year" savings. As an alternative, changes in the way we support our
operating units may produce significant savings without decreasing
the level of services provided.

~

3. CHARTER:

A. DESCRIPTION: Develop a detailed implementation plan for the
realignment of district and area support and management
functions. Be guilded by the planning factors and preliminary
organizational outline detailed in enclosures (1) and (2). The
planning factors provided are fixed. The organizational outline
and staffing distributions are provided for PACAREA only. These
are guidelines for refining the PACAREA realignment and
developing a similiar structure for LANTAREA. A staffin
reduction target of 257 (of District staffs) is_EiﬁEEEEH&to be
achieved. In constructing the implementation plan, consider
Important the minimization of disruption to ongoing operations
during its execution and the need for capital shore projects as
a result of shifting functions/resources.

I consider this an important idnitiative which will have a wide
ranging impact on the future of the Coast Guard. Consult-with
top Coast Guard leadership to obtain their imput. Develop a
less costly way to adequately support units and personnel doing
Coast Guard missions.
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5 Subj: PROJECT HANAGEh CHARTER: REALIGNMENT OF SUPPORT AND
MANAGEMENT FUNCTIONS

B. SCOPE OF PROJECT: The implementation plan should serve as

the master "Dblueprint! for the realignment of district and area
support and management functions and address the full range of

issues required to support timely execution upon plan approval.
At minimum, the plan shall include:

1. definition of area and district boundary adjustments.
2. identification of relevant legal/regulatory- issues..

3. refinement and definition of district/area functional
support and operational relationships including review of
relatiouships with Headquarters under the realigned
structure. 1o this regard, Headquarters office chiefs have
been tasked to consider moving from Headquarters certain
activities not associated with policy, planning, programming
and budgeting. In so far as possible, you are to address
and include such feasible relocations.

4. definition of new district and area organizational
structure and corresponding staffing distribution in
sufficient detail to permit the issuance of Personnel
Allowance Amendments. Howzver, details down to, for
example, position descriptions are not required.

5. development of functional statements for the realigned

organization. -

6. 1identification of facility impacts at both the district

and area levels ... documentation of space and facility

requirements ... development of siting plans to accommodate
' the realigned organization.

7. identification of the necessary personnel policies and
procedures (hiring freezes, union notification, transfer
‘policy, etc.) and "up-frount'" personnel (FTE) required to
effect the shift in personnel resources.

8. definition of funds management and control along with
realigned OPTARS including cost analysis of the new versus
old district/area alignment. It is anticipated and desired
that OG-30 administrative savings will occur.

9. a step by step schedule of actions and procedures to
execute the actual realignment of functions and related
resources.

10. 1identification of implementation costs.
2
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Subj: PROJECT MANAGER CHARTER: REALIGNMENT OF SUPPORT AND
'MANAGEMENT FUNCTICHNS

(para 3. B. cont'd)
11. preparation of necessary documentation/

. correspondence required by DOT to effect the realignment.
Adherence to the guidelines of reference (a) and close
liaison with G-CMA is required to ensure the necessary
content and format is developed.

12. identification of Headquarters functions/resources to be
.incorporated into the revised structures.

13. preparation of OFCO's for the area Support Commands.

C. AUTHORITY: The Project Manager has the authority to take
actions necessary to ensure that the implementation plan is
completed in accordance with the details and scope of this
charter. He has authority: -

1. to issue correspondence related to the project.
Information copies of other than routine correspondence
shall be provided to the Chief of Staff.

2. to obtain assistance from Program, Facility, and Support
Managers, and Area and District Commaaders to meet project
schedule and object issues. If any requests for support are
not affirmatively answered you shall bring this to the
attention of the Chief of Staff.

D. RESPONSIBILITY AND ACCOUNTABILITY:

1. Project Manager. As project Manager, you are
responsivle for the planning, development and completion of
the implementation plan to realign district and area
resources. You are directly accountable to the Chief of
Staff and the Commandant for executing the responsibilities
of this charter. In addition, you shall:

o provide bi-weekly briefs to the Chief of Staff regarding
progress in developing the implementation plan ... report
immediately any factors which depart substantially from the
guldelines of enclosure (1).

o advise the Chief of Staff promptly if your investigations
begin to indicate that this realignment may not be an
appropriate course of action ... along with reasons
therefore.

o act as the single source of information for both internal
and external inquiries on the subject of district
realignment.

3
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Subj: PROJECT MANAGER CHARTER: REALIGHMENT OF SUPPORT AND
MANAGEMENT FUNCTIONS

(para 3. D. cont'd)

o ensure that the interests of all Program, Support
Managers and Area and District Commanders are properly
considered. .-

2. Program/Facility/Support Managers, Area and District
Commanders. By copy hereof, Program, Facility and Support
Managers and Area and District Commanders are directed to
support the project staff to meet the objectives of this charter
and to participate in the development of the implementation plan
by responding to the Project Manager's requests for information
and staff assistance. Each Program/Support Manager and
Area/District Commander shall designate in writing a contact
point for liaison on the project.

E. ORGANIZATION AND RESOURCES.

You will perform the asgsigned duties on a full time basis with
direct staff support of six personnel plus 2 administrative
assistants and 2 clerical personnel. Project team personnel
shall be assigned TAD until the completion of the implementation
plan. Team members will be selected to insure a broad mix of
Coast Guard operational and support experiences. While on the
tean they will act in a macro sense rather than subject matter

. experts representing particular interests. Program and support
managers as well as District and Area inputs will be obtained by
tasking from you.

Portions of the project werk may be accomplished by personnel |
assigned directly to Program, Support Managers or Area/district 4
staffs. These staffs shall respond to Project Manager requests 1
for information and support in their area of responsibility.

F. ©SCHEDULE: A project schedule and budget requirements shall
be prepared and maintained by the Project Manager and reviewed
and approved by the Chief of Staff. The project schedule and
budget requirements shall be forwarded to the Chief of Staff by
1 September 1986. The schedule should be constructed to
complete the 1mplementation plan by 18 Wovember 1986 for PACAREA
and 2 December 1986 for LANTAREA.

g J. C. IRWIN

Vice Admiral, U.S. Coast Guard

ACTING CCMMAN
Encl: (1) Planning Factors for PAC and LANT AgégTSupport

Function Realignment

(2) Guideline Organizational Outline With Staffing
Distribution for PACAREA

i




Ser. 1110C
PLANNING FACTORS FOR_PAC AND LANT ARFA SUPPORT FUNCTION REALIGMMENT

1. Major material support functionms will be centralized at the Area
level to attain savings and to gain management efficiencies ...
while maintaining the current level of support services ... support
functions at the Area level will be organized as a support command
headed by a flag officer ... civil engineering functions will be
consolidated into existing FD&CC organizations which will become
divisions under the Area Support Commands ... collocation of FD&CCs
is not considered an absolute requirement.

2. The 1lth and 12th districts will be combined under the 11lth
District Commander in Long Beach. COMPACAREA and the new support
command are expected to remain in Alameda. Collocation of the area
commander and the support commander 1s probable, but alternative
arrangements may be explored. The 13th district boundry may be
adjusted southward.

3. The 3rd district will be combined under the lst and 5th
districts. COMLANTAREA could remain at its current location. The
new area support command could be sited at Governors Island or in
the Portsmouth/tlorfolk area dependent on facility constraints. The
new district boundry will be in the approximate vicinity of Sandy
Hook, NJ.

4. The primary focus of the newly realigned districts will be
operational. Basic divisions will be operations (o), marine safety
(m), and administration ... planning and budget (dpl/fbr), legal,
and public affairs staff will be elements urder d/dcs ... some
administrative staff to deal with military personnel (see paragraph
6 below) and related district staff support requirements (ADP,
district staff supply needs) will be retained.

5. Major cutters (WMEC and up) will be Qrea units both
operationally and administratively ... largely due to the
Inter-district nature of thelr mission and the fact that material
support will be located at the Area level ... MAT/ASSIST will become
Area units and supervisory positions upgraded as necessary to serve
as the "eyes and ears" of the Area naval engineering support
activity. The Ship Support Facility in Seattle will be structured
similarly. :

6. Personnel support will be structured in a hybrid fashion; some
functions highly centralized (as currently exists in pay and
assignments), some decentralized (UCMJ, medals and awards, housing
special services), others organized at the Area level (civililan
personnel, civil rights, health administration).

7. Support Centers will be commands under the Area Support Commands.
8. All Group and Base staffs will be surveyed to ensure proper rank

and experience levels given the realigned district/area support
S8tructure ... upgrades will be made where appropriate.

E4DLISUREC




DIVISIONS
COMMAND/STAFF
OPERATIONS
BOATING SAFETY
RESERVE |
PERSONNEL
MARINE SAFETY
ENGINEERING
COMPTROLLER
TOTAL

NEW PACAREA SUPPORT COMMAND

MIL.
11
0
0
0
21
0
106

63

201

CIV.

21

103
77

207

TOTAL

17

42

209
140

408

ENCLOSURE(Z)
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NEW PACAREA SUPPORT COMMAND WITH STAFFING LEVELS




SUMMARY OF DISTRICT REALIGNMENT

DISTRICT 13

- DIVISIONS MIL.  CIV. TOTAL MIL.  CIV. TOTAL
COMMAND/STAFF 32 7 39 22 4 26
OPERATTONS 59 7 66 54 7 6l
BOATING SAFETY 8 2 10 8 2 10
RESERVE 13 1 14 9 2 11
PERSONNEL 43 7 50 - 40 2 42
MARINE SAFETY 8 1 9 8 1 9
ENGINEERING 27 29 56 0 0 0
COMPTROLLER 16 44 . 60 1 1 2
TOTAL 206 98 304 142 19 161

F
3
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EXECUTIVE SUMMARY

"During the past thirty years the Coast Guard's basic structure has included

twelve autonomous districts aggregated into two arcas, a Headguarters and a
number of specialized commands. ‘lhis basic composition has changed little
over the years. District Commanders have provided oversight for subordinate
commands who deliver services to.the public. Engineering and other support
has been provided by a combination of generic unit level resources, district
staffs, contractors, and in some cases by Headquarters. Area Commanders have
scheduled major operating units and provided area-wide coordination.

Recently, Area Commanders assumed an important new role as Commanders of their
respective Maritime Defense Zones.

While no two districts are identical, all provide basically the same kinds of

support for subordinate units. In August 1986, the Commandant concluded that
some consolidation of these common support functions on an area-wide basis
wight save some resources. A project team was formed to develop an
implementation plan to realign support and management functions. This is
their report.

The plan developed by the project team provides for Regional Maintenance &
Logistics Commands in New York, New York and Alameda, California to serve the
atlantic and Pacific areas respectively. 'These commands will provide naval,
civil, and electronic engineering and some other support for Coast Guard
comnands in their area. These support comnands will be phased in over an
eighteen month period. Concurrently district staff support resources will be
disestablished and, districts will be refocused to provide operational
oversight for their geographical area and a focal point for the Coast Guard's
interaction with the maritime public.

Concurrently, the Eleventh and Twelfth Coast Guard Districts will be combined
with a Headquarters in Long Beach, California. The Third Coast Guard District
will be split and absorbed by the First and Fifth Districts.

This new structure will provide adequate support, save some personnel
resources eventually, and position the Coast Guard to function for the
remainder of this century. Further, it could allow some centralized ‘support
functions now done in Headquarters to be moved so that only top management
jobs remain.

Details for this significant reorganization are provided in the basic report.

ii
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A REALIGNMENT PROPOSAL

INTRODUCTION: -

In September 1986, the Commandant convened a special project team
to develop an implementation plan to realign the Coast Guard's
support structure to consolidate functions. This section will
provide a broad overview of the realignment proposal, and explain
how the new structure will function.  In summary, the project '
team proposes the consolidation of some support -functions
currently done in all twelve Coast Guard districts into two
Regional Maintenance & Logistics Commands (RMLCs) which are new
organizations for the Coast Guard. This section provides a
detailed discussion of the new RMLCs. - The current Eleventh and
Twelfth Districts will be combined with a headquarters in Long
Beach, Califoruia and the Third District will be absorbed by the
First and Fifth. The project team concluded that financial
support functions cannot be consolidated at this time because of
accounting system limitations. They also concluded that some
functions such as personnel management, accounting, and military
training and education are better centralized than regionalized.
Civil, naval and electronic engineering support currently
provided by district staffs will be managed at the RMLCs who will
deliver the support with a combination of oversight and
management personnel plus a number of strategically placed local
delivery resources. Portions of the legal, medical, safety and
civil rights support programs will also be regionalized as well
as all compliance inspections. The remaining ten districts will
be focused on operational oversight in their respective
geographical areas. Recommended staffing levels for each element
of the new structure have been drafted. The new ofganization
will allow for continued execution of Coast Guard missions and
adequate support, while providing a framework to accommodate
future organizational changes.

GUIDELINES FOR REORGANIZING

From the beginning, the project team recognized the extensive
changes required to implement the reorganization proposed by the
charter. They understood completely the trauma possible with
such a significant change and searched not only for ways ‘to
gather information on -how to do the job, but also how to minimize
implementation problems. Extensive consultations were necessary
not only to gather needed information, but to condition the Coast
Guard's leadership for change. The team consulted often and in
great detail with all Coast Guard leaders: :

A careful review of the changes this- kind of reorganization could
cause to the fundamental character of the Coast Guard was done.
The basic character of an organization can be examined through
the concept of shared values. These must be examined carefully
prior to implementing significant change.

| .



Coast Guard's shared values are:

a. M desire to serve in 2 humanitarian organization doing
useful things well at the lowest possible cost to the taxpayer.

b. A desire for a good place to work with significant jobs
and a caring attitude of fairness towards the workforce.

¢, A belief that a multi-mission organization with a basic
military structure provides the best delivery of services to the

public.

Organizationally, a structure is needed that accommodates shared
values while allowing delivery of essential services to a
geographically dispersed public.

This dispersion fixes one end of the organizational structure and
causes a need for people and units in many different places. The
other end is fixed by a need for a Headquarters in the
Washington, DC area to interact with the Nation's political
structure. Widely dispersed units and people delivering services
to the public and a central Headquarters interacting with the
Nation's ‘political structure are essential organizational
elements.

The form of the structure between these two elements is the
essence of this study.

An intense need to save billets and positions requires a
streamlined organization with minimum layers and few inspectors.
In this environment, there is no room for layers between the
commanding officer and decision makers. Further, commanding
officers of ships, groups, marine safety offices (MSOs), air
stations, ete., must have total responsibility to look after
their people, carry out missions and ‘arrange for extermally -
needed support.

BACKGROUHD

Historically, the Coast Guard's basic structure has included
twelve autonomous districts, two areas, a Headquarters and a
number of specialized Headquarters commands. Districts have
provided operational control in their geographical areas of
responsibility and support for their operating units.
Headguarters has done not only the top management jobs, but also
some centralized support functions. Areas have provided
operational oversight on each coast and scheduled major resouzces
without concurrent support responsibilities. Recently, area
commanders assumed an important new role as Maritime Defense Zone
(MDZ) Commanders. This role creates a strong interface with
seniocr Do commanders, especially Naval.




This organizational structure has a number of strengths. Coast
Geuard people are comfortable with it because of its long history.
There 1s a good understanding of what is done at various levels,
and support people are fairly close to those delivering services.
this closeness is a key ingredient in their motivation  and
effectiveness: Further, support and operating elements have a
common boss in the district commander. District commanders are
pteeminent in their geographical areas and want to control all
aspects of their district. While this autonomy and desire for
contrxol are not universally shared values, they are nonetheless
part of the Coast Guard's culture. In some categories, the

@ control is more perceived than real because district commanders

i currently do not, in fact, control all the significant factors
that affect thelr success (people assignments, resource
avallability, communication support, etc.)

[
i

e

However, given these strengths, the current organization has some
areas that could be improved. 1Idezally, in a Government

f organization, only top management Ffunctions of policy setting,

. planning, programming, and budgeting and interacting with the
nation's political structure should be done at the Headquarters
level. Al other functions such as centralized support should be
done elsewhere. Further, delivery of services should be done
exclusively at the local level (MSUs), air stations, ships,
groups, etc.

e
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Other chanyges could be made for the sake of efficiency. The
Cqast Guard organization has not been scrutinized recently to
determine if unproductive layers exist and if recent advances in
automation and telecommunications are incorporated fully. Ship,
| shore, persoéonnel, and financial support currently provided by

| twelve parallel districts, could be regionalized on each coast
with some potential savings. Removal of support functions from
the di1strict commander would allow that officer and his staff to
concentrate on operations and interaction with the maritime
public. Consolidating support at the area level in a command
equal with the districts would allow one organization to
concentrate exclusively on providing support with the districts
focused on service delivery oversight. Since district and
support commanders would work for the same boss (their respective
area commander), there would be a confluence of support and
service delivery leaders on each coast. This structure would

i allow management dof all regionally provided services from sources
i outside Headguarters. Further, the current twelve districts are
I not nearly equal in areas of responsibility, workloads, etc.

! Some consolidations would even them out and free some resources.
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Some support functions, however, are more appropriately
centralized than regionalized. Personnel management, accounting,
and education and training are examples of support functions that
can be done on a centralized basis, however, not at Headguarters.
Accounting caannot be centralized in the short term due to the

o —



lack of a standard automated accounting system., Personnel and -
training management have the potential for an early look at
centralization once the transition to regionalized technical
support is complete.

THE COAST GUARD OF THE FUTURE

Some development of the Coast Guard for the remainder of the
century is necessary to provide a context for any reorganization.

Missions: Coast Guard missions are likely to stay about the
same. Drug law enforcement, maritime safety (preventive and
reactive) and national security will predominate. National
Security missions will provide the basis for the (MDZ) role. The
erphasis on these and other missions will vary over time and
geographical areas. All missions will continue to require w1dely
dispersed local delivery units plus highly mobile ship and
aircraft assets. Local support for them must be capable of quick
expansion, but distant second level support can continue to be
provided from a central location.

Organization and Qutside Influences: The Coast Guard will have
the following organizational elements:

Headquarters. Headquarters will be located in the
Washington, UC area to interact with the nation's political
structure. Involvement will become more difficult in an era of
continuing resource constraints and increased management from
Congress and oversight agencies.

xhese external pressures coupled with a continued uncertain
budget process (Congress has not passed a budget on time in
recent memory) create a need for a fairly large, highly competent
Headquarters staff in the planning, programming and budgeting
areas, and staffs versed in technical issues that can get answers
to highly complex questions. The Headquarters staff does not
necessarily need the technical competence to do the research
required for the answers. This can be done elsewhere. These
pressures will push toward a growth in the Headquarters staff
beyond that necessary for pure Coast Guard management. Its total
size, however, can be reduced by removing support delivery
functions and having them done elsewhere. Ultimately, reducing
the size of the Headquarters staff is a worthwhile goal which is
consistent with other government wide initiatives.

Areas. Area commanders will oversee operations in their
areas and schedule major resources. Oversight will be in the
macro sense because the final day to day operational management
oversight will be done no higher than the district commander
level. Area commanders are also MDZ commanders and through this
and other roles, they will continue to interact with high level
Doy and other officials in their area of responsibility. Area



commanders will be the ultimate approval authority for resource
allocations in their areas. There will bhe no need for a
fieadquarters role here, except for minor adjustments in the
percentage of rescurces for each area.

Regional Maintenance & Logistics Command (RMLC). The new
xMLCs will be responsible for providing required support to
district commanders for their use in executing Coast Guard
missions. Ultimately, they will also provide maintenance support
for all Headquarters units in their geographical area. As the
overseers of all support, these two commands will play a key role
in the allocation of scarce support resources. Regional
Maintenance & Logistics Commanders will have approval for ship
alterations, electronic alterations, and structural alterations.
for ships and shore installations for which they are type
managers. The support commands will be focused internally for

"support of those units delivering services to the public. They
will not deliver services directly to the public.

District Commanders. District Commanders will oversee
delivery of Coast Guard services to the public in their areas of
responsibility ‘using their resources and those additional assets
provided by the area commander. They will also provide high
level Coast Guard 'representation in their geographic area and
play a key role in the MDZ.

groups, Ships, Air Stations, MSO's, etc. These will deliver
Coast CGuard services directly to the public.

Central Commands. When the central command concept is
implemented, most existing Headquarters commands reporting to an
office chief will disappear, except in rare cases such as the
Rescarch and vevelopment Center and possibly our electronic
engineering labs. Commands will be established as follows for
centralized delivery of indirect support functions, and to allow
transfer of functions and personnel from Headquarters:

a. Military Pay and Personnel Command. This command
will be responsible for providing management of all military
personnel plus their basic centrally delivered support. The
Military Pay Center, and all other commands devoted to basic
military personnel management will be part of this command. All
enlisted assignment functions, discharges, etc., will be moved
along with their administrators to a personnel command outside
Headquarters. Officer personnel functions to the maximum extent
practical will also move. Interactions with this command will be
directly through the individual's commanding officer with no
other layer involved. While this is a significant change to
existing procedures, it is necessary to remove resource intensive
non-productive layers between the individual and the decision
maker. :




b. Accounting and Finance Command. When a central
accounting system matures, this command will consolidate Coast
Guard accounting and financial management. 1It's too early to
know wheiher this can be done centrally or if regional components
still will be necessary.

c. Military 7Training and Education Command. This
command will consolidate all entry level training and ‘
professional development of Coast Guard military personnel.

Implementation procedures for establishing the central commands
are not addressed in this study.

REGIONAL MAINTENANCE & LOGISTICS CONCEPT

Since Regional Maintenance & Logistics Commands are a new
concept, some development of their make-up and role is necessary-
here. (See Figures la and 1lb).

§ummaty of Regional Maintenance &'Logistics Command Organization:

a. The Regional Maintenance & Logistics Commander under the
direction of the area commander provides support services to
édistricts and area units.

b. ‘The Deputy Regional Maintenance & Logistics Commander
advises and assists the Regional Maintenance & Logistics
Commander in the general administration of the Command and acting
as Regicnal Maintenance & Logistics Commander in his absence.

The Deputy directs and supervises the following staff components:

(1) Special Staff Elements:

(a) The Civil Rights Officer advises the Regional
Maintenance & Logistics Commander on human relations and equal
opportunity issues including affirmative action, special
initiatives, and problem resolution.

(b) The Regional Inspector plans and conducts
compliance inspections for district and area units; assuring
compliance with Coast Guard safety and occupational health
guidelines and requirements.

(2) The Chief, Technical Support Division (Vessel)
manages the repair, maintenance and alteration programs for
cutters and standard boats assigned to the area and districts;
and provides technical information and assistance to support the
repair, maintenance and alteration of boats to district units
assigned those tasks.

(3) The Chief, Technical Support Division (Shore) manages
the design, construction, installation, repair, maintenance,
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outfitting, and alteration of shore structures and related
equipment; and the repair, maintenance, and approved alteration
of buoys, except for their installation and maintenance on
station. :

(4) The Chief, Technical Support Division (Electronics)
manages the construction, installation, repair, maintenance, and
approved alteration of electronics material, including radio,
underwater sound, radar, telephone, telegraph, teletype,
electronic interior communications, secure communications
equipment, and electronic aids to navigation equipment.

(5) The Chief, Financial Division manages budget
preparation and review, maintenance of accounts, disbursement of
funds, and office support services; performs major acquisitions
. for area and districts; provides training, assistance and
oversight for dining facility and Non-Appropriated Fund
Activities; and manages real and personal property.

(6) The Chief, Personnel Division manages the civilian
personnel program administration to districts, area and units;
provides general military personnel support to the RMLC and area
staffs, and supervises military personnel support to area units.

~{7) The Chief, Medical Division manages the planning and
administration of the health of military personnel, and
administers the medical monitoring program for military personnel
and Coast Guard civilian employees.

(8) The Chief, Legal Division provides legal advice and
assistance to districts, area units and the area commander, for
courts and boards, military justice, claims and litigation, real
property, and contracts and leases.

Organizational Relationships: Under the respective area
commander, and on the same organizational level as a district
commander, the RMLC provides support services directly to
individual units. 'The RMLC consults freely and frequently with
district staffs and Headquarters support program managers. The
RMLC exercises administrative control over support units,
including Field Development and Construction Centers (FD&CCs) and
Support Centers (SUPRTCENs). Support Centers will be the
Administrative Commander for small RMLC units such as Material
Assist Teams (MATs), Naval Engineering Support Units (NESUs), and
other local service delivery units of the RMLC.

Geographic Relationships: The RMLC is primarily responsible for
support of Coast Guard organizations in his area. However, the
RMLC may control a support unit providing unique services to the
Coast Guard as a whole, or it may be designated as the primary
support provider to certain types of units, or of certain
services, Coast Guard wide. ‘Yhis will include, for example,




assignment of ship alteration approval and configuration
management responsibilities to a RMLC for specific classes of
Coast Guard vessels. The RMLC will have final structural
alteration shore electronics alteration approval authority for
their respective area. :

DISTRICT CONCEPT

The District Commander will oversee delivery of Coast Guard
services to the public in his geographical area. Following is a
development of this concept. (See Figure 2). '

Summary of District Office Organization:

a. The District Commander as the principal agent and
representative of the Commandant, is responsible for
accomplishing Coast Guard missions through the direction and
oversight of operational units at the district and group levels
dnd area units under his control.

b. The District Chief of Staff advises and assists the
LDistrict Commander in the general administration of the district,
acts as district commander in his absence, and directs and
supervises the following staff components:

. (1) Special Staff Elements:

Legal Officer (dl)

Public Affairs Officer (dpa)

Command Enlisted Advisor (dea)

Information Resources Management Staff (dt)

(2) The Chief of Operations leads the Aids to Navigation
(OAN), Search and Rescue (OSR) and Maritime Law Enforcement (MLE)
divisions in a line responsibility role, provides current
operations planning oversight and advises the District Commander
on the readiness of units as well as the adequacy of staff
support for the operating units. This position is not provided
in all districts. Where this position does not exist, OAN, OSR
and MLE branches are elevated to division status.

(3) The Chief, Boating Safety Division administers the
Coast Guard boating safety activities including enforcement of
Feueral laws and regulations, coordinating with the Coast Guard
Auxiliary and otiher public service or recreational boating
groups.

(4) The Chief, Search and Rescue Division (OSR)
administers the search and rescue program, determines the
operational adequacy of the program in the district for saving of
life and property at sea; directs the activities of the district
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Operations Center; and sexves as program manager Lor SAR
resources.

(5) The Chief, Maritime Law Enforcement 'Division (MLE)
administers the law enforcement program in the district, conducts
appropriate investigations pertaining to law enforcement matters,
and maintains liaison with and render appropriate assistance to
other Federal agencies on matters pertaining to investigations,
law enforcement, counterintelligence and intelligence; provides
investigative services to other Coast Guard units as required;
and serves as program manager for MLE resources.

(6) The Chief, Aids to Navigation Division (OBN) manages
the operation of all aids in the district so -as to provide an
integrated system of aids to navigation; and serves as program
manager for OAN resources.

(7) The Chief, Administration and Planning Division has
staff responsibility for logistics of personnel, financial,
office services, and planning and budgeting, including the
assignment, training, and separation of personnel; budget
preparation and review; -maintenance of accounts and disbursement
of funds; and management of office services. !

(8) The Chief, Marine Safety Division manages the
program of prevention of marine casualties including the
inspection of merchant vessels, approval of vessel plans and
equipment, and the development and application of standards for
merchant marine personnel; a coordinated Coast Guard _
environmental program; and manages a comprehensive ports and
waterways system (excluding aids to navigation).

{(9) The Chief, Readiness and Reserve manages the reserve
program including the training, assignment and separation of
inactive reserve personnel; and the operational readiness
program, including planning and executing various readiness
exercises and oversight for weapons and other general military
personnel training.

Collateral buty: While a standard organization plan is
prescribed for district offices, it is recognized that the
pecrsonnel allowance tables for the several district offices vary
due to workload reguirements. In some instances, certain
functions or gyroups of related functions -may have to be assigned
by the District Commander to district staff officers on a
collateral-duty basis. In certain instances the Commandant may
prescribe specific rules oxr impose definite limitations governing
the particular collateral-duty assignments.

Functions Common to All Organizational Elements: Certain common

functions are the responsibility of the heads of all
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organizational elements, To reduce duplication,
functions are listed below:

these common

a.:. Monitoring and evaluating internal management processes
and taking steps to remedy. problems associated with work

procedures, manpower utilization, grade/rank struoture and
delegatlon of authority.

b.. Indoctrinating, supervising, coordinating and
tisc¢iplining subordinate personnel. (Discipline shall include-

all legitimate and constructive action which promotes morale and
gfficiency among personnel.)

c. Coordinating a551gned functions w1th the functions of
other organizational elements.

d. Taking action on communications.
e. Maintaining adequate'records.

f. Preparing-and/of processing special and routine reportsf
g. Developing directives and instructions;

h. Maintaining liaison with other Federal agenc1es and
Qutside organizations.

i. Discharging responsibilities ptescribed‘by Coast Guard
Regulations and by other orders and- dlrectives 1ssued by higher
authority.

j. Carrying out studies, planning and evaluation and budget
development relative to improvement of current operations and to

lay the ground work for implementation of plans as approved by
competent authority.

AN IMPLEMENTATION PLAN

The implementation plan is summarized here. Details are provided

in Annex A. Further details will be developed in cooperation
with the two area commanders.

There are a number of essential ingredients to a successful
implementation plan. It must:

" a. Provide a group of incremental steps from what exist now
to the new structure.

b. Provide for adequate unlnterrupted support in the
meantime.
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C. Produce personnel savings in the timeframe required to
support operational requirements.

d. Be affordable from a cost standpoint.

e, Allow for personnel changes that are not devastating to
the civilian and military workforce.

f. Set the framework for further consolidations and movement
of functions and resources from Headquarters,

the following guidelines will apply:

a. UBxcept in-unusual circumstances, there will be no forced
military personnel transfers for those with existing geographical
tours of -less than two years. Persennel in billets slated for
nltimate deletion normally will be given extensions.

b. Except in unusual circumstances, there will be no forced
civilian personnel moves in less than four months, Attractive
relocation packages will be provided to all employees willing to
relocate to available jobs in the new structure. Where jobs are
unavailable in the new structure, no RIFs will be implemented
prior to 1 October 1987. Garly retirements will be offered to
the maximum extent possible to those eligible.

IMPLEMENTATION SCHEDULE .

The RMLC concept will be phased in over a period of almost two
years to allow an orderly transition and to minimize personnel
hardships, and allow an orderly assumption of support jobs. The
transition plan will have to be a living document that can be
adjusted as changes arc necessary. In particular, transfer of
various [functions will be delayed or expedited as personnel
vacancies occur.

a. Un approval day: The Commandant will publish a policy
statement  on personnel actions as guidelines during the
Yeorganization. Soon after approval, each Area Commander will
form a small cadre of highly motivated civilian and military
personnel to furthex lay the groundwork for reorganization while
additional personnel are gathering.

The following additional specific events will occur:
(L) There will be a Coast Guard-wide hiring freeze for
all civilian positions. Exceptions will be granted on a case by

case basis.

(2) No military transfers for billets that will cease to
exist will occur.

11
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(3) Some currently vacant district positions will be
transferred to FD&CCs who will be authorized to hire. FD&CC's
will execute some major FY87 operating expense projects. '
Pr1or1ty a551gnments,-where necessary, will be made by the Area
Commander. FD&CCs will grow in manpower with the FY87 assignment
cycle. .

b. -Commander, Eleventh Coast Guard District and Commander,
Twel fth Coast Guard District will start combining according to
their phase-in plan approved by Commander, Pacific Area, so that
CCEL11l has assumed all CCGDl2 responsibilities prior to
1 September 1987. Commander, First Coast Guard District and -
Commander, Fifth Coast Guard District wjll start absorbing
Commander, Third Coast Guard District according to the
consolidation plan developed by Commander, Atlantic Area,

c. The support staff from CCGD3 and CCGDl12 will be freed
gradually to form the nucleus of a RMLC. A Rear Admiral will be
assigned to each early in 1987 to lead the buildup process. As
resources become available the RMLC will start assuming support
functions from districts. ‘The RMLCs will be commissioned no
later than 1 July 1987. Upon commissioning, they will assume
control of the FD&CCs and commence a phased assumption of
responsibility for all ships, medium endurance cutters (WMECS)
and above.

d. District Commanders will retain a small naval engineering
staff, money and responsibility to support patrol boats (WPBs) .
and below until 1 July 1988, when this responsibility, funding
and people resources will disappear. Some of these people
resources will be transferred to the area RMLC. Hopefully, this
will have been a gradual build up as vacancies occur in the
military and civilian workforce.

‘e, Shortly after approval, the recommended civilian
personnel consolidation will be implemented and report to the
implementation team leader until transfer to the RMLCs when they
are formed. Temporary p051t10ns will be authorized for a period
of two years ta assist in the consolidation. and formatlon of the
RMLCS. : v

f. Upon formation, the RMLC will assume electronic support
responsibilities for all ships, WMEC and larger, plus all CONUS
Loran stations, and communication stations. Some district

electronic billets and positions will be transferred to the RMLC

by 1 July 1987. The remainder will have been transferred by 1
July 1988 or be surplused for reassignment. Again, hopefully the

second year buildup will occur on a phased basis.

g. A gradual phase in of medical administration at the RMLC
level will occur.

12




h. The RMLC, upon commissioning, will assume military and
civilian management functions for personnel under its
administrative control

i. The boating safety standards program will be consolidated
into three reglonal commands as described elsewhere. :

j. Upon comm1551on1ng, the RMLC will assume legal
Lespons1b111t1es for its own support and provide defense counc1l
personnel for m111tary justice functlon throughout its respective
area. . .

DISTRICT SECTION

As the RMLC becomes a reality, districts will gradually evolve to
the new structure and have it implemented by 1 July 1988.

CULTURAL CHANGES |

Any major reorganization will force some significant cultural
changes. Some can be predicted, others cannot. This particular
proposal will force many of our loyal, dedicated, civilian
members to either relocate or lose their jobs. Some who are
W1ll1ng to relocate still may not be able to find opportunities
in' the new structure. Military personnel likewise will be
disrupted to some extent because of early transfers and deletions
of jobs that once were available. Promotion opportunities will
be reduced in the short term. On the positive side, many new
jobs and growth opportunities will be created in the new
structure for both civilian and military members. However,
despite the Coast Guard's reputation as a caring employer, the
disruptions will cause a degree of concern that may linger for a
few years.

. Currently, District Commanders "own" all Coast Guard units ‘in
their area except Headquarters units. They will own less in the
new stucture, and district boundaries will essentially disappear
except for operational matters.

Oversight for public affairs, representational responsibilities,
military smartness, etc., may be blurred a bit under this
concept. This can be mitigated by recognizing the strong role
that is properly played by the senior Coast Guard officer in a
particular area. District Commanders will submit letter reports
to the Area Commander on area and RMLC units in their geographic
-region. These letters will address compliance with military
standards, public relations and other command responsibilities.
This blurring need not become a problem, but care will need to be
exercised. There are current models where independent commands -
happily co-exist in the same area.
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Coast Guard people have a rlght to oxpect the cha1n of .command to

look after their néeds. District personnel have become .
comfortable with an Admiral between them and the "bureaucracy" in
Washington. They will continue to expect this although their
counterparts in Headquarters commands currcntly get along quite
well without it. The personnel command concept will remove this
layer and some will petceive it as a loss. Unfortunately, the
layer has been used mostly as an advocate in what is often
essentially a zero sum game., Competition for schools, commands,
and desirable assignments is for a fixed number of opportunities.
victory for one generally is defeat for another. However, this

locally available "safety valve" has served some useful purposes
and it will be missed by some.

Our current organ1zat1on places most support personnel falrly
close to the action where missions are being done. This is a key
ingredient for motivation that will be missed as some support
functions are consolidated at more remote locations. Commanders
will have to find a substitute for this motivation factor.
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SUMMARY OF ORGANIZATIONAL CHANGES

ASFL MAHAC EMENT

rormal contracting will be regionalized along with technical support
functions. Where practicable in a workload sense, procurement personnel will
b2 integrated organizationally with the enginecriny personnel they support;
e.y. the vessel Support Division of the RMLC will contain a procurement and
supply cadre and procurement staffs at FD&CCs will be increased to deal with
the: major shore station maintenance workload. PFD&CCs will assume
responsibility for outfitting new facilities they design and construct. The
finance Division of the RMICs will also have a procurement staff to regionally
acquire and adininister polliution clean-up, non-shipboard electronics and ADP,
leased housing, and medical services. The same division will provide
procurement and supply suppoct for the RMLC and the Area staffs. The
appropriate procurement staffs at the RMLC will service district formal
contracting needs functionmally. Districts will retain small purchase
authority to support district staffs and district units as necessary.
Increased purchasing authority for performing organizational level maintenance
and administrative support will be provided to district units as deemed
necessary by the District Commanders. Individuals must be procurement
qualified before this authority is provided.

Districts will retain the Butomated Requisition Management Systems (ARMs) or
other requisitioning systems they have in place. Staff resources will be
reduced because of automation productivity improvements, transfer of units to
Areas/RMLC3 and reduction of staff personnel. RMLCs will assume the
requisitioning systems in place at C®3 and CGD12 and service Area staffs,
Area units pot capable of self-support, and RMIC staffs. RMLCs will monitor
supply fund activities at their field units and coordinate with Inventory
Control Points (ICks). RMLCs and districts will manage Inter-Service Support
Agreements ([SSAs) and space for thelr respective units, and deal directly
with 7SA regional officials.

Real property management will be regionalized at the RMLCs where legal, civil
engineering, and procurement support resides. Personal property management
will remain decentralized at the units, with districts and RMLCs providing the
capitalizztion and accounting data entry for their respective units. More
emphasis will be focused on control of assets during compliance inspections
from tne MMLC staff.

Miscellaneous office service resources (mail room, multilith operations, etc.)
will remain in ths districts and adjusted for decreased staff size.

BOATING STANDARDS

Boating standards enforcement personnel presently on District staffs enforce
Federal regulations on manufacturers of recreational boats and equipment.




They spot check products at the factory, train manufocturing personncel in the
regulations, investigate consumer complaints and accidents for evidence of
safety defects in the products, recommend boats to be tested for compiliance,
direct the recall of defective boats, and prepare documentation for civil
administrative penalties on manufacturers.

Tha total Full Time Equivalent dedicated to these functions within current
district allowances is 25. The Office of Boating, Public, and Consumer
Affairs (G-B) has a plan to regionalize boating standard functions into
Boating Safety Units in three separate locations, working directly fot
Headquarters and eliminating middle layetrs of control. This regionalization
provides greater consistency in policy application, and (in conjunction with
six billets about to materialize from FY-87 RCP 421.91) allows an economy of
some FTE. The plan is independent of State liaison, which will remain a
function of District (b) offices.

The boating standard function is one that could be decentralized by assigning
inspection visit responsibilities to MSO's adjacent to the 22506 boat
manufacturing locations. This option would not produce desired billet
savings, as inspectors experienced in the specialties of recreational boat
manufacture would have to be added to MSO Personnel Allowance Lists (PAL's).
It would eliminate the econamies of scale from boating standard work centers.
Also, a shift of oversight could, in a larger sense, mix untelated programs.
The regionalization plan provided by G-B is ready for implementation during
the 1987 transfer season.

BKILGE AUMINISTRATION

The Headquarters Bridgye Division (G-NBit) oversees the program of regulations,
directives, policies, permit procedures and associated ftransactions that
District level Bridye Administration personnel implement. No action has been
taken to either centralize or consolidate here because of initiatives outside
this study that could cause proyram management changes in the near future.
Billets and positions are listed with Alds to Navigation divisions.

CHAPLAINS

The Coast Guard has twenty-one Navy Chaplains geographically dispersed. Most
are assigned to Support Centers and Training Centers having Chapels. Six
Chaplains are "circuit riders", Chaplains assigned to geographic areas where
there are concentrations of Coast Guard units, whose purpose is to visit
outlying units and ride ships. Two of the circuit ridexs are assigned to
Support Centers now - Portsmouth and Elizabeth City. Four are carrently
assigned to district staffs in Seattle, Alameda, Honolulu and Miami. Since
travel orders and funding will now come from RMLCs, and to better utilize the
available Chaplain resovrces and separate support from operations, Chaplzins




not assignud to Zoast Guard Chapels will be assigned to the RMIC's for
operational control purposes. They will be attached for administrative
control purposes to the local support unit. Thus, the current district staff
Chaplains, will be attached to SUPRTCEN Seattle, SUPRTCEN Alameda, Base
Honolulu and Base Miami.

CIVIL ENGINEERING CONCEPT

Present Organization: Civil Engineering support is currently delivered
through an autonomous district staff structure. Levels of staffing, funding
and pre-design review of major projects are controlled by Commandant (G-ECV
and G-CCS). Project execution, the development of project backlogs and their
prioritization are all left to the district staff. District commanders
perceive the current organization to be responsive to the needs of their
organization through the ability to control priorities at the district level.
District ecv staffs also provide varying levels of assistance to those
Headquarters units physically located within district boundaries.

Most Acquisition Construction and Improvement (AC&)) projects are identified
and developed through the budget submission stage by district staffs with
technical assistance from the FD&CC. Project execution is handled by regional
organizations (FL&CC's) under Commandant (G-FCV) administration.

Proposed Organization: Planning and execution of most major design
contracting functions will occur in the regional organization. A Division
within the RMLC will be responsible for management of maintenance support of
shore facilities beyond that level inherent within group or unit staffs. This
division will plan and program for the execution of all shore facility civil

englineering malhteonance programs.

FL&ECC East and West - The chain of command for these units will be changed so
they report to the respective RMLC through the Technical Shore Support
Division. In addition to current responsibilities to execute AC&1 programs,
they would assume responsibility to design and execute large OE projects as
assigned by the RMLC.

Civil Engineering Field Office - The design and execution of smaller OE
projects, problem identification and verification, and local technical support
of units would be done by field offices located throughout the region to allow
for faster response and reduced travel costs needed for local swall project
problem solving. A smaller level of contracting support (to S100K) will be
provided to efficiently carry out the duties envisioned. (Because of
contracting reguirements throughout the Far East, the Pacific FEO located in
Honeolulu, requires contracting capability up to S$300K).

CIVIL RICHTS/HUMAN RELATIONS

Equal Opportunity Program administration is consolidated at the regional level
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to coordinate develeopment of military and civilian affirmative action plans;
assure military and civilian managers and supervisors are aware of, understand
and comply with program requirements; and advise and assist top management on
special initiatives and problem resolution. Districts and Headquarters Units
will continue to appoint collateral ruty Civil Rights Officers and counsclors
and provide for their training tbrough locally available training courses.
RMLC Civil Rights staff will arrange (through contract or other means) for
periodic human relations training for districts and area units. The staff
will assure civil rights issues and concerns are comnunicated to other staff
elements and will serve as liaison with the Legal and Personnel staffs on
civil rights problem resolutions.

CIVILIAN PERSONNEL

The administratiocn of civilian personnel management programs is the
responsibility of the RMLC. The Civilian Persomnel Officer will conduct
recruitment and merit promotion programs, classify civilian positions, provide
employee and labor relations programs (including performance evaluations,
discipline and awards), supervise the Civilian Personnel Management
Information System (CPMIS) including its attendant records and reports
systems, provide employee benefits and services programs, and administer the
employee kraining program. Civilian personnel services will be provided for
both appropriated and non-appropriated funded (resale & special services)
employees.

hiscrict Commanders and Headquarters Unmit Commanding Officer continue to
retain their current delegated personnel authorities for the appointment and
termination of civilian employees. These authorities will be administered
through the kegional Civilian Personnel Officer. Managers ard supervisors
continue to retain responsibility for superv151on, development and evaluation
of their employees.

Personnel services provided to managers and supervisors of non-appropriated
funded employees will, for the most part, replace those currently provided by
Coast Guard Headqudarters, [ocal organizations will continue to recruit and
staff their positions but will receive position classification services and
advice and assistance in employee-management relations, discipline, and
employee benefits and services from the RMLC Civilian Personnel Officer.

Coast Guard Headquarters will be responsible for planning, policy, and program
oversight.

Civilian personnel liaison positions will be locatad in each district office,
but they will report to the RMLC. This resource will be critical during the
reorganization, but the need may become less after the new structure is
implemented.




COMMANI ', COMTROL AND COMMUNICATIONS SUI'PORY

]

Currently, there are several parts of this support that are provided at a
nurber of levels. Operational Commanders in areas and districts need
operational telecommunications staff support for their regular day to day use
as well as planning for MDZ and historical Coast Guard missions. They also
need a communication center supervised by someone on their staffs. These zare
provided in the new structure by a Command, Control,
Coomunications/Information Resource Management staff and communication center
personnel.

The Coast Guard has made great strides in recent years by providing IRM
hardware and software tools to all organizational levels. Oversight, system
manager and training functions need to be performed at all levels where
significant IRM equipment exist. The training function is often contracted
for and equipment is supported by a nationwide contract. During the early
introduction of IRM concepts and equipment, there was a local need for system
development support resources to introduce this new culture into the Coast
Guard. 'this introduction phase is now complete and while there is a
continuing necd for some local system development capability, most development
work needs to be done centrally for Coast Guard wide applications.
Consequently, manning has been provided to manage local IRM systems and to
allow some unique local development work. Resources have been provided to the
C3 labs to do centralized applications development.

Electronic maintenance capabilities on major ships and at groups,
communication and Loran stations are quite good so that day te day support
from a higher level is generally not necessary. Support is needed for
occasional difficult problems, system-wide difficulties and major changes.
These resources are provided at the RMLC and geographically dispersed local
maintenance personnel called Electronic Support Units, RMIC’s will be
authorized to grant electronics alterations approvals currently done at
Headquarters.

COMMAND ENLISTED ADVISOR

Each district will be staffed with a full time enlisted advisor billet to keep
the District Commander apprised of the morale and well being of unit level
personnel. In that Area Commanders will gain responsibility for some major
sized units with reorganization, they toc will need the advice of CEA's. Each
Area also will be staffed with a full time CEA billet. RMLCs, because of the
non-operational nature of their command responsibilities, will not have
dedicated CEA billets. Geographical overlap will be provided by CEA's vho may
in fact be a member of another staff, but still in appropriate physical
position to fulfill Coast Guard-wide interests and satisfy needs that cannot
be impeded by boundary lines. One example of this could be New York, where,
although Governors Island would be within the new First District, the Support
Center will be an RMLC unit located in the shadow of the Area Commander's




office. Thus, the Atlantic Area CKA would be ideally positioned to fulfill
CEA duties for all units ip that particular location, Keeping the appropriate
Admiral and staff advised. Regionalization will absolutely require the
lowering of geographical barriers. If a CEA uncovers a situation that only
someone else's staff can fully rectify, communication across lines must
commence at the working level, with higher levels consulted if a firm need to
know exists. As desirable a concept that providing human resource petty
officers to expand CEA staffs appears, it is a billet drain for specialty
functions that will be carried out by RMIC divisions.- CEA's must feel free to
consult with such professional resources frequently and openly.

DISTRICT BOUNDARIES

The Project Team's Charter directed a recommendation on boundaries for the
proposed consolidated First, Fifth and Eleventh Districts. Commander,
Atlantic Area's study concluded that a split of the Third District at Toms
River, N.J. was appropriate. His rationale follows:

"The existing Captain of the Port (COTP) New York/Philadelphia boundary
is recommended as the First/Fifth District inland boundary with the seaward
boundary extending parallel to the existing Third/Fifth District boundary to
intersection at the eastern limits. This new First/Fifth District boundary
would cross the coastline at Toms River, New Jersey, cut across New Jersey to
pPort Jervis, New York and follow the New York/Pennsylvania border to the
existing Ninth District boundary. No changes to any other district boundaries
are recommended. This split is advantageous because it keeps the Delaware
approaches, ports, and waterways in one district and the New York/Hudson
kiver/Long Island Sound approaches, ports, and waterways in another."

Pacific Area and the Bleventh and Thirteenth District Commanders, all agreed
the northern boundary of the new Eleventh District should coincide with that.
of the former Twelfth. All thought the possible benefit from consolidating
“44 footer country" Lrom Bodeya Bay north, with its similar SAR operation in
the Thirteenth, was far outweighed by the problems caused by splitting the
State of California between two districts.

Accordingiy, the Project Team recommends the Third District be split as
outlined above and that the Eleventh District assume all of the Twelfth
District.

Some other district boundary adjustments are recommended for further study.

FUND AND OTHER RESOURCE MANAGEMENT CONCEPT

Planning and budgeting will continue to be performed in districts as well as
at the RMLC. District requirements. for planning will be reduced substantially
with the transfer of engineering responsibilities and associated capital plant
acquisition or change documentation to RMICs. District budgeting workload,




including prepacostion of C-4144s and allocation/adjustment of Operating
jarjets (OPA«S), will also be reduced with the transfer of major units
(ships, comuwunications stations and support centers) and technical support
Functions (maintenance and repair, medical and contracting) to the areas and
wMILS.  Distelct planning and budgeting functions will be combinad in the
administration and Planning Division. Area and district staffs will
coordinatz development of planned operating hours for major ships and aircraft
so that fuel funds can be budgeted and distributed. Maintenance and repair
packlogs and new requirements will be developed by districts, areas, and RMICs
for their respective units and prioritized. RMLCs will convene a board
annu2lly to establish overall priorities for maintenance and repair. Areas
will approve the program. Update procedures will be established in each Area
to suit their needs.

Operating funds will be allocated from the Appropriation Manager in
Headquarters. Districts and areas will receive Operating Guide (0G) 39 funds
(including fuel/energy) for their units and staffs. RMLCs will receive OG 30
funding for the support centers and RMLC staffs. All maintenance and repair
(0G 4X) funds will be provided to the RMLCs. Ordnance funds (OG 54) will be
provided to RMLCs for ammunition purchases and to districts for armory
operations and small arms training. Training funds (0G 58) will be provided
to the RMLCs districts for local training and off duty edacation. All medical
equipment (OG 57) funds will be provided Lo the RMICs. Reserve Training (OG
9¢9) funds will be allocated to the districts as they are now. 2ACsI funds for
new projects started and managed by FD&aCCs in FY 88 will be provided to the
RMICs.

Accounting will continue to be performed "locally" until a standardized system
is develuped and centralization of the function can be examined. An
olternative suggestion to partially regionalized accounting in the Pacific
Area was approved. Districts will see a reduction in workload as units
(ships, etc.) are transferred to area control and functions (major
procurements such as pollution, housing and medical contracting) are
tansferred with associated staff{s to RMLCs. In some cases, districts will
continue to perform accounting services for Area/RMLC units such as FD&CCs
until RMLC accounting operations are fully staffed and equipped. Even though
total funds to be accounted for will basically remain the same in those
districts, the transaction volume will drop because of the types of
transactions (e.g. construction contracts generate fewer obligations and bill
payments than leases or medical service contracts). Overall, district
accounting resources will stay the same except for minor adjustments
associated with workload shifts. Data transcription, where still performed by
Coast Guard personnel has been continued on an interim basis. These resources
should be released within a year as contracts are awarded or interim
accounting systems are installed. Accounting staffs at the RMLCs will be
established using the nucleus of people from the Third Coast Guard District
and Twelfth Coast Guard District staffs. Interim automation improvements to
existing CGD3 and C@12 accounting systems will be expsdited. If the
Financial Automated Support System (FASS) is certified to meet Coast Guard
interim needs, it will be installed ahecad of the existing schedule dates sqQ
that RMLCs will be on-line to start operations at the beginning of FY 88.




WAL B i 105 _ADVICH

Health Benefit Advisors currently on each district staff will be taken as
billet savings, since the advice function will be carried out by:

a. unit and clinic medical personnel,
b. a new toll free number, and
c. uniformed health care facility staff members.

For those unusual cases made difficult by repeated visits for treatment,
questioned eligibility, and/or sponsor deployed away from home, a District or
Area Commander can enlist assistance from RMLC Health Service Division
resources in providing person to person assistance or follow-up.

HEARING OFFICER

Each Coast Guard District utilizes a Hearing Officer to assess civil penalties
for violations of laws and duly promulgated regulations. This function, under
the auspices of the Administrative Procedures Act, has been accomplished
through the use of military billets, civilian positions, and collateral duty
time of otherwise assigned officers. The public has not been provided a
uniform level of consistency in the interpretation of published guidance, nor
in the imposition of penalties. A recent Commandant Instruction was
promulgated to address this problem.

As the civil penalty assessment program has direct contact with the public, it
is a function that belongs in the operational arena. Because of potential
manpower savings and consistencies that consolidation would provide,
regionalization under the Area Commanders (rather than the non-operational
MLCs) was considered. - '

Workload created by the approximately 18,000 civil penalty cases per year
requires 9 full-time hearing officer billet/positions. The regional split by
proportion is 6 and 3, East and West respectively. These could be added,
along with commensurate clerical support, to Area structures. Since a number
of hearing officers have marine safety backgrounds, this would add a needed
expertise to the Area Commander's staff.

However, there is substantial opposition to this regionalization by Atlantic
Area District Commanders. They believe it would be perceived as less
responsive to the public, travel intensive and remove a vital feedback
mechanism for local commanders. The Pacific Area Commander favors
regionalizing this function. Since potential billet savings are small and
because of the problems identified, the functions and billets were left at the
districts. After the realignment occurs, a trial of this regionalization
concept is recommended in the Pacific Area. This would require an amendment

to 33 C.F.R. Subpart 1.07.



Administrative Law Judges (ALJs) serve the Coast Guard by presiding over
hearings involving the suspension and revocation of license, merchant mariner
dozuments ard c=crtificates of registry issued to merchant seamen. Their

prezsent workload allows added tasks. However, the suspension and revocation

procedures are determined by a different part of CFR which call for mere
formal and detailed methods of adjudication. The capability for (ALJs) to
operate under two entirely different sets of regulations and effect the
consistency required by each program has not been tested. A finite test run
in one area, where an ALJS output in clvil penalty cases can be measured
against a hearing officer's standard, should be utilized to see if more of the
s2rvice-wide civil workload can effectively be moved to the ALJ's, thereby
freeing more resources in the future than already identified.

INSPECTIONS

The functions of the former District Inspectors have been expanded, redefined
and consolidated at the RMLCs. Inspections of field units have been divided
into operational readiness and compliance components. The oversight of a
unit's readiness to carry out its operational mission is the responsibility of
the Opurational Commander (Area or District). Operational readiness includes
appearance of the unit and its crew, state of training, material condition,
adeguacy of plant and supplies and quality of leadership. No dedicated
inspection staff has been provided Area or District Commanders but this
oversight function was considered in providing overall staffing levels.
Letermining readiness of a subordinate unit is the direct responsibility of a
military commander which may be executed via the staff component that oversees
this for the commander. This function should not be performed by an agent
such as a district inspector. Elimination of duplication of inspection arzas
which currently exist between the former district inspectors and Refresher
Training (REFTRA), training teams, etc., is also assumed.

Compliance, i.e. a unit's adherence to the requirements of law, regulation,
directive and policy, is determined periodically by the Regional Inspector. A
specific staff is provided for this purpose. Much of the former district
inspector check-off lists will be utilized. Sufficient staffing is provided
for two teams to inspect smaller units. Initially, inspections of only
District, Region or Area units is contemplated. Headquarters units and
District and Area staffs may be added later with additional staffing if
desired.

The Regional Inspector, an 0-6, has two branches: Compliance (as discussed
above) and Safety. Safety is the former District Safety Manager function
consol idated at the Regional level.




Legal staffs will be split between operational and support missions. Each
RMLC will be provided a legal staff to provide legal support to all units in ’
the region for the following functions: contract review, claims adjudication,
personnel actions, military justice, real property and legal assistance. A
separate advocacy team will nandle legal support to personnel for personnel
and military justice actions. Each district and area staff will be provided a
small legal cadre to provide legal advice on operational matters. Attorneys
assigned to districts, and areas will also serve as trial counsel on courts—
martial convened by their commanders or subordinate commanding officers.

LORAN

There are several LORAN proyram reorganization proposals under consideration,
including a contracting-out option under OMB Circular A-76. Conceptually, in
the long term, LORAN Stations should be placed under the operational control
of the Area, with all types of support channeled through the RMLC. Currently,
both OPCOW and ADCOW of LORAN Stations rests with districts, Marianas Section
(MARSEC) and Far East Section (FESEC) under districts, or Activities Europe
(ACTIUR) . There are little or no billet savings to be realized from
regionalizing LORAN control at this time. Some overseas stations will be
replaced by new global positioning systems within a few years; the dislocation
involved in changing command and support relationships at this time outweigh
the possible gains in organizational uniformity. There is no convenient way
to provide ADCON support, including military command functions, from the RMLC
for LORAN stations without excessive travel. These stations have small crews
with relatively junior Officer in Charge (OINCs) or Commanding Officers (COs),
many are isolated even in the Continental United States (CONUS). They need
closer administrative oversight than that possible from a remote support
command. Accordingly, the study recommends that LORAN command and control and
administrative control, remain unchanged in the near term. Electronic and
civil engineering technical support will be provided by the RMLC.

MEDALS AND AWARDS

To reduce administrative workloads and delays, authority for medals and other
awards should be delegated to field commanders to the maximum extent possible.

tlealth Services Administration is consolidated at the Region level, where the
contracting, review, bill-paying and advisory functions previously performed
by the Districts (pk) are done. In addition, the Drug and Alcohol program is
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1 to Health Services from Personnel at all levels. Alcoholism is

nized as a disease process. Its funding for treatment bas always

" funds controlled by Commandant (G-K). The druyg program is now
removal rather thanh rehabilitation and retention of drug users is

rug and alcohol advisors at TRACENS are not affected; those at

are consolidated at the Region. Coast Guard policy formulation with

disposition of drug and alcohol dependent personnel remains a

function carried out by Commandant (G-pPS). BAdministration of

nd dental clinics and facilities remains the responsibility of the

officer of the unit to which attached, but centralized professional

-~ (OPCON) will be provided by the RMLCs. Industrial Hygiene program

t remains with the Commandant (G-CSP) but will continue to be

at the field level with Health Services personnel resources.:

ry persoonel administration will continue to be performed at the

icts as well as the RMLC. Personnel Reporting Units (PRUs) will continue
form thelr current functions where presently located (District, Suppcrt
, CGooup, etc.) and, except for possible minor modifications, serve their
t clientele. In thos: instances where PRU's were not staffed to perform
1 and/or transportation functions, additional modifications might be
ired., The current working arrangements between primary and secondary

5, and their relationships with the Pay and Personnel Center, Topeka, will
disturbed in the hear term by this reorganization,

ily Uousing administration will also continue to function in its present
ion (Group, Support Center, etc.) for purposes of assignment to housing
other day-to-day responsibilities. District Military Persorinel Branches
L be responsible for determining housing needs (e.d., leasc increases or
recases). The RMLC will toerminate and/or issue leases and provide
igineering support for government-owned housing. The District Personnel
ficer will serve as liaison with RMIC for family housing matters.

mily Advocacy services currently provided by District social workers or

her persomnel will continue unchanged. Services will continue to be

ovided for those units physically located within District boundaries but
ich have been transferred to Area or RMLC control. Overall coordination of
e family advocacy program rests with the RMLC.

Astrict personnel officers will continue to serve as the Commanding Officer
f staff enlisted personnel and to provide advice and assistance to the
Jistrict Commander in the areas of officer and enlisted evaluations, staff
ttdlnlng, non-rated assignments, mutuval assistance, medals and awards, morale
nd recreatinn, maintenance of the Personnel Allowance Lists, and other
Unctions as may be assigned.
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'The RMLC Personnel Officer will pecform the above functions for the Area
Comnander and Maintenance & Logistics Comander's stalfs. In addition, the
Personnel Officer is rosponsible for oversceing the convening ol
administeative action boards, as necessary, and tor providing caveer-
informal. ton counse! g services Lor abl pecsonnel in pistricts and Acea and
Maintenance & Loyistics Comnand units. Counseling may Lo in the Lomm of on-
site sessions, Individual or group mectings, newslelters, or other means.

MU'YUAL ASSISTANCE (MA)

No changes to the current Coast Guard Mutual Assistance structure are
recommended. The current geographic District Director concept works across
organizational lines and could continue to do so under the reorganization.
The Regional Maintenance & Logistics Commanders will take over the MA
Districts from the current Third and Twelfth Districts.

NAFA/SPECIAL SERVICES

At the Headgquarters level, policy formulation for NAFA operations remains with
G-FRS and that for Special Services with G-PS: At the field level, program
coordination, funds reallocation, and internal control Functions have been
consolidated from Districts to the RMLCS, with the split again being NAFA
under Finance and Special Services under Personnel. The Project Team believes
that Coast Guard non-appropriated funds programs have several strengths vis-a-
vis counterparts in other services. First, is the authority and
tesponsibility of unit Commanding Officers in managing both the income
producing oryans as well as the income consuming special services activities.
ihis, and the fact that Coast Guard units with organic NAFA's are still
permitted to retain a significant share of their earnings, provide a powerful
incentive for good business manayement with an eye on the bottom line. No
change to this philosophy is recommended. However, there has always been a
need to redistribute a portion of the NAFA profits fram the "haves" to the
"have-nots", augment appropriated recreation funds and to even out special
services activity benefits, This leveling has been done primarily within
individual districts and at Coast Guard Headquurters. There also remains a
need to pool NAFA and Special Services funds to finance major construction and
expansion projects and new start-ups. We propose to have this process carried
out at the Region level. Major projects would be approved, designed, funded
and contracted at the Regional level. Redistribution of Special Services
operating funds retained by the Region or distributed by Headquarters is
accomplished by the RMLC, likewise with district offices receiving a share for
their internal use only. Headquarters Units would be included and treated the
same as any other unit with a NAFA and Special Services program. Except for a
small sinking fund for equipment replacement, unit reserves for major growth
expansion and building programs would be consolidated at the Region level.
Area Commanders have suggested that the NAFA chain of command should be
directly from the unit to a central oversight staff. This concept should be
considered further.
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NAVAL ENGINEERING SUIPOIT

present Organization: Naval Enginecring support is managed through the
District Naval knglneering Branch staffs. Support is provided in three
primary areas:

a. Technical Expertise — This is provided directly by technical
consulting service telephonically or onboard, to solve problems which require
experience and training beyoud that held by ships/group forces and indirectly
through various inspection visits and ship repair contract specification
developnent.

b. Funds Distribution — This includes allocation of 0G-45 and AC&{ funds
throuyh commercial contracts administered frowm the District Comptroller
pivisions and Government work orders for SHIPALT accomplishment, programmed
repairs, casvalty repalr, major equipment replacement and technical services.,
i1n some districts, part of the OU-30 program for small boat repairs is alsu
administered here.

C. Onboard Technical Personnel Support - is provided through onboard
visits by district personnel and includes hands-on training, crew augmentation
for maintenance, and turn-around component repair in support team shops.

Engineering support requirements are generated telephonically or via
support team work orders, Casualty Reports (CASREP's) and Current Ship's
Maintenance Projects (CSMP's). Support response prioritization is
administered by the district Program Managers, most freguently from within the
Operations divisions.

Naval Engineering support policy and major project maintenance design
(SHIPALT desiyn) is provided by the Headquarters Naval Engineering staff who
also distribute 0G-45 funds to the districts.

Area staffs play no role in this support program.

Froposed Organization: iersonnel savings and management efficiencies could be
achicved throogh consolidation of district stalfs at the area level. District
naval engincering staffs will be completely aliminated and functions currently
administered by district staffs will be moved to other organizational
elements. ‘The Vaessel Technical Support Division of the RMLC will furnish all
enginesring, ordnance, contracting and logistics support from a single
functional source within each area for cutters of medium endurance classes and
larger. Smaller cutters and small boats will receive support from the RMLC to
the same degree that they are supported by district staffs now. Local support
such as ship repair contract coordination, initial CSMP review and technical
support team visits will be administered by Naval Engineering Support Units,
reporting to the Afloat Technical Support Division. Maintenance and logistics
requirements will be documented using administrative systems now in place.

Cutter, Group and Station engineering and logistics support functions
would remain intact.
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Naval Engineering Support function at the Area level through a RMLC will:

1. Improve configuration management and control.

2. Provide morc powerful technical support capacity through pooling of
broader ceducation and experience resources.

3. Improve specification development, contracting and logistics
cfficiencies through standardization and combination of cutter repair
availability an.J equipment acquisition packages.

4. Improve consistency in cutter and boat support administrative
procedurob due to a reduction in the number of principal support offices with
resulting improvement in support program credibility. -

5. Improve leveling of financial and direct technical support delivered
to the field through consolidation of these resources to the two RMLCs .

6. Provide manpower savings through elimination of redundancies in
tasking common to each district.

7. Improve overall Naval Engineering effectiveness and support due to
more powerful program technical support capacity, more closely coupled
learning curves, and improved opportunities for blanket ship repair contracts.

OPERATIONAL CONCEPT

Virtually all operational units of the Coast Guard presently report to
District Commanders, either directly or through Group/Section Commanders. The
widening breadth of operating theaters for Coast Guard resources and the
heightened potential for short-notice deployment away from home ports cause a
revision to the concept of district ownership for, in particular, cutters of
medium endurance ard greater.

Area Commanders will assume ownership of WMECs vessels and larger (minus
MACKINAW) in accordance with the implementation phase plan; taking
responsibility for cutter employment schedule, crew preparedness, personnel
evaluation, and operational readiness of the platforms. This does not
constitute type-command responsibility, as support in the form of technical
inspection and responsiveness, major plant maintenance, personnel
accountability, and personal services will come from the RMLC and associated
delivery methods. '

Operational control of Area cutters may be passed to Districts or Sections for
accomplishment of specific missions, ranging from involvement in patrol or
surveillance missions in finite locations within District/Section boundaries,
to prosecution of ‘individual SAR and law enforcement cases. Change in
operational control (chop) can be executed by Operation Order or tasking
message, with control reverting back to Area at mission termination.

14
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adninistration, budgeting arnd financial analysis, marketing, training,
coordination of audits, and planning [or new or replacoment facilities.  ‘The
management stall will retain and manoge the Rescrve for Replacoment ol 1ixed
Assets.  Unit shares of profits will be retained or expanded as an incentive.
District asscssments will-be eliminated and remaining profits, except for
internal yrowth related retained earnings, will be available for
redistripution to the service-wide morale and recreation programs.

PLANNING OFFICER

The current planning officer billet and function has been eliminated. In the
future, a reduced planning effort will be managed by the Administrative and
Planning Division. The District Commander will provide only general planning
needs such as SAR station, as needed in a particular area. Details would be
developed by the RMLC.

PUBLIC AFFAIRS

There is little change in Public Affairs organization and staffing, except to
transfer the current Third and Twelfth District Public Affairs Offices (PAO)
to the Area staffs, with augmentation from current Headquarters resources.
Area Commanders will be responsible for ensuring Public Affairs support for
environmental pollution response (required by Pollution Contingency Plan (40
CFR 300.34)), operational/service photography, on-scene Public Affairs
augmentation, and Public Affairs training functions. Area PAO will cover
local media relations, with ¢lose cooperation with the appropriate District.

READINESS AN') RESERVE

Reserve Division and Readiness Branch are combined in district staffs as the
Readiness and Reserve Division. This combination serves several purposes: It
helps meld the Reserve Program into current Coast Guard operational mission
emphasis areas. In this regard, it mirrors Headquarters organization. It

. combines the two field staff elements concerned with military preparedness
training and mobilization and provides opportunity savings in overhead through
economies of scale and consolidation.

Division chief billets and appropriate reserve branch chief billets should be
considered for coding as Reserve Training (RT) funded and Reserve Program
Administration (RPA) filled in order to provide necessary RPA program
integrity.
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IMPLEMLAG A Lod UF 2HE PROPOSED KEALTCNMENT OF SU! PORY AND MANAGEMENT FUNCTIONS

1. PURPOSE: ‘o provide an implementation plan for the realignment. The plan
is phased over a two yecar period to minimize personnel impacts and L
organizaticnal disruptions. 'The plan provides for: i

a. Regional Maintenance and Logistics Commands (RMLC)} to deliver
technical support and other services to shore facilities and floating units as

described in Annex (G).

b. bisestablishment of the Third District and the realignment of the
First and Fifth Districts.

¢. Disestablishment of the Twelfth District and the extension of Eleventh
District boundaries.

d. Operational control of large cutters, Medium Endurance Cutters (MBCs)
and above, and communication stations by Area Commanders.

e. Support Centers at Terminal Island and New Orleans with follow-on
options to convert bases at Miami Beach, San Juan, and Honolulu. .%f
g

f. Follow-on optious to consolidate military personnel, finance, and
training functions.

2.  KbY ELEMENTS OF TRANSITION ANO IMPLEMENTATION: Implementation of this new
support concept and the realignment of the Coast Guard organizational
structure will impact all levels. Transition to a new support delivery
mechanlsm must (1) be as transparent as possible to the user - Coast Guard
operating units, (2) minimize personnel impacts to the greatest extent
possible, and (3) demonstrate a strong, visible comnitment to field support.
To ensure these transition goals are met, the following general actions are
recommended :

a. Designation of a Reorganization Manager to work for the Chief of Staff
and oversee Coast Guard-wide aspects of the reorganization. The
Reocrganization Manager will act as an interface between the Atlantic
(LANTAREA) and Pacific (PACAREA) organizations.

b. Early assignment of the two flag officers to command the RMLCs.

c. Early assignment of a cadre of highly motivated military and civilian
persomel to form transition teams for both Areas.
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Jd. Maximum disclosure of information to all affectea personnel.
Tmplemor.tation will be much easier if clear cxpectations are established for
Coast :uard people and their roles.. Personnel policies concerning the
reoryanization aust be published soon after approval. Mini-transition teams
should be cstablished for personnel services and information. Periodic
bulletins or hot-lines should be used to disseminate current information.

@, Area, bistrict, and RMLC Commanders should be allowed maximum
flexipllity in assigning workload, transferring workload based on attrition,
controlling support personnel regardless of location, and coordinating the
transfer of funds based on personnel and workload shifts. Given this
flexibility field commanders should, in turn, seek the most efficient way to
deliver support services during the transition period.

f. Vulpnerable functions or critical paths should be identified in advance
and be provided sufficient resources to maintain services. For example, if
the establishment of a RMLC will significantly increase the workload of the
servicing Personnel Reporting Unit (PERSRU), then personnel should be
transferred in advance of the move. Likewise critical finance functions may
require additional personnel to meet unforeseen surges or to ensure legal
obligations to pay vendors are met.

g. Mhuring transition all field commanders must be fully acguainted with
any significant operations which may be impacted by fluctuations in support
delivery. For example, key players in the reorganization should be aware of
any critical law enforcement operations, extended deployments regquiring
speciul support, or major Maritime (efense Zone (MDZ) exercises. In some
vases operational requirements may dictate the dates of transfer of functions
or projects.

2. PHASE) IMPLEMEN/ATION: Implementation can be divided into six distinct
phases to provide a conceptual model for various actions and planning.

PHASE  APPROVAL SUMMER 87 FALL 87 WINTER 87 SPRING 88 SUMMER 88

PREBARAT LON
PHASE ——mmmmmmm e

INITIAL ACTION
PHASE ~ —mm——em

TRANS I'I'TON
PHASE = e —

IMPLEMENTATION
PHASE I - -

IMPLEMENTA'T ] ON
PHASE 11 —_—— e

CONSOL IDAY LON
PHASLE - (FY 88 AND BEYOLW‘) . .
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a.  PREPARATION PHASE: Includes all actions prior Lo approval of the
feovganizotion.  Uhoere are several key “stand alone" ot "pro-active" actioas
Lhal can he luoken roqgardless of the Eipal decision on this proposal .

. INITIAL ACTION PHASE: Comuencement of Lhe reorganization. ‘This phase
15 crucial because initial actions will create lmpressions and expectations
within the Coust <uard, demonstrate the lewel of management commitment O an
efficient transition, and allow initial apprehensions and fears to be
addressed in a positive manner.

c. TRANSITION PHASE: RMLC commanders are named, transition teams formed,
and operational control adjustments made. Actions taken during this phase
lead to the disestablishment of the Third and Twelfth Districts and the
commissioning of the RMICs.

d. IMPLEMENTATION PHASE I: RMLCs begin limited support delivery to
Districts Eleven and Thirteen and to Districts Onc and Five,

e. IMPLEMENTATION PHASE II: RMLCs assume full support of all Districts.

f. CONSOLIDATION PHASE: Functions better suited for centralization {i.e.
personnel and fimancial accounting) and functions at Headquarters not
associated with planning, programming, or budgeting are consolidated or
relocated.

3. PREPARATION PHASE: The following preparatory actions are recommended
prioxr to approval:

a. [legionalization of the civilian personnel function previously proposed
as a "stand alone™ option. When the reorganization is approved, the regional
civilian versonnel offices will ke in place to facilitate the transfer of
functions and other required actions. The selected Civilian Personnel Officer
(CPO) will be assigned to the RMLC transition team. If regionalization is not
approved in toto, this option is still a good idea.

b. xaft position descriptions for new positions so that key civilian
management positions can be filled as scon as possible

c. ‘'he Facility Design and Construction Centers (FD&CCs) begin to accept
major Operating Expense (OE) projects. This shift of project engineering
responsibility will be accompanied by the hiring of personnel to support the
increased workload. Full Time Equivalents and positions are available fxom
the hiring freeze imposed earlier in 1986. Since filling these positions will
take time, a decision could be made to proceed in advance of approval to
minimize the threat of a year-end crisis in project execution. Should the
larger plan fail to be implemented, the FD&CCs could carry the expanded OE
workload with the new personnel resources unti]l further regionalization.
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4. INITIAL ACTION PHASE:

a. On approval day, an AICOAST will be released with the Comnandant's
decision and personnel policy statement. Major issues for consolidation ure:

‘ (1) An immediate hiring freeze, except for those FD&CC positions
préviously i1dentified.

(2) Notification of District Civilian Personncl Officer (pc)
feqionalization implementation. Issue merit announcements for RMUC CPOs.

(3) Required notifications to civilian employees and unions.

(4) ‘'i‘ransfer of function (TOF), reduction in force (RIF) policies for
civilian personnel. ;

(5) Transfer policy for military personael:

- no transfer anticipated for members with less than
two years in current billet.

-~ geographical stability to be accommodated where
possible.

~ no transfers into billets that will be deleted/moved.

(6) Policy on early retirement for civilian personnel.

(7) Policy on “early outs" or waiver of time-in-grade/service
requirements for officer/enlisted retirements.

(8) Authority to meet short terxm personnel needs during transition
through temporary civilian positions or temporary military personnel.

(9) Publication of a new officer "shopping list" that reguires
updated Assignment Data Cards submission within three weeks. Augmentation of
Officer and Enlisted Personnel (G-PO/PE) to handle increased transfer
workloads. Delay of assignment panels as necessary.

. b, Tasking of Area Commanders to develop operations plans and orders to
disestablish the Third and Twelfth Districts. Development of these plans in
advance will allow gquick change of operational control prior to the summer
transfer season and Search and Rescue (SAR) season in the Northeast US. The
bulk of this planning has been accomplished. . !

c. ‘'fasking of Area Commanders to establish transition dates for the
assumnption of operational control of cutters (MEC and above) and communication
stations. Operational control should be shifted not later than 1 May 1987.

d. esignation of Governors Island and Coast Guard Island as the sites of
the KMLCs. After that announcement, the following actions should be taken in
advance of establishing the RMLCs:

(1) Tasking for Support Centers Alameda and New York to identify space
for the RMLCs. Certain spaces occupied by the Third and Twelfth Districts
would be converted to RMLC spaces through attrition and relocation. In some
cases additional space may be required on a short term basis to allow parallel
functions. Funds to prapare spaces should be provided to Support Centers
Alameda and New York in time to contract work for completion by summer 1987.

(2) Identification of any RMLC space shortfalls.
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5. TRANSITION PHASE:
a. TPlag assiqgnnents Lo the RMLCS should be made as vacly ds possiblo.

b. CCRANSTTION TRAMS: Ilmmediately thereafter transitioo teams will be
establishad,  The transition teams will include RMLC division chiefs, key
branch chiefs, and a support staff (i.e. clerical, admin, logistics,
planning): Critical positions and billets should be filled with the best
gualified personnel with military assignments made in advance of assignment

patiels through a separate process.

(L) 7he transition team will be in place by 1 April 1987. Use of
persoonel in the Third ond Twelfth District staffs will minimize personnel
impacts. ‘'these sources should be used for lower level transition personnel.

(2) Both transition teams should consult extensively with each other
and the Headyuarters reorganization manager to ensure this plan is implemented
consistently and to insure continuity in newly developed procedures.

c. CIVILIAN PERSONNEL: Civilian personnel procedures require at least a
four-month period to staff positions in the new organization. During the
transition phase these procedures will be carried out by Headquarters pending
the staffing and activation of regional civilian personnel offices within the
RMLCs. Actions required during this period include:

(1) 1lst Month:

-interview and sclect in cooperation with the area
implementation teams candidates for top civilian positions
-issue transfer notices (15 days to accept/reject)
-identify/advertise remaining positions to be filled by merit
promotion

-negotiate with unions on implementation and impact

-provide employee counseling

-release request for proposal (RFP) for contract outplacement

services
~finalize classification actions
~select RMLC civilian gersonnel officers

(2) 2nd Month:
-bagin civilian pcs moves for phase I districts
—continue recruitment
-finalize or terminate union negotiations
-establish transfer dates, identify employees refusing to
txansfer, prepare separation notices

(3) 3rd Month:
-continue to recruit
-hire temporary employees as necessary for transitlion
organizations
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(4) 4th Month:
—execute pcs orders for phase I distrivls (4-8 month process)
-award contract for outplacement services
~continue to recruit
~continue RIF/retirement counseling
—establish RMLC (pc)
-issue RIF/separation notices

A. TRANSITION PLAN FOR SUFPORT FUNCTIONS: Under the direction of the new
RMILC Commanders and the Peorganization Manager, a transition plan will be
developed which will lay ground rules and procedures under which districts
will phase down support activities while the RMLCs assume responsibility for
those same support activities, 'this plan will have to be a dynamic document
which is adaptable to changing time frames and responsive to operational
needs. The exact elements of this plan are not identifiable at this time.
However, the transition team should consider the following:

(1) rersonnel dynamics will drive the plan since worklcad will be
shifted as the new organization is staffed. A two-year military/civilian
transfer schedule, linked to a shift in the support workload will be reguired.
This will be an iterative process. However, the exact timing of the shift of
support responsibilities will be determined by the Ars=a commanders in
consultation with the RMIC and Reorganization Manager. It 1s conceivable that
certain functions may have to be retained in districts until sufficient
staffing is achieved in the RMLC (i.e. key civilian positions not filled
guickly).

(2) During transition and implementation, assigmment of workload
based on the dynamics described above will have to drive basic funding
decisions. For example, Opzsrating Guide 38 and Operating Guide 4X funds will
have to be distributed to those commands executing the work or project until
the RMLCs can assume a full support mode of operation. A method to identify
projects and obligate needed funds will be required. . The impact of the ecv
hiring freeze on the FY87 Operating Guide 43 program may be considerable ard
will require immediate action and continuing innovative management. Early
staffing of the FD&CCs to assume OG43 work is required.

(3) When phase-down support activities fall below a “critical mass"
to operate autonomously, it may be necessary to supervise the remaining
personnel and activities from the RMLC. For example, several project
engineers and a contracting officer may work for the RMLC from New Orleans
pending completion of the projects and transfer of the personnel. Likewise,
new ficld units of the RMLC (i.e. NESU, FEO) may operate in spaces formerly
occupied by district divisions or branches.

(4) Some transitions may require dual operations for a period of time
to minimize impact to units being serviced. For example, one accounting
system would bz mairitained to the end of the cuorrent FY while another system
is bcing brought on line for the next FY.

(5) Gaps in staffing should be identified as early as possible.
Temporary civilian hiring and use of Reservists are available resources.

6 ANNEX A
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(6) Support systems should b in place to support the new
organization. PERSRU staffing should be adjusted in time to meet the new
workload demands to praclude pay problems.

e. DISESTABLISHMENT OF THIRD AND TWELEFTH DISTRICTS: In the initial
action phase Area commanders will oversee the preparation of plans to
disestablish the Third and Twelfth Districts, During the transition phase
operation orders will be finalized and approved. The key elements of this
transition will be developed by the District and Area Commanders, taking into
account the following:

(1) A phased disestablishment over a 2 to 4 month period is
acceptable. Operational Control (OPCON)/program management may be shifted in
advance of Administrative Control (ADCON) to allow standardization of
procedures in advance of the summer SAR season. I1E landline and communication
changes are delayed, use of existing communications systems may be required in
the short term.

(2) AUCON will be shifted with district disestablishment.

(2) As notad earlier, personnel changes will require phase-
down/phase-ups in workload and funding. Staffing changes to support
operational missions should be completed prior to a shift of OPCON.

(3) OPCON/program management of large cutters will be shifted in
advance of district disestablishments to simplify the process. ADCON for
large cutters will pass from the district to the RMLC when the district is
disestablished. Maintenance/technical support for larye cvutters will be
shifted to the RMLC urder a schedule developed by the transition teams in
consultation with Area and District Commanders.

(4) The Eleventh District will absorb the entire Twel fth District.

. (5) The Third District will be divided between the First and Fifth
Districts with the dividing line.at Toms River, NJ. This is the boundary
between Captain of the Port (COTP) New York and COTP Philadelphia.

(6) The RMLC transition teams and the Headquarters Reorganization
Manager should be consulted in the development of these plans.

f. FACILITY REQUIREMENTS: Facility requirements generated by this plan
will be identified during the transition phase. Cost estimates provided in
Annex B will be updated and required funding identified. All districts will
have lower space requirements with reglonalization of support functions. The
WMLCs andd FLACCs will have new space requirements. The transition teams will
oversee space preparation in time to commission the RMLCs by October 1987. To
acconmplish tinis, early action will be required at facilitles requiring
renovation or upgrade. General requirements are noted below and should be
revalidated by the transition teams.

(1) Governors Island: RMLC East will requite approximately 90k Net
Square Feet (NSF). It is anticipated that these space needs can be
accommodated in a mix of existing buildings.
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(2) Alameda: IMLC West will reguire approximately 5@k NSF of
additienal space at Support Center Alameda. Flag quarters are also required
for the RMILC Commander.

(3) FD&CCs: Headquarters Civil Engineering (G-ECV) nas developed
space requirements and cost data to expand the FD&CCs as outlined in this
plan. The transition team should consiult with that office to verify
requirements and cost estimates prior to space acquisition.

(4) Field Bngineering Offices (FEO): FEOs will be located in spaces
currently occupied by district offices. The incremental addition of this
space will not raise district reguirements above current levels.

(5) Naval Engineering and EBlectronics Support Units (NESU/ESU):
These units are located in the same geographical location and could ke
colocated for economy. Space reguirements vary between 8¢¢ and 1208 NSF per
unit (in aduition to existing Maintenance Assist Team, MAT, spaces).
lLocations vary in type of existing Coast Guard unit present. The transition
team will ideutify space at these various locatiens in consultation with local
commanders. ‘Inter-Service Support Agreements (ISSA) should be negotiated as
required. ‘the exact location of these units within specific areas should be
reviewed for best service delivery and the availability of support services
for NESU/ESUs. While convenient it is not critical to locate NESUs with MATs.

. g. C3/IRM REQUIREMENTS: C3/IRM needs will be incorporated into the
facility requirements by the transition teams. Lead times for landline
changes will be identified. Transition teams in consultation with field
commanders and Office of Command, Control, and Comnunications (G-T} will
idéntify IRM equipment available for redistribution. Prior to implementation
an ADP equipment distribution plan will be developed. Costs associated with
landline and equipment reconfiguration and redistribution will be identified.
Estimated costs are provided in Annex E. The following general requirements
dre provided. They should be validated and identified in more detail by the
tyansitian teams.

(1) First District: Reconfigured landline service for Third
District units incorporated into the First District.

. (2) PFifth District: Reconfigufed landline service for Third
District units incorporated into the Fifth District

(3) ELleventh District: Reconfigured landline serxvice for Twelfth
wistrict units incorporated into the:Eleventh District.

- (4) RMLC (Bast): Reconfigured landline service on Governors Island
for RMLC and ,ANTARLA. Existing Third Distirct landlines to be reconfigured
ang expanded as necessary.

(5) RMLC (West): PReconfigured landline service on Coast Guard
I1sland for 1MLC and PACAREA. Existing Twelfth District lines to be
reconfigured and expanded as necessary.

(6) Fu&(CCs: BPoth will require an incremental increase in landlines.
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(7y C3/Acl Lguipment: Since cach district varies in its level of
automation and inventory of ADP eguipment, an inventory and zero-based
equipment requirement is required. Those figures will provide net shortfalls
(if any) and transportation/installation costs.

h. LOGISTICS SUPPORT FOR REDRGANIZATION: The regionalization of support
functions and realignment of districts will create a large demand to move
equipment, furniture, files, technical drawings, and general office
paraphernalia. All needs will not be met by new equipment procurements.
gxisting property should be used to the maximum extent possible to reduce
costs. Needs may vary for each coast. Transition teams will include a
tepporary logistics branch to oversee property and transportation issues.
This seemingly routine function is critical te the success of the
implementation because it will insure continuity of support activity.
fechnical personnel in one location with technical drawings and ADP equipment
in ahother 1is unacceptable. Supervisory staffing for this branch is included
in the propused transition team staffing. Other persomnel sources are Third
and Twel fth District personnel, reservists, and temporary positions.

i. 'IRAMSUTION FUNDING: Funding for transition activities is just the
first step in a phased build-up of financial activity by the RMLCs which will
take place concurrently with a phase-down of financial activity in districts.
Ultimately, the RMLCs will repldce the Third and Twelfth Districts as
Administrative Target Units (ATU). The phased process will be carried out as
follows:

{1} Transition teams will operate with "seed money" for travel and
logistics from a point account from the local ATU.

(2) On commissioning, the RMLCs will operate from the local ATU foxr
the remainder of the current FY.

) (3) The FY-87 closeout will also disestablish the Third and Twel fth
District ATUs. FY88 funding will be administered by the RMLCs as ATUs.

6. IMPLEMENTATION PHASE I: The critical path to implementation lies in
civilian personnel staffing. In general, initial staffing cannot be expected
for four months from approval, and that estimate assumes success in recruiting
or transfering personnel. This phase should begin four to six months from
approval. However, FD&CC and CPO positions should be staffed earlier.

Assuming a spring 1987 implementation, the following actions will occur:
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3. IV AL PLR)UHNIh buring the period +4 o +8 months [rom approval
the following actions will tuke place:

—activate JMLC (pc), relocate files

-effect RIF/separations

-process retlrements/severance pay

-continue recruitment

~continue outplacement

-phased closure of phase 1 district (pc) offices

b, LARGE CUTTER MANAGEMENT By 1 May 1987 cutter management for
District One, Three and Five cutters (east) and District Eleven, Twelve, and
Thirteen cutters (west) will have shifted to the respect1ve area commuanders,
Management of cutter fuel funds will be regionalized in the Area staff. As
Area conmandexs assume OPCON/program management of cutters, fuel funds for
remaining programmed days will be withdrawn to an Area fuel account. This
transfer will be coordinated by the Area and District Commanders. 1In
following years fuel funds will be managed through an Area account or service-
wide "pick-up" account as may be determined. ADCON for cutters will shift
from the districts to the RMLC when District Three and Twelve are
disestablished. By the start of FY88 RMLCS will have assumed support for all
large cutlters in DListricts One, Three, and Five (east) and Districts Eleven,
Twelve, and Thirteen (west). Remaining cutters will shift to Arzas and RMICs
duriiy  Implementation Phase 11 (Oct 87-Oct 88) or sooner if RMLCs achieve
full staffing before that period.

c. iong Range Navigation (LORAN) /Communications Station (COMMSTA)
SUPOKT:  WMLCs will assume maintenance support for CONUS LORAN and
communication stations prior to 1 October 1987. Districts will retain ADCON

of LORAN stations.

d. DISTRICYT DISESYTABLISHMENT: The Third and Twelfth Districts will be
disestablished par plans developed and approved in the transition phase.

e. PHASE-DUWN OF DISTRICI SUrPORT FUNCTIONS: 1In the first year of
implementation, shifting of support functions to the RMLCS will take place at
on dates developed by the Area, RMLC, and District commander during
transition.

(1) The level of engineering support retained in districts will be
based on technical personnel remaining and the availability of contracting
support. Some support such as small boat engineering, electronics, and
ongoing civil engineering projects may be retained until the RMLCs and field
delivery units are established or ongoing contracts are completed. It is
possible that a mix of RMLC/district support may be regquired during
implementation., For example, a district 44' Motor Lifeboat (MLB) yard
contract may be developed by the district naval engineering staff (ene) but
contracted for by the RMLC.

(2) Ordpance support and ammunltion management will be moved to the
IMLCs.  Small arms management and armory operation will be retained by the
districts.
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(3) wrsonnel services and medical administration functions in the
(Ml will kxe staffed to assuve program amd contract oversight by 1 October
1987. lilstricts wili rutain contract administration for leased housing and
medical core until the end of FY87. For those districts disestablished before
october 1987, RMLCs will assume contracting responsibilities vtilizing
existing accounting systems.

(4) Legal services will move to the RMLCs (except residual legal
advice staff) by October 1987. This shift will be linked to the contracting
function. Legal review of contracts will coordinated by the districts and
RMLC as required. Review of claims will be shifted te the RMLC.

(5). Civil rights support and the inspection function will b assumed
by RMLCs for Districts One and Five (east) and Districts Eleven and Twelve
(west) by October 1987. Pending full staffing of the RMLCs, these programs
will be retained by districts. [n cases where dedicated personnel are
tronsfered before the shift, districts will utilize collateral duty personmel
for civil rights cases with support from Office of Civil Rights (G-H) if
required. Inspection intervals and schedules may be adjusted Lo accommodate
the shift of function to the RMLC.

e. SUPIOKT CENTERS: Bases Terminal Island and New Orleans will be
designated Support Centers in the sumer of 1987 (JUL-OCT). Prior to 1
October 1987, all support ceaters will be shiftad from district to RMLC
progran management. oring Implementation Phase II, areas/RMLCs/districts
will consult to determine if Bases Miaml Beach, San Juan, and Honolulu should
be converted to support centers.

E.  ARKA STARL/FUNCLLUNAL CHANCES: Area staffs will assume large cutter,
communication station, and RMLC oversight as Districts Three and Twelve are
discstablished. KMLCs will be collocated with the atea staffs. As a result

the following actions will occur:

(L) pistrict Three and Twelve public affairs staffs will shift to
area slaffs.

(2) ’Ime District Twelve command cadre will be reassigned to the
PACAREA Comnander,

(3) Tnird and Twelfth District communication centers will be
assigned to the areas. This transfer can be made in advance of othexr actions
to phase the transitions occurring.

(4) Area Readiness Technical Assistance Branch functions will be
transferred to the RMLCs.

(6) Area modical stafls will be transfered to the RMLC Medical
Administration DRivision. Personnel may be assigned to transition teams in
advance to assist in the reogionalization of the medical administration (pk)
Eonction.

(7) Area operalions staffs will be augmented for cutter program
management.  lnterim resources will be available from the Third and Twel fth
stricts,
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7. IMPLEMENTATION PHASE Ilz KRemaining dislricts (Second, Scventh, Eight,
Ninth - cast; PFourteenth and Soventeenth - woest) will e incorporated into the
RMIC support delivery system. 'Che process of assigning wolrkload bused oo
residual statting will end and support functions identified for
regionalization will be passed to the RMLCs. ALl civilian personnel actions
should be completed within two ycars of plan approval. Militaty pursonnel
actions will be completed during the second transfer season.

~a. CIVILIAN PERSONNEL: Final civilian persomnel actions will occur at
+9 to +21 months:

—activate PBCS orders for phase 11 districts
—continue recruitment

-continue counseling/outplacement services
-assign defense teams for appeal actions (if any)
—-continue separations for failure to transfer
-continue RIF/retirements

-finalize PCS moves

-finalize RIFs

—-complete transfer of files

b. COMPLETE REGIONALIZATION OF SUPPORT FUNCTIONS: At the start of FYB9
all support functions identified in this plan will be assumed by the RMLCs.
The fund allocation plan described in Annex E will be in effect,

c. DESUWATION Of “LEAD' RMLCs FOR DESIGN AND SPECIFICATIONS: When the
IMLCs are fully staffed, designations will be made that place Ship Alteration
(SillPALLY /Boat Alteration (BOATALT)/configuration authority for a particular
class of operating platform within one RMLC (i.e. RMLC west is lead for the
378" WHLC class cutter).

8. CONSOLIDATION PHASE: This plan proposes three specific follow-on options
to consolidate indirect support functions at central locations. These
indircct support functions could be accomplished at three centralized
commands: Military Training Command, Finance Center, ond Military Personnel
Command .
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I INANC:. STAFFING

staffing for kne kegional Maintenance and Logistics Command (RMLC) finance
division was based on a combination of factors:

1. Buddet branch staffing proposed by Office of Comptroller (G-F)
determined from the number of units receiving OG 30 Operating Targets
(OETARS), number and magnltude of centralized accounts (fuel, leased hou31ng,
medical), adm1nlstratlon of reimbursable funds, and variance resolution.

2. Accounting branch staffing proposed by G-F based on bill payment
transaction volumeé and types of obligations (fewer, larger contracts and
Mllltary Standard Requ151tlon1ng Procedures (MILSTRIPS)).

a. Quality of service will be improved if Financial Accounting
Support System (FASS) or some other ancillary automation for payables,
receivables, and obligations is installed expeditiously.

3. Procurement branch staffing based on workload analysis of historical
data from the Contract Information System (CIS) reports submitted by
districts, G-F analysis, and consultation with districts.

4. 'Adjustments were made for expected productivity improvements
due to more focused workload for formal contractirig in support of all units in
the area and cumulation of expertise partlcularly in routine type
procurements ~ like leases.

4. Supply and propeity branch staffing based on G-F proposal.

a. Adjustments made for expected productivity improvements from
consolldation of real property managemeent and more decentralization of
personal droperty accountability.

5. versonal support branch staffing for Non Appropriated Fund (NAF)
planning and management assistance and Subsistance Advisory Teams (SAT) based
on G-F proposal.

a. . SAT adjustments made for projected visit schedules and
financial report audit workload.

Military/civilian mix changed from existing resources in some cases to provide
opportunities for vpward mobility.

Contractlng staff integrated into Technical Support Divisions (Vessel) and
(Shore) to provide one-stop shopping for customers.

Real and personal property management may be conducive to centralization and
could be included in a Finance and Accounting Center in the future.
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LEGAL

Legal billets/positions considered by this Project Team were those curtently
assigned to district staffs. Assignmenl premisvs were that atlborney resources
will be assigned to districts to provide operational advice and advise the
district commander on military justice issues. Regional Maintenance and
Logistics Commands will be staffed to handle contract law, claims,
administrative issues (personnel, civil rights, etc.), and a military defense
advocacy team. Legal assistance will be provided by both groups as time
permits.

Recommended staffing levels were developed by the Project Team from input
provided by the Headguarters program manager and District Commandérs.
Inconsistencies between the two inputs were resolved by the team based on
telephorie conversations with the legal representative and/or the appropriate
district.

MEDICAL

Staffing for the two reyional health services divisions was provided by the
lleadquarters program manager. Functional statements for the new divisions
were Included in above references. '

One change was made by the Project Team to the pruyram manager's
recommendations:

a. 'l'ne Atlantic Area MLC division chief was changed from an 0-6 billet to
a {(M-15 position.

All health services billets/positions in Lthe districts have been deletéd,

except those few involved in direct health care delivery, i.e., clinics or
medical/dental detachments.

REGIONAL INSPECTOR A
the following factors were used in developing MLC compliance inspection
staffs:

a. All vistrict, Area, and MLC units will be visited on a biannual basis;’

b. tegulatory compliance reviews only will be conducted, with each reaview
expected to take one to two days;

c. feographically co-located units will be visited during a single trip;
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d. sufficient stalfing will be provided for at least two full-time teams,
augmented when necessary by pro-tem inspectors from other MLC staffs;

e. Full-time inspectors will be required to travel approximately 50
percent of the work year.

staffing levels were developed by the Project Team using the above factors
applied to the number of units to be inspected in each Area.

TECHNICAL SUPPORT DIVISION C3

staffing for C3 support is based upon:

a. Some centralized software development at labs including some
Headquarters divestiture to perform this shift in function.

b. Local delivery of electronics support through Electronic Support Units
tntluding: Contracting Officer Technical Representative (COTR) capability,
local technical support, biannual inspections of units. ~

c. Reduced ability of Diskricts to develop software. District IRM
function is systems management for district and district units plus consulting
sexvices for Area and RLMC units in their area except for Alameda and New
vork.

d. RMIC to'ptodide full IRM support for region, area, and subordinate
units.

e, Districts provide only internal COMMSHC/CMS and telephone management
functions.

TECHNICAL SUPPORT DIVISION SHORE

Staffing for the Techmical Support Division Shore is based upon supporting
shore facilities from three functional locations. Billet levels and numbers
were based upon:

a. Functional analysis of the three functional elements: Divisioa
Staffs, FD&aCC's and Field Engineering Offices.

b. Previous civil engineering realignment models.

c. Some Headquarters divestiture.
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d. Comparisons of:
(1) Square feet to be maintained.
(2) Potential number of projects.
(3). Project costs.

(4) ravel costs (in Hawaii).
TECHNICAL SUPVIORT DIVISION VESSELS

Staffing for the ‘fechnical Supporxt Division Vessels is based uppn supporting
the cutter and standard boat fleet from two functional locations. Billet
levels and numbers were based upon:

a. Functional analysis of the two support elements, division onboard
staffs and Naval Englneering Support Unit staffs.

b. Numbers of cutters and boats to be supported by location.
¢. Locations of ship repair facilities.
d. Personnel adjustments required to accommodate travel time losses.

e. Procurement capacity required for fleet support administration.
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ALDS 'Y NAVICGATION

District Aids to Navigation (oan) branches, now divisions, were left intact in
those districts not affected by realignment. 'here was no attempt to zero
base, as that effort was the subject of a separate study in the recent past.
No growth was permitted to fill presently unbilleted needs. Aids to
Navigation Training Teams remained intact. Districts experiencing geographic
growth from consolidation received incremental billet additions at a level in
agreement with HQ program managers, but not at a level that would completely
allocate the disbanded district's total. Position totals that remain
unaltered are those clearly identified with Bridge Administration, in the
event the entire function is transferred.

BOATING SAFETY

Oistrict Boating Safety (b) divisions were left intact in those districts not
affected by realignment, with the exception of downward revision to clerical
staffing in those places where an economy could be taken with minimal impact.
tlo yrowth was permitted to fill presently unbilleted needs. Districts
erxperlencing geoyraphic growth from consolidation received incremental billet
adilitions to staff regional Director of Auxiliary offices. Boating Standards
billets aud positions were extracted and pooled to achieve an economy of scale
10 G-B's initiative that centralizes this mission. State Liaison remains a
function of district (b) divisions.

COMMAND CADRE

Includes a Rear Admiral, Captain (dcs), Command Enlisted Advisor and
Subsistence Specialist First Class as now in place. A Chief of Operations was
added for some districts. Present clerical staffs remain unchanged and vary
among districts. Aides are provided only for Area Commanders.

DISTRICT CIVIL RIGHTS PROGRAM

The Civil Rights Programs (EO and EEO) within the district will be carried out
u51ng collateral-duty personnel. A senior officer (0-5/0-6) will be
designated as the Civil Rights Officer reporting to the District Commander
through the Chief of Staff. The Civil Rights Officer will perform the duties
of’ the Military Civil Rights Officer and Equal Bmployment Opportunity Officer
for the district. Technical advice, guidance, training and other program
assistance will be available from the Regional Maintenance and Logistics
Commander, Civil rights staff. The Civil Rights Officer will prov1de staff
assistance to the District Cammander in developing district policy in the
Civ1il kRights program area.
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In conducting the Military Bgual Opportunity Program, the Civil Rig
will be guided by the requirements of COMDTINST MS350.11 (series).
personal goals and objectives of the District Commander. Assistanc
provided by collateral-duty Military Civil Rights Counselors (MC
least one MCRC in each district will be a graduote of the DEOMI raes
course.  These counselors will provide assistance to district command
matters concerning the EO program, assist in identifying and resolvia
issues, provide training, perform required duties as required by COM
M5350.11 (series) in complaint counseling and formal complaink proces
collect data for required reports, assist in the development and
implementation of local MAAP's and other duties as assigred, The Civil Ri
Officer will monitor and assist the efforts of the Human Relations Cotng;
the district. Required reports will be developed and submitted as specified
in COMDTINST M535¢.11 (series). 5

In conducting the Civilian Equal Hmployment Opportunity Program, the Civil
Rights Officer will be guided by the requirements of COMDTINST M12713.7
(series) and the personal goals and objectives of the District Commander. EEO
Counselors will be designated on a collateral-duty basis to assist in carrying
out the requirements of the civilian discrimimation complaint process. The
Civil Rights Officer as EEO Officer will provide technical advice and guidance
to the EEO Counselor and ensure they are prévided the training reguired for
their qualification. 1In monitoring the complaint process, the ERO Officer
will provide for necessary administrative support for EEO Counselors,
Investigators, and Hearing Officers. The ERO Officer will coordinate goal
setting, barrier removal, and other local requirements in addressing the
district's activities under the Coast Guard ABP. Local recognition of special
emphasis observations will be coordinated by the EEO Officer.

ENFORCEMENT OF LAWS AND TREATIES.

District Law Enforcement (oil) branches, now divisions, were left intact in
those districts not affected by realigoment. There was ho attempt to 2ero:
base, as thdat effort was the subject of a separate study in the recent past.
No growth was permitted to fill presently unbilleted needs that would provide
facility management, parallel of area staffing for future operations and
current operations, or permanentization of functions rqutinely filled with
"out of hide™ or Temporary Additional Duty personnel. Security managers, for
a time during the study in regionalized locations, have been restored to
either law enforceément or information systems staffs in districts, depending

.on the original location. Districts experiencing geographic growth from

consolidation received incremental billet additions at a level in agreement
with HQ program managers. NNBIS and OCOETF billets were left intact; their
worth in view of ovérall Coast Guard billet reductions e€lsewhere should be
validated by separate effort.
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FINANCIAL MANAGEMENT STAFFING

Staffing for the district Financial Management Branch was based on a
combination of factors: .

a. Budgetxng and fund management staffing proposed by Office of
Comptrollexr (G-F) based on number of Operating Targets (OPTARS) serviced and
Operating GU1de s managed.

b. Accounting Stdfflng proposed by G-F based on changes in bill payment
workload for units transferring to Area/MLC control, OG 4X management, leases,
and medical services; and pollut1on contracting and fine/penalty collections.

c. Project Team consultations with Oistricts and others.
d. «verall need for bhillet/position conservation.

(L) G-F proposal adjusted for Personnel Allowance List base levels and
(eneral ledyer/obligation maintenance reductions due to same workload changes.

Accounting was retained in-place pending future delivery of a standardized
automated system and a.determination of the potential for centralization and
creation of Finance and Accounting Center.

LEGAL

Legal billets/positions considered by this Project Team were those currently
assigned to district staffs. Assignment premises were that attorney resources
will be assigned to districts to provide operational advice ard advise the
district commander on military Jjustice issues. Regichal Maintenance and
Logistics Commands will be staffed to handle contract law, claims,
administrative issues (personnel, civil rights, etc.), and a military defense
advocacy team. Legal assistance will be provided by both groups as time
permits.

kecommended staffing levels were developed by the Project Team from input
provided by the Headquarters program manager and District Commanders.
Inconsistencies between the two inputs were resolved by the team based on
telephone conversations with the legal representative and/or the appropriate
district.

A burgeoning workload for Coast Guard lawyers bas come in the field of case
preparation and trial assistance, where U.5. Attorneys have utilized the
talent and knowledge of District legal staffs to supplement their own
personnel in trying drug offenders. This participation has resulted in a
higher conviction rate and satisfying productivity feedback to Coast Guard
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crews wno have stood in harms way while effecting an aggressive boarding and
seizure program. But the trial work is clearly a DOJ responsibility, and
Coast Guard participation at a time of maximum billet conservation is a
conmitment that needs approval (for dedic¢ation of additional billets) at the
highest level. Resources for this effort are not included in the project
team's recommended staffing.

MARINE SAFLTY

vistrict Marine Safety (m) divisions were left intact in those districts not
affected by reulignment; with the exception of downward revision to clerical
staffing in those places where an economy could be taken with minimal impact.
There was no attempt to zero base, as that effort was the subject of a
separate study in the past, and is on the Program Director‘'s agenda for
programmatic leveling due to more recent workload shifts. Districts
experiencilg geographic growth from consolidation received incremental billet
additions to meet thelr anticipated workload. There were no disputes in the
nunber of officer billets requested and filled.

OFFICE SERVICES STAFFING

Staffing for the District Office Services Branch was based on a combination of
factors: '

a. Small purchase staffing determined by G-F workload anaylsis of
historical data .submitted by districts into the Federal Procurement Data
System.

(1) G-F proposal adjusted for transfer of ships, Comnunication
Stations (COMMSTAs), Support Centers (SUPRTCENS); Operating Guide (0G) 4X
funding; District Engineering (e), Comptroller (f), and Personnel (p) staffs;
and procurement responsibility for maintenance and repair (0G 4X), medical
services, and leased housing to the MLCs.

b. Supply support staffing proposed by G-F for ARMS/SURF operation (and
oversight of district units), transportation of personal property (including
Household toods), and miscellaneous fanctions such as mall and postal
distribution, print shops, etc.

(1) G-F proposed staffing for Household Goods transportation shifted
to PERSKRU servicing the district office.

{(2) ARMS/SURF staffing adjusted for district inputs and leveled.

(3) Mail yoom (shipping and receiving) staffing leveled.
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. (4) Building maintenance functions assumed from GSA (CCGDS) added.

¢. Vehicle management staffing detexrmined from billets/positions
identified on Personnel Allowance ‘Lists and from personal. knowledge then
leveled.

The staffing provided assumes that district units will do their own ARMS and
personal property inputs on C3 terminals and that SUPRTCENs, districts, or
MLCs will provide help and training to field umits onh ad hoo basis.

I'ormal procurement and real property management responsibilities now belong to
MLCs.

PERSONNEL

Factors considered when developing recommended staffing levels for District
Personnel Branches are as follows:

a. Personnel Reporting Units/Personnel Support Centers (PRU's) were left
virtually unchanged where they =xisted on district staffs. Those PRU's that
did not have resources for processing HHG shipments were augmented by moving
those pexrsonnel from Comptroller Division to Persomnel.

b. Tamily Advocacy resourcas and personnel resources used for housing
administration were undisturbed.

c. Billets utilized for career information specialists and drug/alcohol
counsklors were deleted.

d. Remaining staffs were zero-based with assistance from the program
manager to perform those duties remaining in the Districts. This resulted in
deleting primarily clexical billets.

MLC staffing for military personnel functions was developed in a similar
manner, using Districts 3 and 12 current personnel divisions as the base.
Senior Chief Yeoman billets wer: added for area-wide career information
specialist functions. Drug/alcohol counselor responsibilities are assigned to
Health Services Division.

Civilian personnel staffing at the MLC's was provided by the program manager
and based on generally accepted staffing standards. The resources provided
include liaison civilian personnel specialists who will be geographically
located at all districts but remain MLC positions.
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READINESS AND RESERVE STAFFING

staffing for the District Readipess and Reserve Divisions was based on a
compination of inputs:

1. leserve branch clerical staffing proposced by Office of Rescrve (G-R)
Irased on a 13,0060 selected reserve force.

2. weadiness branch staffing proposed by Office of Operations.

3. Redistribution of administrative workload to CCGD1/CCGD5/CCGDL1 based
on the closure of CCGD3 and CCED12.

4. Economy of scale was taken into account whereby officer overhead at
the new, laxger districts is not the sum of the previous individual district
staffs.

These inputs were then adjusted for the loss of workload at districts as a
result of large cutter program management by the Area Commanders.

Not included were: requests in excess of current PALS; requests for new
program requirements (i.e. 14;408 Select Reserve force); or Maritime Defense

Zone planning resources.
Training peéms not previously provided for in the PAL were not provided.

Division chief billets and appropriate rxeserve branch chief billets should be
considered for coding as Reserve Training (Rf) funded and Reserve Program
Administrator (RPA) filled in order to provide necessary RPA program
integrity.

SEARCH AN RbSCUE

District Search and Rescue (osr) branches, now divisions, were left intact in
those districts not affected by realignment. There was no attempt to zero
base, as that effort was the subject of a separate study in the recent past.
No growth was permitted to fill presently unbilleted needs that would provide
facility management or permanentization of functions routinely filled with
"out of hide" personnel. Districts experiencing geographic growth from
consolidation received at least one extra controller or assistant controller
to supplement watchstanding during peak periods. The requested additions of
extra watch positions (minimum of 4 billets) were not supplied, in that
projected workload (involvement of the Operations Center as a contributing
participant in cases) was not forecast to justify that level of manpower ,
growth, It is apparent that, even in busy districts, cases to a large degree
are kept at the group and air station level, below the district. For example,
of the 3rd District's 12,000 Fy-85 cases, only 113 had major Operations Center
participation. With a split of the total between the 1lst and Sth Districts
(approximately 8,000 and 4,000 respectively), the Opsrations Center impact of
district cases in either new location is less than one case evexy three or
four days. Swall boat managers were added to expanded districts.
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NINTH DISTRICT

(45-9~77-57)

DISTRICT
1-0-1-1
COMMANDER | ¢ )
+ MIsSC: (0-0-0-4) pPilotage Staff
PUBLIC AFFAIRS| (1 -0.-3-0)
{1-0-1-1) C'glFEF LEGAL (2-0-1-1) + HEARING CFFICER
: (0-0-1-1)
STAFF C3/1RM (2-3-11-3)
| 1 . [ |
READINESS g ADMIN
OPERATIONS ||~ & MARINE BOATING &
(1-0-0-0) || RESERVE || SAFETY SAFEY | pLanninG
(9-1-19-3) (6-0~2-1) (6~0-4-5) (3~2-10-27)
AIDS TO NAV| (3-0-4-5) + PERSRU: (0-2-6-3)
—  SAR (6-1-7-1)
] LAWENF | (4-0-7-1;




ELEVENTH DISTRICT {66-12-123-31)

DISTRICT 1-0-1-1)
COMMANDER
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2 .
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=
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DISTRICT
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o
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FOURTEENTH DISTRICT
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SAR (7-0-7-0)
LI AW enr (3-1-4-0)
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RESOURCE TMPACTS

t. FUNDING: The reaglignment and consolidation of support
functions will create a new budgetary and fund allocation
eavironment, pavticularly for the Operating Expense (0E)
appropriation. Current Operating Stage Budget formulation and
execution will change.

a. OBJECTLVES: The objectives of any changes in process
ghould be to:

__ Make the change transparent to the fleld units; i.e. they
should Took to one gscurce of fuanding and direction and should
receive enough money to meet their routine needs,

~ Make the process simpler and reduce the number of people
or workload involved.

b. ASSUMPTIONS: The assumptions used to formulate a
funding methodology are:

-~ Externally - to Department of Tranmsportation (DOT), Office
of Management and Budget (OMB), and Congress - the budgetary
process will be the same. The Chief of Staff (G-CCS) will
continue to develop, preseat, and defend the Coast Guard's budget
and get overall priorities.

~ Future budget levels will remain relatively gtable.
Except for follow—-on funding assoclated with Acquisition
Construction and Improvement (AC&I) project deliverables (Fleet.
Renovation and Modernization (FRAM), Mid-Life Maintenance
Availability (MMA), C-130s, Patrol Boats (WPBg) etc.) new
regources will be limited to some Cost of Living adjustments.

— The "base” level or fixed costs, of rhe OE Appropriation
budget will continue to consume approximdtely 90% of total funds
available (pay and allowances for military and G6S civilian
personnel alone totals 53% of the annual OF budget). As a
regsult, “dlscretionary” funds; e.g., non-critical maintenance and
repair work and gpare parts replenishtment ($130 million in FY 86)
will remain a small part of the funding availlable. Note that
many of these "discretionary” expenses simply represent a
deferral of lower-priority requirements,

- The Coast Guard budget will continue to be progranm
oriented and some fund management decislons should continue to be
made centrally such as the magnltude of the leased housing
program and the portion of training/education money available to
the field for professional development vs, needs for service-wide
training (flight school, Post-Graduate program, etc),

- Area commanders will continue to schedule usage for major
platforms - cutters and alrcraft. Fuel/energy funding,
esgentially zero-based, will continue to be allocated based on

planned operating hours.
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- Area commanders, following inpnt from and negotiations
with district commanders, will get priorities for maintenance and
repair work within the maintenance philosophy established by the
program manager. Existing nlgocrithma for dlutrihuting the
egsentially zero-based, project oriented malotenance Operating
Guide (0G) budgets may be used for 1initial planning but
prioriries are dynamic and funds may be mixed among- 0Gs as
necesgsary.

— Area coumanders will make reprogrammiang decisions within
their fund availability and request additional resources frow the
Chief of Staff (G-CCS). District commanders will have reduced
ability to variance money for emergencies because of the loss of
fuel/energy and maintenance fuuds,

- AC&1 projects are distinctly budget line item related and
major projects will continue to be assigned as they are now
(Resident Inspectors Office (RIOg), Alrcraft Program Office
(APOs), Facilities Design and Construction Center (FD&CCs).

- Pick-up accounts will continue to be used for leased
housing and medical services. Fuel for Area units may best be
administered using a pick-up account also. Oversight or control
of these funde, where thevre is llttle or no real accountability
by the user, should be reviewed by the program manager and the
Malntenance and Logistics Commands (MLC) intermnal
control/compliance inspection group.

c. UNITS: Units to be funded through the Regional
Maintenance and Logistics Commands (designated as Administrative
Target Unitg) include:

- Regional Maintenance and Logistics Command

- Area offices

- Area units (Medium Endurance Cutters (WMEC) and larger,
and Communications Stations (COMMSTAs)

- Pacllities Design and Construction Center (FD&CCs)

- Supporct Centers

- Naval Engineering Support Units (NESUs)

~ Field Engineering Offices (FEOs)

— Electronic Support Units (ESUs)

~ Maintenance Assist Team (MATs) and District Technical
Agslst Teams (ASSISTs)

d. FUND DISTRIBUTION: Annual Operating Targets (AOTs) will
be distributed as follows:

— Districts:
(1) 06G 30 for ships (Buoy Tender (WLB) and smaller),
Alir Stations, Marine Inspection Offices/Marine Safety Offices,

LORAN stations, Groups/Stations, including fuel/energy, and
district offices.
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(2) O0G 54 for armory consumshles and small arms
training.

(3) OG 56 for local professional training and of f-
duty education.

(4) 0G 90 for reserve training.
~ Regional Maintenance and Loglstics Commands:
(1) 0G 30 for unics cited in c. above.
(2) ALl 0OG 4X for maintenance and repair.
(3) 0G 54 for area units training and readiness.

. (4) OG 56 for local professional training and off~
duty education,

(5) 0G 57 for medical equipment.

e. METHODOLOGY: The precise amount of funding to be
allocated or reallocated to Districte and Regional Malntemance
and Loglstics Commands must be determined whem the Operating
Facility Change Orders (DFCO) are written,

- 0G 30 redistribution will require digtricts to define the
funding base for units and functions/staff elements (all
englneering, contracting, real property, Swhbgistence Advisory
Team (SAT), Non~Appropriated Funde (NAF) management, compliance
inspection, safety, civilian personanel management, medical
administration, career informatiom counselors, drug and alcohol
civil rights, and some legal) includisg both Operating Targets
(OPTARS) and district controlled accounts. District
redigstribution proposals wmay have to be negotiated with the
receiving Area/MLC staffs and Headquarters Appropriation
Managere. Attachments 1 and 2 show a grogs approximation of the
magnitude of changes based on historical average costs.
Attachment 3 shows the approximation of changes for Coast Guard
District Three units transferring to Coast Guard District One and
Coast Guard District Five using the same methodology.

- Maintenance and Repair (0G 4X) funrding will be transferred
initially based on the approved projects, Future allocations may
be established in a much simpler way, Attachment 4 shows the
actual distributions of 0G 4X funds between Commander, Atlantic
Area and Commander, Pacific Area. Note the minimal varlance over
the last 4 years. This predictably reflects the distribution of
assets between areas and could continue in the macro sense until
a significant change in the balance occurs. A corollary benefit
to thisg simplified distribution technique would be the
elimination or reduction of some Headquarters staff (about 5-10)
engaged in 0G management.
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-~ Tralining funding (NG 56) 15 divided hetween different
types of trainlng nnd education. For example, recruft/0Officer
Candidate School (0CS) training, basic fiipght training, post
greduate education, Classres A and C schools have fairly
consistently consumed about B0OZ of the total budget, The
remaining 20%Z has been distributed to the field based on a
laborlious, detailed priority budget document. Actual usgse of
these field funds ig difficult to determine., The initial
redistribution of field training funds under the realignment
should be based on the existiung budget system determined by
Chief, Training and Education Division (G-PTE) but future
allocatione should be much simpler - elther onm a hisktorical
Eercentage basls or on a per capita basgils. Operational readiness
training quotas, particularly for Navy schools/courses must be
requested/coordinated from a2 single Coast Guard source which
would preclude delegation of this function to either of the
areas. Therefore, non-field 0G 56 funding should remaln a
centralized function, currently performed by Chief, Trailning and
Education Divistion (G-PTE) but potentially by a Traluoing Command
outglde the Washiugtonm DC area.

- Ordnance (0G 54) and medical equipment (0G S7) funds
currently distributed to the field are relatively insignificant
compared to the other funds. Procurements using these funds may
be more efficiently done centrally than regiomally. Until this
has been determined by the program managers, the distribution to
MLCs and dilstricts should be determined on a case-by-case baslis,

2, RECURRING COSTS: Annual increases in operating costs
attrihutable to the realignment fall into two baslc categories -
(1) personnel and (2) travel.

Increased personnel costs are due to changes in grade levels,
reflecting more expertise and experlence for both military and
civilian staffing at the Regional Maintenance and Logistics
Commands. Grade levels in districts are expected to decline
overall.

Incremental travel funds, amounting to about $2.2 million, are
needed to perform the MLC's fuuctions. As functlons/staffs move
from districts to the MLCs annual travel costs in the districts'
budget bases will have to be reallocated in addition to the
incremental funding requirements.

Increasgsed space costs are not anticlpated. The MLCs are both
located on governmenit owned property, and there will be increased
0G 30 and 43 wmaintenance costs., These increases should be offset
by reductions in district Standard Level User Charge (SLUC)/RENT
charges as district staffs are reduced and space {s returned to
GSaA.

3. TRANSITION COSTS: Non-recurting costs assocliated with the
realignment will be necessgary to accowplish the personnel
relocations and to prepare the MLC facilities.
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Costas for the additional transferg of military personnel are
projected at $1.65 million. Civilian personnel relocation
packages are projected at $1.57 million and severance costs may
amount to about §1.6 million. At this point Chief, Office of
Personnel (G-P) doer not expect a need to offer early
retirements/separation incentives, Total personnel impact 1s
estimated at $4.82 million,

Facllity modificationg for both MLCs including office sgpace
renovations, landline changes, acquisition of flag quarters for
Regional Maintenance and Logistics Commander (West), and
expedited installation of Financial Accounting Support System
(FASS) or a comparable interim accountling system will be
approximately $2,1 million,.

Transportation costs for moviang office equipment and files is
projected at about $400 thousand.
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NET PERS. CHANGE

AREA MIL. CIv. ORGANIZATIONAL CHANGES

Boston -27 -38 District assumes northern two-thirds of CCGD3 from Toms River, NJ north.
Support functions {(all of e, di, and parts of f, p, and dl) go to MILC in
New York. Electronic and Maval Engineering support unit created as units of
MLC, tenant of SUPRTCEN.

New York + 1 +94 Third District dissolved. MLC East established on CGovernors Island. Xaval,
Electronic and (Civil Engineering field suppert units established on
Governors Island., Area staff augmented for enhanced operational oversighc,
District office eliminated.

¥

Tidewater -36 -22 Fifth District assumes southern Third District. Support functions to MLC
East. WNaval and Electronic support units created at SUPTCEN. FD&CC Yerfolk
increased to handle OE projects above $100K,

Miami -63 -48 Seventh District support functions to MLC East. Naval, Electronic and Civil
Engineering field support units established at Basz2 Miami.

Cleveland -58 -38 Minth District support functicns to MLC East. Facilities Engineering field
office, subunit of MLC, established.

Detroit +11 + 1 Naval and Electronic Engineering field offices, subunits of RSC, established.

St. Louis ~-47 ~-21 Second District support functions to MLC East. Naval and Electronic

engineering field offices established.




‘paysTrqe3ss 3tun jioddns wcﬁuwmcﬁmcw dTU01393713

pue *TTAT) ‘TBABN °*23S3M DTW 03 suor3duniy 1z2oddns 3IDTIISTQE YIua33inog €z- 1 h- nRInyouoy

*31S3M JTH 03 suorjdung 3aoddngra0T13sTQ YIIJTIML SdWNSSE IITIISTQ YIUSAITH 87— |1+ yoeag 3uoq
*p9yYsTITqe1sa sS320T3IJ0 p[2T3 Jurissuriug
JTUOXJO3TY Pue [TATD “TBABN °*POIBUTWTTI 32TJIO IDTIISTY ‘PuURTSI paeny

38B0) U0 P33EDAD 3IsIM JPTW  “IDTIISTQ YIUIadT3 Aq P39aosqe 3IITAISTIQ Y3IITIA]L SOT+ 6E+ epauweTy
‘NOO1$ =24a0qe s323foxd 40 3Tpuey 03 poluswsne DHRQY " PIYUSITYE3ISS SIVTIJO

PTST3I DTUOIAIIDTF PUEB TBABN "ISOM OTH 03 sSuoraduny j1oddns 3JOTIISTQ 4IUDIIATYL oY- S9- 27133®3§
*poYSTIqeR3ISS $9213I3J0 PIIII

BuTi12auI8uY SIJITTIOBL ‘3ISOM DTW O3 Suor3lduny 3ioddns 3IIOTIISTC YIUSDIUIADS L2~ 16- neaunp
“PIYSTIqEIsd SBITIJO PII3T3

3uT139UT8US JTUOIIITH PUBR TBABN 3ISBY HTW 03 suoraduni 1ioddns 39T13STQ YIY31l 6G- 6G—  SUE3TIQ M3N

il SAONVHO TVNOILVZINVOSO " AILD "IN VAYY

dDNVHD TS¥dd 13N

<2
=
m



ANNEX G

SUPPORT ORGANIZATION FUNCTIOHWS
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CIVIL RICHTS OFFICER

Egqual Opportunity Program administration is consolidated at the MLC level to
coordinate development of military and civilian affirmative action plans;
assure military and civilian managers and supervisors are aware of, understand
and comply with program requirements; and advise and assist top management on
special iunstiatives and problem resolution. Districts and Headquarters Units
will continue to appoint collateral duty Civil Rights Officers and counselors
and provide for their training through locally available training courses.
MLC Civil Rights staff will arrange (through contract or other means) for
periodic human relations training for Districts and Area Units. The staff
will assure civil rights issues and concerns are communicated to other staff
elements and will servé as liaison with the Legal and Personnel staffs on
civil rights problem resolutions. (See Appendix 1).

REGIONAL INSPECTOR

The functions of the former District Inspectors have been expanded, redefined
and consolidated at the MLCs. Inspections of field units have been divided
into operational readiness and compliance components. The oversight of a
unit's readiness to carry out its operational mission is the responsibility of
the Operational Commander (Area or District). Operational readiness includes
appearance of the unit and its crew, state of training, material condition,
adequacy of plant and supplies and quality of leadership. No dedicated
inspection staff has been provided Area or District Commanders but this
oversight function was considered in providing overall staffing levels.
Determining readiness of a subordinate unit is the direct responsibility of a
military commander which may be executed via the staff component that oversees
this for the commander. This function should not be performed by an agent
such as a district inspector. Elimination of duplication of inspection areas
which curxrently exist between the former district inspectors and Refresher
Training, training teams, etc., i3 also assumed.

Compliance, i.e. a unit's adherance to the requirements of law, regulation,

directive and policy, is determined periodically by the MIC Inspector. A

specific staff is provided for this purpose. Much of the former district
inspector chéck-off lists will be utilized. Sufficient staffing is provided
for two teams to ‘inspect smaller units. Initially, inspections of only
District, MLC or Area units is contemplated. Headquarters units and District
and Area staffs may be added later with additional staffing as necessary.

. The MLC Inspector, an 0~6, has two branches: Compliance (as discussed above)

and Safety. Safety is the former District Safety Manager function

_ consclidated at the MLC level.,
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FINANCI, MANAGEMENT

Planning and budgeting will continue to be performed in districts as well as
at the MLC. District requirements for planning will.be reduced substantially
with the transfer of engineering responsibilities and associated capital plant
acquisition or change documentation (Planning Proposals and AC&I PPRs) to
MLCs. District budgeting workload, including preparation of CG-4144s and
alloratlon/adjustment of operating targets, will also be reduced with the
transfer of major units (ships, comunications stations and support centers)
and technical suppert functions (maintenance and repair, medical and
contracting) to the areas and MLCs. | District planning and budgeting functions
will be combined in the Administration and Planning Division. Area and
district staffs will coordinate development of planned operating hours for
major ships and alrcraft so that fuel funds can be budgeted and- distributed.
Maintenance and repair backlogs and new requirements will be developed by
districts, areas, and MLCs for their respective units and prioritized. MICs
will convene a board amnually to establish overall priorities for maintenance
and repair. Areas will approve the program. Updated procedures will be
established in each Area to suit their needs.

Operating funds will be allocated from the Appropriation Manager in
Headquarters. Districts and areas will receive Operating Guide (0G) 30 funds
{(including fuel/energy) for their units and staffs. MLCs will receive 0G 30
funding for the support centers and MLC staffs. All maintenance and repair
(0G 4x) funds will be provided to the MLCs. Ordnance funds (0G 54) will be
provided to MICs for ammunition purchases and to districts for armory
operations and small arms training. Training funds (OG 56) will be provided
to the MLCs districts for local training and off duty education. All medical
equipment (OU 57), funds will be provided to the MLCs. Resexve Training (OG
9¢) furds will be allocated to the districts as they are now. AC&I funds for
new projects started and managed by the Facilities Design and Construction
Centers (FD&CCs) in FY 88 will be provided to the MLCs.

Accounting will continue to be performed "locally" until a standardized system
is developed and centralization of the function can be examined. An
alternative suggestion to partially regionalized accounting in the Pacific
Area was received late and approved. Districts will see a reduction in
workload as units (ships, etc.) are transferred to area control and functions
(major procurements such as pollution, housing and medical contracting) are
transferred with associated staffs to MLCs. In some cases, districts will
continue to perform accounting services for Area/MLC units such as FD&CCs
until MLC accounting operations are fully staffed and equipped. Bven though
total funds to be accounted for will basically remain the same in those
districts, the transaction volume will drop because of the types of
transactions (e.g. construction contracts generate fewer obligations and bhill
payments than leases or medical service contracts). Overall, district
accounting resources will stay the same except for minor adjustments
associated with workload shifts. Data transcription, where still performed by
Coast Guard personnel has been continued on an interim basis.
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'these resources should be recleased within a year as contracts are awarded3gx
interim accountlng systems are installed. Accounting staffs ag the MLCSIP'll-
be established using the nucleus of people from the CCED3 and acany o
Interim automation improvements t6 existing CCGD3 and CC@12 accou
systems will be expedited. If Financial Automated Support System (F
certified to meet Coast Guard interim needs, it will be installed ahead
existing schedule dates so that MLCs will be on-line to start operatlons at .
the beginning of FY 88.

Formal contracting will be regionalized along with technical support
functions. Where practicable in -a workload sense, procurément personnel w111
be integrated organizationally with the engineering personnel they supports
e:g. the Vessel Support Division of the MLC will contain a procurement and
supply cadre and procurement staffs at FD&CCs will be incréased to deal’ w1th
the major shore station maintenance workload. FD&CCs will assume
gesponsibility for outfitting new facilities they design and construct. The
Finance Division of the MLCs will also have a procurement staff to regionally
acquire and adninister pollution clean-up, non-shipboard ‘electronics and ADP,
leased housing, and medical services. The same division will provide
procurement and supply support for the MLEC and the Area staffs., The
appropriate procurement staffs at the MIC will sérvice district formal
contracting needs functionally. Districts will retain small purchase
authority to support district staffs and district units as necessary.
Increased purchasing authority for performing organizational level maintenance
and administrative support will be.provided to district units (Groupss, Marine
Safety Offices; Bases) with a Chiéf Warrant Officer (F&S) as deemed necessary
by the District Commanders. Individuals must be procurement qualified before
this authority is provided.

Districts will retain the Automated Requisition Management System (ARMS), or
other reguisitioning systems they have in place. Staff resources will be
reduced because of avtomation productivity improvements, transfer of units to
Areas/MLCs and reducticn of staff personnel. MLCs will assume the
requisitioning systems in place at CCG)3 and CCGH12 and service Area staffs,
Area units not capable of self-support, and MLC staffs. MICs will monitor
supply fund activities at their field units and cdordinate with Inventory
Control points (ICPs). MLCs and districts will manage Inter-Service Support
Agreements (ISSAs) and space for their respective units, and deal directly
with GSA regional officials.

Real property management will be regionalized at the MLCs where legal, civil
engineering, and procurement support resides. Personal property management
will remain decentralized~at the units, with districts and MLCs providing the
capitalization and accounting data entry for their respective units. More
emphasis will be focused on control of assets during compliance irspections
from the MLC staff.

Miscellaneous office service resources (mail room, multilith operations, etc.)
will remain in the districts and adjusted for decreased staff size.




Finance Divisign

1. Under the direction and supervision of the -Maintenance and Logistics
Commander, the Chief, Finance Division shall:

a. Act as principal financial management and procurement adv1sor to the
MLC, Area Commander, and other staff officexrs.

b. Direct, supervise and coordinate the activities of the Chiefs Budget,
Accounting, Procurement, Supply and Property, and Personal Suppert Branches
and other program/staff elements.

c. In coordination with the internal control/compliance inspection staff,
conduct evaluations of Area and MLC units as required by- law, regulations, or
directives.

d. Administer funds allocated to the MLC for staff operation and support.

e. Provide mobilization planning input for all phases of financial
management , procurement, supply, property management, and personal support.

f. Act as Cognizant Authority for Non-Appropriated. Fund units within the
Area.

a. Agsess existing systems to determine risks of fraud, waste, and abuse.
Implement necessary internal controls to safeguard Coast Guard assets ard to
ensure fiscal integrity.

Budget Branch

1. Under the direction and supervision of the Chief, Finance Division, the
Chief, Budget Branch shall:

a. Coordinate and consclidate estimates for annual budgets or continuing
resolutions involving the following Operating Guides (0G):

(1) 0L 308 for ships (Medium Endurance Cutter and larger),
communication stations, Support C Centers, FD&CCs, Area and MLC staffs, and MLC
field units. Energy funding for these units is included.

(2) OG 4X for maintenance and repair of all units in the area.
(3) OG 54 for area units' training and readiness.

(4) 06 56 for training ard off-duty education of area units, area and
MLC staffs.
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(5) 0G 57 for all medical equipment purchases.

Budget request submissions are normally incremental adjustments based on
changes in facilities (ashore and afloat), changes in operating environment
(e.g. closure.of a DOD base that provided support to Area/MLC units), changes
in local economic conditions (prices), and changes in personnel levels.
Initial OG 4X funding levels will be determined by an Area Planned Obligation
Program (POP) board with specific input (need and .priorities) from District
Commanders. o

b. rrepare and submit apportionment requests.

c. Prepare quarterly financial plans and coordinate targets with
program/support managers and field units. Issue Qperating Targets (OPTARS).

d. Receive and review, with program/support managers, requests for re-
allocation. levelop analyses for the Area POP Board to reprioritize existing

funds or request additional funds from the Appropriation Managex in
Headquarters.

e. Evaluate cost data and prepare financial management reports for
program/support managers., Assist program/support managers to prepare changes
in the financial plans. .

f. Coordinate planning (i.e. develop backleg requests) for justification
of management of supplemental funding.

g. Maintain carryover limits.
Accounting Branch

1. Under the direction and supervision of the Chief, Finance Division, the
Chief, Accounting Branch shall:

a. Maintain prescribed general ledger control accounts and subsidiary
ledgers for assets, liabilities,- revenues, and expenses with the
Administrative Operating Target or AC&l Project Target for each
appropriation/fund alloted to the Area and MLC. Accounting for leased
housing, utilities, and medical services within the Area will be regionalized.

b.. Review obligations arnd assign expenses for proper charge to the
correct Object Code and Cost Center. Review Military Standard Requisitioning
and Issuing Procedure (MILSTRIP) documents for proper Fund Code. Record
obligations and expenditures to Area unit, Area staff, MIC unit, or MIC staff
controiled funds and pickup accounts, ensuring that the fund manager has
certified availability of funds gnd the comuitment/obligation has been
approved by the responsible official.’
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c. Bill customers promptly on delivety of Coast Guard service$ or
supplies, establish receivables, accept and properly dispose of collections,
follow-up on everdue accounts, and assess late payment penalties.

d. Establish payables, acerue expenditures, receive vendors' invoices and
match them with receiving repoerts' for supplies and services: Prepare vouchers
(except for travel claims) and certify expenditures before submission to the
MLC Disbursing Office for payment. Observe Prompt Payment Act requirements
for timely disbursements and use of vendor discounts.

e. Maintain industrial accounts as necessary.

f. Maintain capital authorizations for allocated Supply Fund (SF)
activities. Record receipts and expenditures for clothing lockers,
comnissaries, and field stock/general stores stocking units at Area and MLC
units.

g. Capitalize and account for real and personal property acgquisitions and
disposals.

h. Provide cashier services.

1. Prepare internal management and external accounting reports as
required. Review undelivered orders and follow-up to cancel or liquidate.
Transfer appropriate accounts to successor appropriations and release
unobligated balances.

Procurement Branch

1. Under the direction and supervision of the Chief, Flnance Division, the
Chief, Procurement Branch shall:

a. Serve as the principal contracting officer for all procurements
greater than 525,000, other than Technical Support Vessel and C3 (and
shipboard electronics) or Technical Support Shore, required to support
districts (and units), Area (and units) and MLC (and units).

b. Serve as the principal contracting officer for all pollution, leased
housing and mecical services requirements within the Area.

c. Provide small purchase support for the Area and MIC staffs and their
field units (with limited small purchase authority). Procure supplies and
non-personal services i the amount of $25,0800¢ or less from commercial
sources.

d. Direct the activity of the contracting and ordering officers
including;
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(1) Establish and maintain contocts with commercial, public, amd
overtmental sources of supply.

(2) Negotiate, award and administer all contracts. ,

: (3) Appoint Contracting Officer's Technical Representatives (COTR)
hen appropriate.

(4) Bstablish and maintain control and follow-up procedures to ensure
precurement actions are completed on time and within cost projections.

(5) Ensure commercial purchases under S10,000 are reserved for amall
businesses. Promote participation in procurement related economic stimulation
programs such as the 8(a) Small and Disadvantaged Business Set Asides.

e. Coordinate development of Advanced Procurement Plans for district,
Area, and MLC requirements.

f. Review and recommend actign for the Maintenance and Logistics
Commander to take on Statements of Essential Need for proposed procurements
exceeding $20¢,000.

g. Easure Acquisition Prenotifications are prepared and submitted to
Headguarters as required.

h. Institute solicitation/proposed contract action reviews and prepare
the Reports of Review.

1. Place orders under existing Federal Supply Schedule contracts awarded
by GSA or Blanket Purchase Agreements awarded by other govermment agencies as
prescribed.

j. Appoint Transportation Officers for shipnent/trénsportation of
material.

k. Analyze unauthorized procurements made by MLC units, Area units, or
staffs and prepare ratification recommerdation for the Head of Contracting
Activity (MLC's action).

1. Review requests or recommendations for delegation of contracting
authority to Area and MIC units or staffs. Arrange training for procurement
personnel consistent-with warramt qualification requirements.

m. Prepare required reports.
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Supply and Property Branch

1. Under the direction and supervision of the Chief, Finance Division, the
Chief, Supply and Property Branch shall:

a. Operate the Automated Requisition Management System (ARMS) or
Requisition Processing Point (RPP) for ordering supplies from government
supply sources in support of the Area and MLC staffs. Provide similar Service
for field units whiéh do not have or are not authorized directed access to the
system. Provide technical advice and training for Area and MLC units.

b. Establish local support ‘agreements’ with other Coast Guard units: ot
other govermment agencies for logistics help when feasible and économical.
Provide assistance to other agencies within existing capabilities and
resources. )

c. Provide guidance to Area program and MIC facility managers for
establishing and changing property and supply stock allowances at field units.

d. hetermine petroleum, oil, and lubricant (POL) requirements for Area
and MLC units. Coordinate supply support with DFSC elements or commercial
sources.

e. Provide 1nput and review effectiveness of the logistics support plans
for the Area. Prepare and -update the annexes to contingency and mobilization
plans as well as Operating Plans.

f. Develop and issue rules and procedures for the acquisition and control
of credit cards.

g. Monitor operations of Supply Fund (SF) activities such as clothing
lockers at Area and MLC units. Coordinate with Inventory Control Points
(ICPs) as required for control of wholesale system stocks (buoys, boat
engines, etc.) positioned at MIC units.

h. Administer the general personal property accountability system for the
Area and MLC offices (CALMS and ERPAL will be performed in the Technical
Support Divisions). Coordinate screening of excess property and input all
acquisitions into the automated control system for the Area, MIC and field
units without computer capability. Coordinate Area and MLC office surveys of
personal property and prepare excess property declarations. Coordinate Area .
and MIC disposal of persohal property.

e S e A G AT

R

i. Manage the space/rent program for the Area, MLC and their field units,
working directly with the cogniwant GSA regional office.

SR

s

10 BNNEX G )




j. Act as Recorder for the Real Property Review Board. Maintain the
offlClal records of all Coast Guard owned real property within the area.
Coo;dlnate with the Chief, ‘lechnical Support Division (Shore) for development
of planning proposals, Unit Development Plans, and AC&I PPRs. Coordinate
acquisition and disposals of all real property. Rent or outlease Coast Guard
controlled property to others.

k. Organize and administer centralized office support services for the
Area and MLC staffs, including a stationery locker, printing and reproduction,
mail and postal matters, shipping and receiving.

1. Prepare and submit required reports.

Personal Support Branch
1. Under the direction and supervision of the Chief, Finance Division, the
Chief, Personal Support Branch shall:
a. Coordinate development of Capital Improvement Plans for construction
- of new facilities or improvements/expansions of existing Non-Appropriated Fund
 (NAFA) facilities with the Technical Support Division (Shore), district units,

- and Headguarters units. BApprove unit projects less than $75,099.

b. Manage the Reserve for Replacement of Fixed Assets account for all
NAFA units within the Area.

c. Review, coordinate, and approve annual unit NAFA business plans.

d. Assist NAFA units in procurement and merchandising, store layouts,
cash management, other operating procedures, financial analysis, internal
control and coordination of audits.

e. Provide technical supervision of Coast Guard Dining Facilities (CGDF)
in the Area using Subsistance Advisory Teams (SAT). Train and advise unit
CGDF personnel in professional and administrative matters.

f. Review C®F records and audit monthly reports.

g."' Coordinate development of AC&I PPRs involving new or improved/expanded
dining facilities, with the Technical Support Division (Shore).
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VEALTH SIERVICES

llealth Services Administration is consolidated at the MLC level, where the
contracting, review, bill-paying and advisory functions previously performed
by the Uistricts (pk) are done. In addition, the Drug and Alcohol program is
transferred to Health Services from Personnel at all levels. Alcoholism is
now recognized as a disease process. Its funding for treatment has always
comé from funds controlled by Commandant (G-K). The drug program is now
education. Removal rather than rehabilitation and retention of drug users is
policy. Drug and alcohol advisors at Training Centers are not affected; those
at districts are consolidated at the MLC. Coast Guard policy formulation with
regard to disposition of drug and alcohol deperdent personnel remains a
Personnel function carried out by Commandant (G-PS). Administration of
medical and dental clinics and facilities remains the responsibility of the
Cormanding Officer of the unit to which attached, but centralized professional
oversight (OPCON) will be provided by the MICs. Industrial Hygiene program
management remains with the Commandant (G-CSP) but will continue to be
executed at the field level with Health Services persomnel resources.

Health Services Division

1. Under the general direction and supervision of the Maintenance and
Logistics Commander, the Chief, Health Services Division shall:

a. Provide a quality assurance program responsible for inspecting,
reviewing, and reporting on the quality of health care provided by all health
care providers to Coast Guard medical care beneficiaries.

b. Administer the occupational medical monitoring program for the Coast
Guard.

c. Implement environmental and occupational health programs within the
area, including food services, housing sanitation, radiation protection,
potable water supplies, waste water, solid waste disposal, recreational
facility sanitation, inspection of buildings in use or proposed for use to
assure samitary and other health standards are met.

d. Plan and administer health care delivery to Coast Guard beneficiaries,
including maintaining liaison with health care providers, review health care
bills prior to payment, recommend changes in health care delivery system.

e. Furnish information and advice to beneficiaries about eligibility and

procedures for obtaining health care including Coast Guard facilities, DOD
facilities, and CHAMPUS.
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LEGAL

Legal staffs will be split between operational and support missions. Each MLC
will be provided a legal staff to provide legal support to all units in the
region for che following functions: contract review, claims adjudication,
personnel actions, military justice, real property and legal assistance. A
geparate advocacy team will handle legal support to personnel for personnel
and military justice actions. Each district and area staff will be provided a
amall legal cadre to provide legal advice on operational matters. Attorneys
assigned to districts, and areas will also serve as trial counsel on
courtamartial convened by their commanders or subordinate CO's.

Legal Division

1. Under the direction and supervision of the Maintenance and Logistics
Commander the Chief, Leqal Division shall:

a. Furnish legal advice upon the réequest of the Maintenance and Logistics
Commander , or other staff officers.

b. Initiate, prepare or review documents and correspondence pertaining to
legal matters or bhaving legal implication, including but not limited to
contracts, leases, claims, and interpretations of statutes, executive orders,
proclamations, court decisions, and decisions of the Attorney General or the
Comptroller (eneral.

c. Supervises Attorney Advocacy Teams responsible for representation of
individuals involved in military justice trial defense, administrative boards,
in-court expanded legal assistance, as authorizeqd.

d. Rendex legal advice with respect to, and when appropriate assist in
the conduct of, courts and boards and review the records of proceedings of all
courts and hoards convened in the Area or MLC or subject to review by the Area
Commander or Maintenance and Logistics Commander as a supervisory authority.

e, Represent management in hearings and trials involving personnel and
civil rights issues, appeals, or litigation.

f. In close liaison with the Chief, Personnel Division, render such
personal legal aid and assistance to Coast Guard personnel and their
dependgnts as is deemed desirable for their morale or efficiency.




PERSONNEL

Civilian Personnel

The administration of civilian personnel management programs is the
responsibility of the Maintenance and Logistics Commander. The Civilian
tersonuel Officer will conduct recruitment and merit promoktion programs,
classify civilian positions, provide employee and labor relations programs
(inzluding perlormance evaluations, discipline and awards), supervise the
Civilian Personnel Management Informatipn System (CPMIS) including its
attendant records and reports systems, provide employee benefits and sesrvices
programs, and administer the employee training program. Civilian personnel
services will be provided for both appropriated and non-appropriated funded
(resale & special services) employees.

District Commanders and Headquarters Unit Commanding Officers continve to
retain their current delegated personnel authorities for the appointment and
termination of civilian employees. These authorities will be administered
through the MIC Civilian Personnel Officer. Managers and supervisors continue
to retain responsibility foxr supervision, development and evaluation of their

employees.

Personnel services provided to managers angd supervisors of non-appropriated
funded employees will, for the most part, replace those currently provided by
Coast Guard Headquarters. Local organizations will continue to recruit and
staff their positions but will receive position classification services and
advice and assistance in employee-management relations, discipline, and
employee benefits arid services from the MLC Civilian Personnel Officer. Coast
Guard Headguarters will be responsible for planning, policy, and program
oversight.

Civilian personnel liaison positions will be located inm each district office,
but they will report to the MLC. This resource will be critical during the
reorganization, but the need may become less after the new structure is
implemented.

Military Personnel

Military personnel administration will continue to be performed at the
Districts as well as the MLC. Personnel Reporting Units (PRUs) will continue
to perform their current functions where presently located (District, Support
Center, Group, etc.) and, except for possible minor modifications, serve their
current clientele. In those instances where PRU's were not staffed to perform
travel and/or transportation functions, additional modifications might be
required. The current working arrangements between primary and secondary
PRU's, and their relationships with the Pay and Personnel Center, Topeka, will
be undisturbed in the near term by this reorganization.
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Family lousing administration wilt also continue to function in its present
location (Group, Suppoct Center, etc.) for purposes ol assignment to housing
and other day-to-day responsibilities. District Military Personnel Branches
will be respongible for determining housing needs (e.g., lease increases or
decreases). The MLC will terminate and/or issue leases and provide
engineeringy support for government-owned housing. The District Personnel

~ officer will serve as liaison with MIC for family housing matters.

fFamily Advocacy services currently provided by District social workexs or
other personnel will continue unchangéd. Services will continue to be
provided for those units physically located within District boundaries but
which have been transferred to Area or MLC control.

pistrict personnel officers will continue to serve as the Commanding Officer
of staff enlisted personnel and to provide advice and assistance to the
District Commander in the areas of officer and enlisted evaluations, staff
training, non-rated assignments, mutual assistance, medals and awards, morale
ard recreation, maintenance of the Personnel Allowance Lists, and other
functions as may be assigned.

The MLC Personnel Officer will perform the above functions for the Area and
MLC's staffs. 1In addition, the Personnel Officer is responsible for
overseeing the convening of administrative action boards, as necessary, and
for providing career-information counseling services for all personnel in
Districts and Area and MLC units. Counseling may be in the form of on-site
sessions, individual or gioup meetings, newsletters, or other means.

Personnel Division

1. Under the general direction and supervision of the Maintenance and
Logistics Commander, the Chief, Personnel Division shall:

a. Oversee the administration of the civilian personnel management
program for all Districts, Headgquarters units, Area and MLC units within
assigned MLC.

b. Direct, supervise and coordinate the military personnel program for
Area and MLC staffs.

c. Oevelop estimates of personnel requirements and prepare requests and
justifications for Headquarters as may be required.

d. Maintain personnel allowance lists for the Area and MLC, including
assigned units.

e. Provide for assignment of non-rated personnel to Area and MIC units.
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f. Coordinate the convening of administrative action boards, as required.
g. Provide a career information program for enlisted personnel,

h. Provide input as appropriate to mobilization and logistics support
plans.

Civilian Personnel Branch

1. Under the administrative supervision of the Chief, Personnel Division, the
Chief, Civilian Personnel Branch shall:

a. Administer the civilian personnel management program for Districts,
Headquarters units, Area, MLC, and Area and MILC units within assigned MLC.

b. Recruit through all available and authorized sources for gqualified
personnel to fill vacant positions.

Cc. Assist management in the identification and documentation of
assignment of duties and responsibilities, and evaluate and classify positions
within delegated authorities.

d. Administer the Coast Guard employee relations program, including
employee benafits and services; grievarices, discipline and adverse actions;
performance svaluation; recognition and awards; leave and retirement programs.

e. Advise and assist managers with their labor relations programs
including contract negotiation and administration, grievance adjudication, and
representation before third parties.

f. Advise and assist supervisors and managers of’ non-appropriated fund
employees in the areas of position staffing, classification, employee-
management relations, and labor relations.

g. Plan and administer the employee training program by assisting
supervisors identify and record training needs; arranging and providing
courses and programs; managing training funds; evaluating and reporting the
effectiveness of training programs.

h. Maintain required personnel records for employees within assigned MLC,
including official persomnel files, records of authorized positions, adverse
action files and government medical records. Operate the Civilian Personnel
Management Information System (CPMIS) including preparation and submission of
required reports, and liaison with consolidated payroll center.
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Military Personnel Branch

1. Under the direction and supervision of the Chief, Personnel Division, the
chief, Military Personnel Branch shall:

a. Maintain necessary records relating to military personnel assigned to
the MIC and Area staffs.

k. Coordinate administrative training activities for staff military
personnel, arranging quotas for local training, off-duty tuition assistance.
Maintains files and reports and administers local 0G-56 funds.

Cc. Assures appropriate assignment to and proper utilization of non-rated
personnel by Area and MLC units.

d. provide career information counseling services for all Coast Guard
enlisted personnel located within the Area. Counseling may be in the form of
on-site sessions, individual or group meetings, newsletters, or other means.

e. Render appropriate services in case of death, including notification
of next of kin and assistance with funeral arrangements.

Personnel Services Branch

1. Under the direction and supervision of the Chief, Personnel Division, the
Chief, Personnel Services Branch shall:

a. B8erve as command morale and recreation officer, including
administration of the command morale fund.

b. BAdminister the Command mutual assistance pregram, advising the MLC on
welfare needs, as required.

c. Provide administrative assistance in the administration of the medals
and awards program.

d. Provide local housing referral services for command personnel, as
appropriate. When requested, assist District housing officers with
coordination of District concerns.

e. MAdminister Coast Guard_sbecial interest programs in the areas of
family advocacy, drug testing programs, etc., for MLC and Area staffs.




NAVAL ENGINEERING SUPPORT

Prasent Organization: Naval Engineering support is managed through the
District Naval Engineering Branch staffs. Support is provided in three
primary areas:

a. Technical Expertise - This service is provided directly by technical
consul £ing service telephonically ox onboard, to solve problems which require
experience and training beyond that held by ships/group forces and indirectiy
through various inspection visits and ship repair contract specification
developrent.,

b. Funds Distribution - This includes allocation of 0G-45 and AC&I funds
through commercial contracts administered fram the District Comptroller
vivisions anu Government work orders for SHIPALT accomplishment, programmed
repairs, casuslty repair, major equipment replacement and technical services,
In some districts, part of the 0C-3@ program for small boat repairs is also
administercd here.

c. Onboard Technical Personnel Support -~ is provided through cnboard
visits by district MAT, ASSIST, SSF and DWAT personnel and includes hands on
training, crew augmentation for maintenance, and turn around component repair
in support team shops.

Engineering support requirements are generated telephonically or via
support team work orders, Casualty Reports (CASREP's) and Current Ship's
Maintenance Projects (CSMP's). Support response prioritization is
administered by the district Program Managers, most frequently from within the
Operations divisions.

Naval Engineering support policy and major project maintenance design
(SHIPALT design) is provided by the Headguarters Naval -Engineering staff who
also distribute 0G-45 funds to the districts.

Procurement and Logistics support are provided by District comptroller
pivisions.

Area staffs play no role in this support program.

Proposed Organization: Personnel savings and management efficiencies could be
achieved through consolidation of district staffs at the area level. District
naval engineering staffs would be completely eliminated and functions
currently adninistered by district staffs would be moved to other
organizational elements. The Vessel Technical Support Division of the MLC
will furnish all engineering, ordnance, contracting and logistics support from
a single functional source within each area for cutters of medium endurance
classes and larger. Smaller cutters and small boats will receive support from

the MLC to the same degree that they are supported by district staffs now.
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advanced supporl For non-standard small boats will remnin with District
program managers.  Local support such as ship repaicr contract coordination,
jnitial Current Ships Mainti:nance Project (CSMP) review and technical suppoct
team visits would tkx2 admipistered by Naval Engineering Support Units (NESUs),
reporting to the Vesswl Technical Support Division. Maintenance and logistics
requirements will be documented using administrative systems now in place.

ship Inventory Contrnl Point (SICP) support functions remain unchanged
under the new structure.

Cutter, Croup and Station engineering and logistics support functions
would remain intact.

l)esign, configuration control, contract engineering support (HQ
contracts), and engineering documentation management functions are divested to
a tew 1aval knginecring Design Center located outside of Headquarters.

Stalfing for the MLC and NESUs was derived from the functional statements
that follow numb.rs of cutters and boats to be supported and estimated travel
times.  Assumptions and quantitative data are avallable from the program
office.

As support concepts for cutfers were developed, the tangible and
intangible henefits of clustering ships of the same class become very
apparent. This clustering concept is very attractive for many aspects for
support and it should be pursued. Obviously, there are some disadvantages to
this concept in non-support areas.

Naval Engineering Support function at the Area level through a MLC will:
1. Improve configuration management and control.

2. Provide more powerful technical support capaclty through pooling of
broader education and experience resources.

2. lmprove specification development, contracting and logistics
efficiencies through standardization and combination of cutter repair
avallability and equipment acqguisition packages.

4. IXwprove consistency in cutter and boat support administrative
procéedures due to a reduction in the number of principal support offices with
resulting improvement in support program credability,

5. unprove leveling of financial and direct technical support delivered
to the ficld through consolidation of these resources to the two MLCs.

6. Vlrovide manpower savings through elimination of redundancies in
tusking common to each district.

7. Improve overall Naval Engineering effectiveness and support due to

more powerful program technical support capacity, wore closely coupled
learning curves, and improved opportunities for blanket ship repair contracts.
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RIEGIONAL MAINTENANCE & LOGLSTICS COMMAND
TECHNICAL SUPPORT DIVISION, VESSELS

Functions of the Vessel Support Division of the MLC are subdivided into
three categories: direct, indirect, and overhead. Through direct functions,
the requirements in the Coast Guard Organization Minual on the maintenance and
repair program are carried out to maintain the material condition of cutters
and boats. Indirect functions in¢lude naval enginecring expertise required
within the Area. Organizational overhead functions complete the outline,

DIRICT FUNCITONS:

1. Maintain cognizance of the material condition of cutters and boats.

Conduct ships structural and/or machinery evaluation boards.
Conduct technical inspections.

.eview ordnance inspection reports.

ieview ChPs.

Review SHIPALTS.

Peview BOAALYS.

keview O.DALTs.

Review CASRLFS.

Cansolidated review of preventive maintenance system reports.
Review cutter engineering reports.

Review full power trial reports.

Review lube oil analyses reports.

Review training readiness evaluatlon reports.

Review hull inspection reports,
keview diving inspection reports.
Review boat inspection reports.
Review patrol summaries.

Review safety inspection reports.
Review trip reports.

n oo
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2. Plan and execute malntenance, repairs, and alterations of structural,
electrical, machinery, and ordnance systems on cutters and standard boats.

leview material condition information.

Scope out and prioritize maintenance and repair.
drovide scheduling input.

Procurement planning irnput.

evelop specifications.

Letermine, procure, and stage contract GFE/GFI.
xvelop contract packages.

[dentify necds and write work statements for local blanket purchase
agrLeements.

i. ‘ireaward activities.

j. Contract execution.

k. st vontract activities.

. L4
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3. Administer a financial program for maintenance, repairs, and alterations
of cutters and boats.

a.
b.
c.
d.
e.
£.
g.
h.

Review 0G-45 backlog.

Prepare CG-4144 budget request.

Prepare annual M&R budget.

Provide supplemental funding justifications.

Budget accounting.

As required budget adjusts.

Review industrial and support center budget.

Manage and execute Navy reimbursable funding.

4, Provide procurement and logistics support for area-controlled cutters and
procurement support for district cutters when requirements exceed the
District's procurement authority,

Serve as the principal contracting officer for procurements greater
than 525,000 for Area cutters and standard boats (including
electronics). This includes transactions initiated by MIC staff,
bistrict or Group staffs and station or cutter personnel.

Provide small purchase support for the vessel Technical Support
bivision staff, its fidld units (with limited small purchase
authority), and Area-controlled cutters. Procure supplies and non-
personal services in the amount of $25,000 or less from commercial
sources.

Place orders under existing Federal Supply Schedule contracts awarded
by GSA or Blanket Puxrchase Agreements awarded by other government
agencies as prescribed.

Operate the Automated Requisition Management System (ARMS) or
Requisition Processing Point (RPP) for ordering supplies from
government sources in support of the Vessel Technical Support Division
staff. Provide similar service for other divisions supporting
floating area resources. which do not have or are not authorized direct
access to the system.

Arrange for shipment/transportation of material for area cutters and
standard boats.
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INDIKECT FUNCTIOHS:

1. Provide enyineering, technical, and administrative information and
guidance on the operating, support, and material conditions of cutters and
boats involving field, Area, and Headquarters elements.

a. Update and disseminate policies and procedures.

b. Maintain current files on histories and references.
C. Research and retrieval.

d. Provide analyses.

e. Provide documentation.

f. Provige direction.

2. Manage (plan work, assign tasks, and evaluate performance) MIC naval
engineering organization.

a, Type desk and technical staff.
b. Naval Engineering Support Unit staffs.

3. Provide loyistics support assistance.

a. BExpedite procurements to satisfy needs of cutters.

b. Review allowance chdnges.

c. TRecommend centrally supported supply items.

d. lrovide technical input on Coast Guard unique items not supported by
SICp.

e, FEvaluate engineering products.

f. Administer prototypes.

4. Serve as MLC naval engineering expert as directed by the Area Commander
for:

a. Reviewing inspection findings.

b. Boards of investigation.,

c. Reviewing claims.

d. Safety Boards.

e. Survey Boards.

f. Contract review boards.

g. Reviewing beneficial suggestions.
h. Budget review boards.

i. (De)Commissioning cutters.

j. Planning Boards.

S. Provide procurement management and documentation required by statute.
a. Process PurchaseRequests (PR), determine the most appropriate method
of acquisition, determine the source of supply/service, solicit offers

for the supplies/services, and follow-up to ensure delivery.
Synopsize in the Commerce Business Daily where required.
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Direct the activity of the contracting and ordering officers
including:

(1) bstablish and maintain contacts with commercial, public, and
governmental sources of supply.

(2) Negotiate, award and administer all contracts.

(3) Appoint Contracting Officer's Technical Representat1ves (COTR)
when appropriate.

(4) Establish and maintain control and follow-up procedures to ensure
procurement actions are completed on time and within cost
projections.

(5) Ensure commercial purchases under $18,000 are reserved for small
businesses. Promote participation in procurement related economic
stimulation programs such as the 8(a) Small and Disadvantaged
Businegs Set Asides.

Analyze unauthorized procurements made by area-controlled cutters or
Division staff and prepare ratification recommendation for the Head of
Contracting Activity (MLC's) actions.

Provide guidance to staff managers for establishing and changing
supply stock allowances on Area cutters and at SICP,

Coordinate development of Advanced Procurement Plans for the VESsel
lechnical Support Division procurement recquirements.

Keview andl recommend action for the MIC to take on Statements of
Bssential Need for proposed procurements exceeding $200,000.

Ensure Acquisition Pre-notifications are prepared and submitted to
Headquarters as required.

Institute solicitation/proposed action reviews and prepare the Reports
of Review.

Appoint transportation officers for shipment/transportation of
material.

Prepare required reports.



OVERIEAD EFUNCT VNS Ove:head\fuhctions are required by any management
element.

1. Naval engineering staff training.

a. On-the-job.

b. Student engineering.

c. Temporary additional duty.
d. [ocal contracted ‘training.

2. Provide centralized management.informations system.

a. Operate and coordinate MIS function.
b. Develop ADP plan.

c¢. Select/procure hardware/software.

d. Develop data bases.

3. Service related diversions.
a. Leave.
b. Personnel administration. .
c. Officially sanctioned activities.
4. Collateral duties.
S. Productivity allowance factors.
a. Start dp.
b. Wait.

c. 'f'ravel.
d. Take down.
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NAVAL ENGINEERING SUPPORI UMIT -

Functions of the Naval kngineering Suppert Unit (NESU) are subdivided into
three categories: direct, indirect, and overhead. Through direct functions,
the reguirements in the Coast Guard Organization Manual on the maintenance and
repair progyram are carried out to maintain the material condition of cutters
and boats. Indirect functions include naval engineering expertise required at
the Naval Engineering Support Unit. Organizational cverhead functions
complete the outline.

DIRECT FUNCIIONS:

1. Maintain cognizance of the material condition of cutters and boats.

a. Conduct periodic visits.,

b. Verify CSMps.

c. Local review of preventative maintenance system reports.
d. Conduct ordnance inspections.

2. Plan and execute maintenance, repairs, and alterations of structural,
electrical, machinery, and ordnance systems on cutters and standard boats.

a. On-scene representative for contract execution.

1NUL1RECT FUHCTIONS:

1. Provide engineering, technical, and administrative information and
guidance on the operating, support, and material conditions of cutters and
boats involving field, area, and Headquarters elements.

a. Provide counsel.

2. Manage (plan work, assign tasks, and evaluate performance) Naval
Engineering Support Unit organization.

a. MAT.
b. DWAT.

3. Provide logistic support assistance.

a. Identify sources of supply and services.

b. Monitor vendor performance.

¢c. Recommend preventative maintenance changes.

d. Provide local quality assurance for other Coast Guard activities.
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REALIGNED HEADQUARTERS NAVAL ENGINERING

DIVISION CHIEF

POLICY

PLANNING

PROGRAMMING

 BUDGETING

UNITS

\

RI1O's

DESIGN CENTER
CHIEF

DESIGH

CONFIGURATION ENG INPUT TO
CONTROL LOGISITIC SUPPORT
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TECHN1CAL SUPPORT DIVISION, VESSELS

DIVISION CHIEF
|

DEPUTY
B . i R B
[ — 1 i L i
SUPPORT ADMINISTRATION SPECIFICATLONS | PROCUREMENT/
BRANCH ) BRANCH BRANCH LOGISTICS
. BRANC)
ICEBREAKERS CONTRACT HULL - CONTRACTING
REVIEW
WHEC'S TECH SERVICES MECHANICAL SMALL
PURCHASE
WMEC'S PLNG/PROG ELECTRIC ARMS/
BUDGETING LOGISTICS
ATON ASSIST/
CUTTERS TRAINING
SMALL
CUTTERS
NESU'S
STANDARD
BOATS
ORDNANCE
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PROBLEM: Maintenanct or rupair problem beyond unit capability to fund or
beyond technical capability.

EXAMPLRS: Vessel Shore
TT problem on vessels with Storm damage
no TT assigned Replace antenna system

" Master radar repair problem
CURRENT SOLUTION: Unit submits CASREP/CSMP to Distriet (eee). Project

completed as priority and funding levels dictate.

BEW SOLUTION: Unit submits CASREP/CSMP to ESU and MLC (info to district
program manager). Project investigated and development package sent to MLC for .
priotrity and contracting necessary for execution.

RESPONSIBILITY MATRIX

Unit Group Base District ESU MLC
] i i } i | |
}Id tif !I I l‘ ? ? ! ‘
entify |
| A D L A T
TAccomp11sh o0 R u’
ccomplis '
{ | 0 0y 24 0 [ R
1 | 1 3 1 | }
{ Fund { ! | | { | |
| | O 0 o N N
T I I ] x 7
{Investigate ! | | | ! !
{ 1o 0 | 0 | 2 3
)| . [ ) i | ]
{Prioritize } | { { | {
{ 2 V 2 0 | 3 | 0 | 3
1 | f | 1 1 i
{Contract/Purchase | | | ] | |
| { o { o § o1 0 | 0 3
1 » ) | 1 T | ] 1
{Inspect f ! | | | | |
J | 1 f o0 .y O | 0 {3 2 !

Code: 3 - Primary

2 - Secondary
1 -« On Request
0

- None
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PROBLEM: Self-help project within the capability of unit (or NESU) personnel
but funds not available. .

EXAMPLES: District Cutter or Unit Area Cutter
Deck covering required renewal Same

MDE requires center section overhaul
* Galley range requires renewal

CURRENT SOLUTION: Unit request materials or funding authority from district
program manager. Program manager requests district (ene) or (ecv) fund non
0G-30 items.

BEW SOLUTION: VUnit requests materials or funding authority from district or
area program manager. Program manager requests Mr¢ fund non 0G-30 1tems.

RESPORSIBILITY MATRIX

Unit Group Dist Area NESU MLC
| { } ] ! | !
OO U A A A I
entify
| I B L L
| I i | | | |
{tceomplish ! | | i ! ! |
| 3 2 | 0 | 0 it 3 1 0 {
}EF ] 1 ) | T i
ol e hs b Ll s ]
I 1 - 1 | T
{Investigate ! ! ! | ! ! !
| 3 | 2 0 | 0 | 1 ] o0 1
Prioriti l[} II |‘ 1' }
rioritize
| oy 2} 3y 3 4 6 0
e S RN SV R BV B
ontract/Purchase
r | 3} 2 4y 0y ©0 4 O | 3 |
{Inspect R i {
nspec
I { 3 24y 0 ) o 3oty 0
Code: 3 - Primary
2 - Secondary
1 « On Request
0 - None
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PROBLEM: Emergency/CASREP repairs

EXAMPLES: Vessel Shore

Vessel grounding causing transducer STorm damage (major)
damage

CURRENT SOLUTION: Unit contracts District (t) or (ene) to initiate
emergency procurement/contract to solve or investigate problem.

WEVW SOLUTION: Unit cont acts nearest ESU or MLC electronics division who
will mitigate problem or obtain assistance to prevent further damage.

RESPONSIBILITY MATRIX

Unit Group Base District ESU MLC
l ! ! } ] ! | |
iTdentir R L |
dentify
! { 3 2 1 0 0 | 2 | 0 !
| 1 | - | 1 )
{Accomplish { | | t ! ! |
{ 2 2 1 1 9 0 S| 3 |
1 1 Vo 1 ]
{ Fund { 0 } 5 t o 1 2 ! 0 ‘ 3
iy 1 1
‘nvestigate { , % X | ) % 0 | 3 } ]
Priorit 1I | ? l |
T rioritize ; : oo} 3 % ) } 3 '
}) | ] 1 1 i)
{Contract/Purchase | ! ! | | |
! 0 U L 0 |0 1 3
S A A A R B
nspec
J | 3 1 2 { ' 6oy 34 3
Code: 3 - Primary
2 - Secondary
1 - On Reguest
0 - Kone
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PROBLEM: Major casualty occurs which disables the cutter or boat operationally.

BXAHPLBS: District cutter or Unit ~ Area (utter
Propulsion shaft vibration occurs TP topeller won‘t respond to
Catastrophic MDE failure pitch signal

Reduction gear failure

Seachest vent pipe fractures
CUORRENT SOLUTION: Unit requests assistance from District (ene), via Group
where appropriate. Technical assistance, funding and contract support provided
by district.

NEW SOLUTION: Unit requests assistance from MLC (via Group). Technical
agsistance provided by NESU. Funding provided by MLC for cutters and district

or Group for small boats.

RESPORSIBILITY MATRIX

Unit Group Dist Area NESU MLC
1 Tt — '
[Identify | ! ! ! jI j| i
! i 3. 1 2 t 2 0 | 0 t o
1 | i I I 1 [ 7
JAccomplish { ! ! | ! !
{ t_ ot o t o | 0 | 2 1 3
1 i 1 ) - ) 1 o
{ Fund ! | | { | !
| | o | 3* | 3% | 0 | 0 | 3
1 | | 1 - | i o
|Investigate | | { | | } !
{ | 3 | 3_t o ¢t "o { 3 | 2 |
1 - - | | ‘ Il ) -
{Prioritize | | ! i | | |
1. | 1 | 2 {1 3 3 { 0 { 2 |
| ! '} 1 | 1 I 1
{Contract/Purchase | ! { | ! | {
{ { o { o { o} 0 | O 3 |
1 ! o ] 1 1) B ]
|Inspect | ! | | ! | |
1 | 3 1 2 {0 | 0 { 1 | 0 |
Code: 3 - Primary

2 - Secondary

1 = On Request

0 - None

*Small Boats Only
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PROBLEM: Minor casualty occurs that does not have a direct affeet on

operations.
BXAMPLES: District Cutter or Unit _Area Cutter g
Sanitary pump motor fails Same

A/C compressor fails
© Capstan Seizes
Deck plate rusts through e
CURRENT SOLDTION: Unit requests assistance from district (eme). Technical
assistance provided by district where required. Funding provided by unit or
district where appropriate. Parts or repair services procured by district.

NEW SOLUTIOM: s5age as above except all assistance provided by district now
provided by MLC. Technical assistance could be provided by NESU for vessels
in port, otherwise by MLC.

RESPONSIBILITY MATRIX

Unit Group Dist Area NESU MLC
| t | | \ | |
PR B A .

entify

; N A 0 A B
1 1 1 T 1 T 1 T
|Accomplish ! ! { { ! | !
! | 3 31 o0 0 3§ 3|
8 ) I | | |
| Fund | ! { | ! ! |
| f 3 3 1 2 9 0 ! o 1| 3 |
1 i 7 i 1 1} 1
|Investigate ] ! { | | ! !

) 3 2t o0 | 0 2 1 0 1

1 ) 1 1 !
Prioritize | | { { | | {

| ot o | 3 1 3 o | 2 |
Contract R f 1
| ontract/Purchase ‘ ; ‘ 5 % o | 0 | o | 3
1 | | 1 1 1
{Inapect ! ! { | ! !
J { 3§ 2 | o | 0 |1 0

Code: 3 - Primary

2 - Secondary

1 - On Request

0 - None




PROBLEM: Major conflagration occurs which disables the cutter of boat

operationally.
EXAMPLES: District Cutter or Unit .__Area Cutter
Grounding Same
Engine Room fire
Collision

CORRENT SOLUTION: Unit requests assistance from district (ene). Group
units request via group. Technical assistance, funding and contract repairs
administered by district. :

NEW SOLUTION: Unit request assistance from MLC (Via Group where appropriate).

Technical assistance provided by NESU (or MLC where conditions require). Funding
and contract support furnished by MLC. Contract coordination furnished by NESU.

RESPONSIBILITY MATRIX

Unit Group Dist Area NESU MLC
(TSV)
! { | { ! | | |
T ] ] I I T T |
{Identify { | { ! ! | |
) | 3 1 2 2 {0 i o | o |
1 B | I { 1 |
f{Accomplish | ! | ) ! ] |
i | o | © 0 | 0 | 2 | 3 |
T ] T 1 ] ) |
| Fund ! ! | | | | |
! | 0 | 0o t 0 { 0 i 0 ¢ 3 |
T T ] ] i | 1 |
{Investigate ] | ! P - | ! |
I 3 3t 0 | 0 {3 i 2 {
1 I i | i )
{Prioritize } { | ! i { |
1 0 1 i 2 3 | 0 | 2 |
k) i 1 L] I {
|{Contract/Purchase | | | { { | |
i o { o | 0 0 { 0 | 3 |
)] | 1 { } 1 1
|Inspect | { | | | | |
1 | 3 2 § 0 | 0 [ 0 |

3 - Primary

2 ~ Secondary
1 -« On Request
0 -~ None

34 ANNEX G




PROBLEM: Procurement of Shipboard items beyond vessels obligation authority.

EXAMPLES: District Cutter or Unit Area Cutter

CURRENT SOLUTION: Districts (fcp) procures, unit funds.

BEW SOLUTION: MLC (TSV) procures, unit funds.

RESPONSIBILITY MATRIX

UHit Group Dist Area NESU MLC
l | - } | ! | |
1 1 1 1 1 | I {
{Identify i { 1 ! | ! |
| 3 0 0 0 | 0 1 0 !
1!A lish | || I 1‘ T!
| ccomplish s b ! o ! 0 %. L 0 '
1 B | 1 ]
{ Fund } | I | | ! |
| 3 0 |} O 0 { O { 0 |
1!I tigat | f I! | | I i
| nvestigate R ! o Lo | o } 0 | o ;
TR A A D {
! rioritize , o 1o o } 0 { 0 |
1 | ] ]
{Contract/Purchase | ! ! ! ! {
r 0 | 0 ! 0 0 | 0 3 |
1lI t ! 1! ll | : { {
nspec
J f 3 ¢ 1 4y 0 1 0 I | 0 !
Code: 3 - Primary

2 - Secondary

1 - On Request

0 - None
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CIVIL GNGINEERING SUPPORT

Present Organization: Civil Ingincering support is currently delivered
through an autonomous district stuff structure. Levels of staffing, funding
and pre-design review of major projects arc controlled by Commandant (G-ECV
and G-CCS). Project execution, the development of project backlogs and their
prioritization are all left to the District staff. District Commanders
perceive the current organization to be responsive to the nceds of their
organization through the ability to control priorities at the district level.
District ecv staffs also provide varying levels of assistance to those
Headguarters units physically located within district boundaries.

Most AC&I projects are identified and developed through the budget submission
stage by district staffs with technical assistance from the FDaCC. Project
execution is handled by regional organizations (FD&CC's) under Commandant
(G-RCV) admipistration.

Proposed Oryanization: Commandant (G-BCV) will continue to provide overall
yuidance for the program. Planning, programing and budgeting including
review and approval of major and minor AC&I project proposal reports will
continue to be accomplished at Headquarters. When the MLC is fully
operational, divestiture of these functions to the MIC will be revisited.
livestiture of some Headquarkters ocean engineering functions to a site to be
spocified will also occur.

I'laoning and programming for the execution of most major shore Facility
maintenance functions will occur in the regional organization. A Division
within the MLC will be responsible for maintenance support of shore facilities
beyond that level inherent within group or unit staffs. This division will
plan and program for the execution of all shore facility civil engineering
maintenance programs. It will assume STRUCALT approving authority for all OE
projects.

FD&EC East and West - The chain of command for these units will be changed so
they report to the respective MLC through the Technical Support Division -
Shore. In addition to cuxrent responsibilities to execute AC&I programs, they
would assume responsibility to design and execute large OE projects as
assigned by the MLC.

Civil EBEngineering Field Office - The design and execution of smaller OE
projects, problem identification and verification, and local technical support
of units will be done by field offices located throughout the region to allow
for faster response and reduced travel costs needed for local small project
problem solving. A smaller level of contracting support (to $180K) will be
provided to efficiently carry out the duties envisioned.
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TECHKRLCAL SUPLORT DIVISION, SHORE

1. Under the directlon and supervision of the Maintenance and Logistics
Commander, The Chief, Technical Support Division, Shore shall:

bPlan, program and budget (OE) shore maintenance projects in the
Region.

Provide Region priorities on shore facility (AC&I) projects.

Provide direct liaison with Area operational and support staffs,
Districts, Headquarters, the (FD&CC) and Field Offices on all aspects
of the Civil Engineering Program including shore maintenance and AC&I
projects.

Review and approve structural alterations for all OE projects.

Deputy, Technical Support Division, Shore shall:
Ferform duties of the Chief, Technical Support Division, Shore in his

absence.
Serve as Chief Program Administration and Budget Branch.

Program Administration and Budget Branch

1. Unduer the dicection and supervision of the Chief, Technical Support
.iivision, Shore, the Chief, Program Administration and Budget Branch shall:

c.
4.
e.
f.

Manage backlog of all Regional shore facility and alds to navigation
projects. Review priorities of Field Offices, incorporate operational
requirements received from Area, MLC staff and Districts, and prepare
prioritized backlog for entire Region.

Provide Area priority of AC&l projects on the Shore Facility
Requirements List to Headquarters.

Annually submit program funding requirements to Headquarters.

Provide worklists for FD&CC and Field Offices.

Distribute 0G-43 Funds to FDECC and Field Offices to execute worklist,
Provide technical expertise for review of commercial activities
involving shore facilities under the A-76 Program.

Manage shore facility energy conservation program; establish facility
consumption goals, analyze consumption at facilities, identify energy
retrofit options, monitor reduction trends.

Manage professional training program for engineers; investigate course
contents, obtain quotas, coordinate training schedules.

Provide liaison with Area and District staffs on wmobilization
requirements at shore facilities, develop plans and projects to
accommodate these requirements.



SHUKE FACLLLTY PLANNING ANo COMPLIANCE BRANCH

. Under the direction and supervision of the Chief, Technical Support
bivision, shore, the Chicf, Shore Facility Planning and Compliance Branch
shall:

a. Prepare shore facility Planning Proposals and Master Plans for Area
units. .

b. Coordinate preparations of AC&I Project Proposal Reports with the
FD&CC,

Cc. Manage the environmental program for shore facilities. Prepare all
environmental documentation to support shore facility projects.

d. Manage the hazardous material program for the Région. Identify
problem areas, analyze solutions and identify funding requirements.
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TECUNTUAL SUPPORT DIVISTON ~ SHORE

REGIONAL CIVIL ENGINEER

DEPUTY

CLERICALS

Program Administration and
Budget Branch

Shore Facility Planning and
Compliance Branch

Field Engineering FD&CC
Offices
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FACTLITIES DEGLCN AND COSTRUCTION CENTER (FD&CC)

1. Under the direction and supervision of the Chief, Technical Support
bivision Shore, the Commanding Officer shall:

a. Plan, design and construct shore facilities, housing and associated
utilities under the MLC.

b. provide direct liaison with Districts, Headguarters Unit Commanding
Officers as well as the Regional Civil Engineer on all work to be
accomplished by the FD&CC.

2. Under the direction and supervision of the FD&CC Commanding Officer, the
Executive Director shall:

a. Serve as Civilian Program Manager and full assistant to the Commanding
Officer.

b. Act as Officer in Charge in the absence of the Commanding Officer.

c. Oversee technical management of the AC&I and OE Shore Construction
Program in the Area. '

d. Advise Districts and MLC engineering and management officials on all
matters pertaining to projects.

3. Under the direction and supervision of the FLsCC Commanding Officer, the
Chief, Yesign Division shall:

a. lrovide technical input on AC&I project planning.

b. Prepare technical documentation for project development of both AC&I
and OL projects.,

c. vlan and develop representative designs.

d. Plan and develop recuseable designs.

¢. irepare preliminary and final plans and specifications for all ACsl
and OE shore construction and aids to navigation projects.

E. Participate in post-construction reviews.

g. Maintain lialson with engineers, desiguers, suppliers, other
qovernment agencies to keep abreast of latest developments in
architecture and engineering.

h. Procure Government Furnished Equipment.

i. Provide accurate surveys for new shore facilities.

Jj. Prepare Facility Pre-Design Packages for all AC&I and OE projects to
be designed by A/E’s.

k. Develop Statements of Work for A/E services.

1. Belect B/E firms and negotiate contract services for both design and
construction inspection services.
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4. WUnder the direction and supervision of the FD&CC Commanding Officer, the
Chief, Construction bLivision shall:

Manage AC&Y and O construction projects.

Manuge Covernment Furnished kquipment contracts.
Matiage Inspection and Teslting contracts.

Manage contracts for resident engineering services.
Oversee the outfitting of new facilities.

5. Under the direction and supervision of the FD&OC Commanding Officer, the
Chief, Planning and Management Division shall:

a.
b.
C.
a.
e.

Develop the design and construction programs for the FD&CC.
Prepare OE STRUCTALTs and submit through Region.

Provide planning support to the Area for all ACsl projects.
Provide Master Planning support to the Area for large units.
Manage expenditure of all AC&I and 0G-43 furds.

6. Under the direction and supervision of the FD&CC Commanding Officer, the
Chief, Contracting and Legal Staff shall:

Administer construction contracts.

Administer A/E contracts.

Administer inspection and testing contracts.

Administer contracts for resident engineering services.

Issue purchase orders for outfitting procurements.

Administer supply contracts for outfitting of Govermment Furnished
Equipment procurements.

Complete legal review of all IFB packages over S100K. Review of field
office contracts upon request.

Provide legal assistance for resolution of contract claims.

7. Under the direction and supervision of the FD&CC Commanding Officer, the
Value Enginecr and Cost Estimator shall:

c.
d.

Review project documentation and designs for high cost items that have
potential value lmprovements.

Serve as estimating cooxdinator for the planning, design and
construction phases of all projects.

Manage the Contractor Quality Control Program for the unit.

Monitor project reviews to determine effectiveness of VE and.CQC
applications.

41 ANNEX G




FD&CC ORGANIZATION
COMMANDING OFFICER

‘ Contracting
and Legal

Executive

Director

Design Division,
Value Engineering and Cost Estimating

Construction Division

Planning and
Management Division
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F1ELD ENGINEERING OFFICE (FEO)

l. Under the direction and supervision of the Chief, Technical Support
hivision, Shore, the Chicf, Field Ungineering Office shall:

a.

b.

(9}

Plan, desiyn, construct, repair, maintain and alter shore facilities
ard alds te navigation within his geographic areg.

Serve as primary liaison with FD&(CC for execution df OE and AC&I
projects in his geographic area.

- Provide direct liaison with Area Civil Engineering Office on project

priorities, fund requirements and work to be accomplished by Field

Oifices.

Serve as Contractlng Officer in absence of Assistant Office Chief for
procurements under $25,000 and in the absence of the Contract Officer
for procurements greater than $25,000.

2. Under the direction and supervision of the Chief, FEO, the Assistant Chief

shall:

a.
b.

C.
4.

Perform duties of Office Chief in his abscence.

Coordinate field travel of Facility Planning and Project Review Branch
and Fleld Inspection ‘&nd Project Development Branch to optimize time
dedicated to construction inspection, bi-amnual inspections, technical
assistance to field units, SSMR investigation and tower inspections.
Serve as Contracting Officer for procurements up to $25,000.

Supervise Facility Planning and Project Review Branch.

3. Under the direction and superv151on of the Chief, FEO, the Chief,
Procurement Branch shall:

a.

b.

Prepare all procurement documentation for Assistant Office Chief

approval.
trocess all procurement correspondence: quotaticns, payment vouchers,

labor rates, payrolls, final inspections, etc.

4, Under the direction and supervision of the Chief, FEO, the Chief, Design
and Construction Branch shall:

a.

Peepare technical contract documents for maintenance and repair
contracts and procurements for shore facilities and aids to navigation
including drafting.

Conduct special studies, develop engineering alternatives, prepare
cost estimates, and economic analysis.

Identify hazardous waste projects, coordinate with Area and FD&CC for
executlon as required.

Admninister A/E contracts.

Administer and -inspect construction contracts.

Maintain record drawings, file and reproduction equipment.
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S.

6.

WO I U WK

Provide specific enginecring expertise to Facility Planning and
Project Review Branch on bi-annual CE inspections where needed.
Maintain liaison with state and local governments, obtain permits and
surveys as required.

Provide liaison to FD&CC for execution. of OE and AC&I projects.

Under the direction and supervision. of the Chief, FEO, the Chief, Facility
Planning and Project Review Branch shall:

a.

b.

Maintain inventory information of all shore facilities and aids to
navigation within theilr geographic area.

Review of all S8MR's including the preparation of Project Development
Packages on all projecls to be executed by the FD&CC.

Maintain backlog of all shore facility and aids to navigation
projects, prioritizes at least annually and, submits to Regional Civil
Engineer for consolidated worklist for FD&CC.

brovide financial management of all funds executed by the field office
including report requirements (0G-38, 0G-43, 0G-46, AC&I LAMP, ACsI
SOLAR, and AC&1 WA'LILRWAYS).

Provide project identification.

Per form bi-annual CE inspections on all shore facilities and fixed
alds to navigation.

Provide technical assistance to field units on shore maintenance
problems.

Coordinate preparation of PP/PPR's for facilities with Region and
FD&CC.

Prepare Minor AC&I PPRs for Regional review.

Maintain Civil Engineering Data System for units within geographic
area.

Serve as C-3 system manager for field office.

Under the direction and supervision of the Chief, FEO, the Chief,
Contracting Branch shall: -

a.
b.
C.
d.
e.

Administer Construction Contracts up to S100K.

Administer A/} Contracts,

Administer inspection and testing contracts.

Administer contracts for resident engineering services.

Supervise the procurement actions performed by the Assistant Field
tngineering Office Chief on contracts up to $25K.

Functions Not Performed at Field Offices

besign/construction of projects greater than $10¢,000.
Preparation of PP, PPR, Master Plans.

Prepaxation of envirommental documentation.

Management of environmental program for shore facilities.
Management of shore facilities energy conservation program.
Management of vehicle program.

Management of CE program training.

Preparation and evaluation of A-76 reviews.

Routine, minor, unit level maintenance.
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FEO ORGANIZATION

OFFICE CHIEF

Contracting

ASSTSTANT OFFICE CHIEF

Procurement Specialists

Clerical

Facility Planning and Project Review

Degign and Construction Branch
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EXECUTION SCENARIOS
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PROBLE#A: Emergency/CASREP repairs under 325,000 or only
requiring technical assistance,

EXAMPLES: Shore ATON
sShore vie outage radio beacon failure
leaking fuel tank damaged Sub cable
heating system failure monitor fallure

CURRENT SOLUTION: Unit contacts discvrict (ecv) in appropriate
manner and emergency procurements, repair contracts, or material
provided. Technical assistance to mitigate problem provided if
required.

NEW SOLUTION: Unit conbtacts nearest available CE unit (field

office or FD&CC) who will mitigate problem or obtain assistance
to prevent further damage.

RESPONSIBILITY MATRIX

Unit ™ Group Base CE Field FD&CC MLC
Office CE

i L I A R R R ;
] ] i 1 ) 1 1 v
] [} 1 1 ] ¥ | 1
{Ideatify N 0 i 0 10 :
P i a0 i i P i
1 1 ) } 1 ] i 1
] 1 ] t 1 ] I 1
jAccomplilsh P30 2 01 2 | ) 0 I
i o i i j P i
) i H | g i i i
| Fund P2 2 7 0 3 P ' 0 )
; [ TN A S W i j
. i i f i : ! i
iInvestigate I 2 7 0 | 3 . | 0 i
j I R R i i i \ i
] 1 { i 1 1 1 i
1 1 1 ] 1 ] 1 I
I|Prioritize b3 2+ 0 3 P2 ' 3 i
i i L o b i i
} ] 1 ] 1 ( 1 1
t i 1 1 1 1 1 1
!Contract/Purchase | 2 | 2 1 0 i 3 Voo H 0 I
a L i | P N i i

! i H ' I i i i

nsgpect 3 2 1

w
—_
o

Code: 3 Primary
2 - Secondary
7 ~ On Request
0

None
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PROBLEK: Emeryency/CASREP repairs over $25,G00.

EXAMPLES: Shore ATON
roof replacement major aid failure
plier damage
utility break

CURRENT SOLUTION: Unit contacts district (ecv) tu initiace
emergency procurement/contract to solve or investigave problem,

NEW SOLUTION: Unit contacts ncarest available CE unit (field
office or FD&CC) wiio will mitigate problem or obtain assistance
to prevent further damage.

RESPONSIBILITY MATRIX

Unit Group DBase CE Field FD&CC . MLC

Office CE
1 1 ) [ ] ] [l [}
{ o | UL 1 1 _ o } - 1
i 1 ) 1 i i \ 1]
[} 1 ¥ 1 ) | 1 §
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i A RO N Vo i
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} 1 1 L [} 1 t 1
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P I I L [ - i | \
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[] 1 ( | ] ] ) 1
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i R G i I ] N i
1 1 ) 1 ] ] ] 1
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i o I DU N | i N
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Code: 3 - Primary

2 - Secvondary

1 - On Request

0 - None
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PROBLEM: Major OE project, Hinor AC&I project géﬁ
of $300K - $600K. 2

EXAMPLES: shore ATON: |
housing rehab major Water
replace windows %
shore stabilization replace sub ca

CURRENT SOLUTION: Unit submits SSMR to district (eev)
completed in accordance with program manager priocrities
funding level. District submits Minor AC&I PFPR to HQ.

NEW SOLUTION: Unit submits SSMR to CE field office. Projec
investigated and development package sent to Region for
prioritize and assignment to FD&CC ‘for execution. CE field
o1fice subwits Minor AC&L PPR to Area.

'RESPONSIBILITY MATRIX

Unit~™ Group Base CE Field FD&CC MLG
OffiLce CE
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Code: 3 - Primary
. : 2 - Secondary
1 - On Request
0 ~ None
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PROBLEM: Malntenance or repair project over $25%,800.

EXAMPLES: Shore ATON
insulate housing replace stiructure
dredye boat basin storm damaye )
pave parking area replace Sub cable

CURRENT SOLUTYON: (Unit submits SSMR to district (ecv). Project
completed as priority and funding levels dictate.

. MEW SOLUTION: Unit submits SSMR to CE field office. Project

investigated and development package sent to Region for
prioritize and assignment to FD&CC for "execution.

RESPONSIBILITY MATRIX

Unit Group Base CE Field FD&CC MLC
-0ffice CE
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3 - Primary
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PROBLEM: Maintenance or repair project beyond unit funding level
put less than §25,000.

EXAMPLES: Shore ATON
replace sidewalks replace daybeacon
roof repair replace generator
road repair install fuel tank

CUBRENT SOLUTION: Unit submits requests via SSMR to district
(eov). Project put on civil engineering backlog for
accomplishment in accordance with priority and funding levels.

NEW SOLUTION: Unit submits requests via SSMR to CE field office.

Project put on civil engineering backlog for accomplishment in
accordance with priority and funding levels,

RESPONSIBILITY MATHIX

Unit Group Base CE Field FD&CC MLC
. : Office CE
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{ ) 1 ] 1 1 1 1
1 ] i 1 ] ] 1 1
! Identify N 2 + 0 2 t 0 I 0 i
i \ { ; ) i i i
H i i d i | \ H
}Accomplish ¢ 0 6o 7 0 3 i 0 ' 0 '
i i ) Vot i i
H H ' H ' f H H
! Fund 0 o 1 0 3 {0 i 0 h
i i i i ! | i 0
1 [} 1 ] ) 1 I )
i ) 14 [} ! ] ] 1
i Investigate o2 2 4+ 0 i 3 {0 ' 0
i b b i ] i i
i ) ) ] ] ] 1 1
1 ] [} 1 ] | ] )
|Priorivize Vo2 2 1+ 0 3 ;0 ! 0 i
i \ i E i i i
L ) ] ( \ 1 ( ]
\ ) ) ] b 1 1 [
iContract/Purchase | 0 | o + 0 i 3 0 i 0 |
i i i i i ) i )
i : ] g H ] i i
!Inspect Vo2 ot o | 3 i 0 H 0 i
i ) i i \ Y ( i
Code: 3 - Primary

2 ~ Secondary

1 - On Reguest
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PROBLEK: self-help project within capabitity of unil pursonnel
but funds nol avaitable.

EXAHMPLES: shore ATON
’ build piente shelter N/ A

landscape housing area
playground esquipment

CURRENT SOLUTION: Unit requests materials or funding authority
from district (ecv).

NEW SOLUTION: Unit requcestis materials or funding authority from
CE Field Office. :
RESPONSIBILITY MATRIX

Unit Group Base CE Field FD&CC MLC

Office CE
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PROBLEM: Maintenance problem requiring technical assistance
only. Unit capable of performing work required.

EXAMPLES: Shore ATON
fuel consumption increase monitor system outage
HVAC controls generator auto start inop
surface prep for painting premature componet fail

CURREKT SOLUTION: Unit requests assistance from district (ecv)
for shore and aton problems many of which can be handled by
phone. Visits to obtain dala or repair occasronally required.
Base provides significant support to ATON problems beyond
unit/ANT capability.

NEW SOLUTION: Civil engineering field oftfice will provide same
tevel of reponse for shore problems. ATON expertise not
avallable in CE field office and Base becomes primary resource
for assistance.

RESPONSIBILITY MATRIX

Unit Group Base CE Field FD&CC MLC
Office CE
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PROBLEH: Recurring maintenance appropriate for service contract
technical assistance required.

EXAMPLES: Shore ATON
Halon System test N/A
Steam trap maintenance
Backflow preventer test

CURRENT SOLUTION: Unit funds with local contractor or requests
disgtrict assistance to prepare technical portion of contract
specificdtions.

NEW SOLUTION: Unit funds with local contractor or requests FEO

assistance to prepare technical portion of contract
gpecifications,

RESPONSIBILITY MATRIX

-
*

Unit Group Base CE Field FD&CC MLC
Office CE
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PROBLEM: BRoutine, minor maintenance or housekeeping 1item within
unit procurement authority.

EXAHPLES: Shore ATON
broken window pane clean lens
plumbing leaks replace ladder
draing clogged spot painting

CURRENT SOLUTION: Unit procures materials §to repair wiuvh unit
personnel, hires local service contractor or requests usssistance
($ or technical advise) from Group or Base engineering.

MEW SOLUTION: Same as current solution.

RESPONSIBILITY MATRIX

Unit Group Base CE Field FD&CC MLC
Office CE
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OPUIATING GUIDW (OG) 46 SPLIT

1. Transfer to 0G-3¢, administered by G-NSR

a. Funds would be transferred from 0G-46 to 0G-3@ for the procurement of
buoys and moorings hardware. Buoys and chain would be procurred from
Headquarters by G-NSR. G-BECV would provide technical support for
specification preparation and quality assurance. SUPTCEN Brooklyn would
administer a central contract for chain. The Yard would build or contract for
construction of buoys including those required in the Second District. In the
Second District, procurement of wire rope on GSA schedule would become a
function of Base St. Louis and building sinkers would continue to be
accamplished by the groups.

b. bistrict (ocan)'s will submit requirements for buoys annually and for
chain quarterly (same frequency as Loday) to G-NSR. G-NSR will consolidate
all the districts' requirements and develop an overall priority list for
procurement within available funds. G-NSR will order chain from SUPTCEN and
buoys from the Yard from the priority listg. G-NSR will provide funds to the
Second vistrict on a non-recurring basis for wire rope and sinkers,

- CC Wide Buoy Procurement $3.5M
- Buoy Chain Procurement S1.5M4
- CC2 Wire Rope and Sinkers S1.0M

$6.9M

2. Transfer to 0G-30, administered by each District (mep).

a. Funds would be transferred from 0G-46 to OG 3¢ to each district (mep)
for procurement and maintenance of marine envirommental protection eguipment.
Funds would be distributed as follows: -

CCGD1 10K
OCGD5 50K
CCGD7 5K
ccans 108K
oCadll 1K
CCculz2 56K
CC@D13 5K
CCah1l4 10K
CCGD17 5K

Total 146K

3. ‘Total transferred to OG-30 ~ $6.146K.
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Yy, Transfer tu OG-43 all rematning UG-10 tuads ot ATON aad
Marine Environmentual Proiection (MEP) Projects, ATON projects
would be identitied and Listed on the O6-h3 backlog where they
would compete wilh store maintenance projgects for accowmplishaent.
G-ECV would continue to support the MEP and Diving Programs
consistent with current requirements. This program will utilize
approximately 3$700K per year of 0G-U43 funds in the future,

a. Total transferred to 0G-43 $7,93M

5. Total O0G-4%6 Funds in FY87 $14.076M

RESPONSIBILITY MATRIX
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— Procure and distribute on CG wide basis
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Procure through local procurement office
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development projects)
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COMM/AN, CONYROL AN., COMMUMICATIONS SUPPORY

Current)y, there are sceveral parts of this support that are provided at number
ol levels. Upcrational Commanders in areas and districts nced operationsl
telecomnunications staff suppoxt for their reqular day to day use as well as
planning for M2 and historical Coast Guard missions. They also need &
communication center supervised by someone on their staffs. These are
provided in the new structure by a C3/IRM staff and communication center
personnel .

The Coast Guard has made great strides in recent years by providing IRM
hardware and software tools to all organizational levels. Oversight, system
manager and training functions need to be performed at all levels where
significant IRM equipment exist. The training function is often contracted
for and equipment is supported by a nationwide contract. During the early
introduction of IRM concepts and equipment, there was a local need for system
development support resources to introduce this new culture into the Coast
Guard. This introduction phase is now complete and while there is a
continuing need for some local system development capability, most development
work needs to be done centrally for Coast Guard-wide applications.
Consequently, manning has been provided to manage local IRM systems and to
allow some unigue local development work. Resources have been provided te C3
labs to do centralized applications development,

Llectronic maintenance capabilities on major ships and at groups,
communication ani Loran stations are quite good so that day to day support
fiom a bhigher level 1s yenerally not necessary. Support 1s needed for
occasional Jifficult problems, system-wide difficulties and major changes.
these resources ace provided at the MLC and geographically dispersed local
malutenance personnel called Blectronic Support Units. MLC's will be
authorized to grant electronics alterations approvals currently done at
lieadquarters. .
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FUNCYLONAL RESPONGIBILUILLS OF THID REGLONAL: MAINTENANCE AND
LOISTICS COMMANDER (RMLC)

A. DIRECT

The MLC would essentially perform the functions presently being petformed‘
by eee/tes/ttm in the districts. These duties are generally detailed in
COMDTINST MLGS50.13, Electronics Manual (Administration and Supply). The
primary or direct duties of the MLC Electronics Division include:

l. Review trip/patrol reports.

2. Review safety inspection reports.
3. Administer Navy maintenance funds.
4. Assist district and MLCs in reviewing unit's OPTAR funds for C3.
5. Assist field unit in preparing budget for OPTAR budget submission.
6. Administer test equipment procurement and calibration program.

7. Prepare Performance Work Statements and assign COTR
responsibilities as required for any A-76 electronics related contracts.

8. bEnsure units request ERPAL revisions after major equipment
upgrades or at least bi-annually.

9. fund all ERPAL revisions.

1. Buy, stage, and install replacements for failed equipment.
Maintain adequate spares on-hand for district supported equipment to ensure
mission success.

11. Administer maintenance programs for district/area maintained
electronics.

12. provide input to FD&CC for electronics items (i.e., comms
consdles, conduit requirements, antenna types, electronic safety, room
layouts, systems to be installed, power reguirements, TEMPEST requirements,
etc).

13. Plan and execute C3 projects for districts.

14, Prepare and fund work orders to Industrial Activities and
electronics shops.




15. Assist districls and area stafls with Jdeveloping technical
aspaets, clectronics and conmunications portions of special operations or
eXCLClSiS,

16. verform IEMPEST inspections and identify discrepancies, establish
corrective action, ensure all are corrected in a timely manner.

B. INIRLCT

In addition to the primary support duties, the regional centers must
provide secondary support to the districts and the Electronic Sypport Units.
The regional centers are also responsible for the following indirect, or
secondary duties:

1. Provide assistance to C3 Electronics Support Units (ESU) as
required.

2. Act as C3 Electronics Engineering expert for District Commanders
for:

(1) Boards of investigation.

(2) Contract review boards.

(3) Budget review boards.

(4) Survey boards.

(5) Beneficial Suggestion review.
(6) Planning boards.

(7) Safety boarxds.

3. Review [Llectronic Inventory Records (EIRs) and EICAM transaction
reports. Provide assistance as necessary in completing forms.

4, Coordinate and assist local Electronics Materiel Officers (EMOs)
with obtaining training.

; S. Provide recommendations to Commandant on improving methods of
doing business.
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SUPPORT ELEBCTRONICS (SE) BRANCH

A DIRECT

'The Support Electronics Branch will perform the functions presently being
performed by eee/tes in the districts. These duties are generally detailed in
COMyCLrIST MLOS50.13, flectronics Manual (Administration and Supply). The
primary or direct duties of the Electronics Division include:

1. Approve where designated all electronics poctions of
SU1PALT/BOATALY installations and modifications on floating units after
consultation witn Commandant (G-TeS), cutter, district, Regional naval
enyineering support division, and other support activities,

2. Write specifications, initiate Purchase Requests, and assign the
Electronic Support Units (BSU) to perform COTR and quality control
responsibilities for drydocking and dockside availabilities.

3. Provide emergency spares and technical assistance to ESUs to
effect repairs to cutters underway. Coordinate delivery of parts with
district offices and ESUs as required.

4. Ensure COED and electronics drawings are current. Provide
corrected red-lined drawings to CG Yard for updating after each installation,
modification. Ensure ESUs verify corrected drawings from CG Yard.

5. Review BSUs bi-annual Electronics Materiel Readiness Inspections
(EMRIs) on-all floating units with installed electronics to determine
equipment condition and adequacy of support. Ensure all items are corrected
within 6 months. Conduct EMIfs as requested by the ESUs.

6. Neview electronics related CSMPs for inclusion into shipyard or
drydock Statements o[ Work.

7. After cousultation with Commandant (G-TwS), develop drawings and
procedures to prototype or evaluate new electronics equipment. Perform "Lead
Area" activities where assigoed.

8. frepare Statement of Work and provide funds to ESUs to award work
orders to industrial activities and electronics shops for major electronics
work on floating units.
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SUPPORT TELBRCOMMUNICATION (ST) BRANCH

A. DIRECT

The MLC will perform district functions presently being performed by
otm/ttm and some of those being performed by eee. The primary or-direct
duties of the MLC Branch include:

1. Managc the installation, rental and maintenance of circuits
ordered through DLCCO and LCA, Coast Guard owned landlines and locally leased
landlines.

2. Comply with GSA policies and procedures in the procurement of
telecommunications services and equipment. Generate required Departmental
reports ard act as liaison with Regional GSA offices.

3. Provide technical and cost data to support Area submission of
annual plans and -budget requests for necessary communication plan
improvements.

4., Provide technical details to operational commanders for the
operation, modernization and upgrade of Communications stations. Oversee work
required to carry out changes as required.

5. Manage HF and VHF-FM coverage and site location. This includes
location and leasing of towers and shelters for remote sites, landlines ﬁrom
Groups and Stations to the sites and fault isolation and repair.

6. For PBX system procurement for area units, obtain delegated
procurement authority, establish specifications for the system and coordinate
installation and cutover.

7. Perform COIR responsibilities for all service/malntenance
contracts {(i.e., VHF-FM Hi-level, microwave systems, communications consoles,
submarine cables, radar systems, etc).

8. Approve EAL( reguest and/or implement Commandant approved EALTS
for morlifications to shoreside electronics suites as necessary.
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IRM STAFEF

A biigCT
The IRM Staff will perform the IRM functions for the MLC and subordinate
units. The primary or direct duties of the IRM Staff include:

1. VYor Area, MLC and subordinate units:

a. Provide end-user technical assistance to MLC end users.
Included are training and on-site resolation of hardware and software
prowvlems.

b. Oversce AD* hardware and software procurement actions insuring
requiatory and DOT/CG policy compliance.

c. evelop long range Regional IRM plans, policies and objectives
for information systems. Analyze and recommend use of funds, people and HQ
resources. Coordinate support issues with other PFederal agencies in Region.

d. Provide Automated Information Systems security oversight.
Insure adeguacy of contingency plans, backup/recovery procedures, and physical
securlity. Support Commandant initiatives such as Risk Analyses and
Vulnerability Assessments.

e. Support installation of CG-wide application software packages.
f. Review Standard Terminal configuration plans for technical
completeness. Insure hardware has required software releases and capacity for

processing target software. Manage software license quotas/distribution.

g. Respond Lo HQ/DOT data calls. Included is annual input to the
HOT required ADP Plan.

h. Manage Remote Job Intry (DATA 100) function for transmitting
source data to the Transportation Computer Center.

1. Serve as pilot site for CG-wide new software and hardware
installations when appropriate.

j. ‘evelop application software and data files. Provide or
arrange permanent software maintenance support.

k. Perform systems integration function. Provide feedback on HQ
and district system development efforts identified as redundant or
inconsistent with existing systems.




ELECTRONICS SUPPORT UNIT (ESU)

A. DIRECT

The ESU will provide C3 technical support to cognizant units and assist
NESU's by overseeing the readiness and ongoing projects involving the
electronics suite on floating units within their cognizance. Their
responsibilities include: ’

1. ‘Prack/respond to CASREPs as necessary. Maintain status of all
current’ CASREPs and ensure corrective action is being taken by appropriate
elements in a timely manner.

2. Verify accuracy of drawings and COED. Provide corrected red-lined
drawings to CG Yard for updating after each installation, modification.
Verify all corrected drawings from CG Yard.

3. Monitor status of issued SHIPALTS and ensure all are
accomplished/reported as required. Request and administer funds if required.

4. Write specifications, initiate Purchase Reguests, and perform COTR
and quality control responsibilities for repair, mainterance, and minor
alterations to the electronics suite.

5. Provide technical assistance as required, or requested, to all
floating units under their cognizance, either inport or underway. This
entails troubleshooting eguipment with on-board technicians while inport,
underway (via phone patch), or by providing contractor/CG personnel to make
repairs. Request assistance from regional centers as required.

6. Coordinate electronics work with Naval Support Unit, district, and
floating unit. Provide technical assistance as required.

7. Administer 0G-42/3¢ funds as required to support local units.

8. Pprovide input during budget preparation to district program
managers and to electronics MiC.

9. Provide input to district commander on condition of district
electronics suite and associated projects.

1¥. Provide CO.R responsibilities for all service or maintenance
contracts involving ships or boats for contracts initiated, awarded, or
adiinistered by the MLC.

1l. Review electronics related CSMPs. Forward major items to MLCs to

be included into shipyard or drydock Statements of Work. Initiate action on
others as required.
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12. Conduct bi-annual Elecironics Material Readiness inspections on
all floating units with installed electronics to determine eguipment condition
and adequacy of support. Maintain a discrepancy list and ensure all items are
corrected within six months. Provide MLC with copies of all inspections.

13. Assist MIC in "Lead Area" projects as requested.

B. INDIRECT

In addition to the primary support duties, the Electronics Support Units
must provide secondary support to the districts and local floating units.
Indirect ESU responsibilities include:

1. Cooxdinate and assist local Electronic Material Officers (EMOs)
and unit training officers with obtaining trairning for ETs/TTs/FTs/STs.

2. tvaluate quality of electronics support and recommend changes
which will benefit the unit.

3. rovide input upon request to cther local CG activities and
respond to emergencies as required.

4. PRespond to district requests for information on shipboard
electronics as required.
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LHCHEMENTAL  1RM FUNCITONAL RESPONS{BILITINS Al LABS

A. DIRECT

1. Perform detailed design, programming and testing of applications
software for Automated Information Systems targeted for CG-wide use. Duties
are in response to Headquarters (G-TDS) priorities, defined functional
requirements and data structures.

2. Evaluate off-the-shelf software as an alternative to in-house
development.

3. Develop system documentation and user manuals.

4. Provide or arrange contractor maintenance support for various
applications software.

5. [rovide on-site technical assistance/training during major (i.e.
C3) hardware and software installations.

6. Evaluate operating system software and generic software such as
ALS and teQuest.

7. Frovide hardware/generic software technical assistance to:
(1) end users encountering operational problems.

(2) project teams developing applications software for CG-wide
use.
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PROBLEM:  Recurring maintenance within unit funding capabilities appropriate
for gservice contract. Technical assistance requived.

BXAMPLES: vyessel Shore
COMMSAT service/repair C~3 Service Contract
C-3 Repair requirement VIS routine maintenance
Collision avoidance system repairs Routine telephone repailxs

C-3 Service Contract
CURRENT SOLUTIOR: Unit funds with local contractor or requests district assis-—
tance to prepare technical specification/fund. District provides contracting
support.

NEW SOLUYTION: Unit funds with local contractor or requests ESU/MLC assistance
to prepare technical portion of contract specifications and/or funding. MLC
dces the contracting.

RESPONSIYBILITY MATRIX
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E | 1 | ! |
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nspec
| | 3y 2 ¢y vyoo0 oy 1y 0
Code: 3 -~ Primary
2 - Secondary
1 = On Regquest
0 - None
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PROBLEM: CASREP repairs on small boats

EXAMPLES: Afloat
Transducer Failure on 41"
HF XCVR Pailure on 82'
VHF-FM XCVR Fallure on 2)' TANB

CURREBT SOLUYION: Cognizant Station/Base/ANT contacts local support ETs or
contractor personnel. If assistance is needed, local ET's réquest assistant
from Group EMO. Group EMO contacts District (eee) if necessary. Cognizant
command initiates CASREP to Group and District.

NEW SOLUTION: Same as above, but Croup EMO requests assistance from ESU.
Cognizant command initiates CASREP message to Group, District, and ESU.

RESPONSIBILITY MATRIX
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PROBLEM: Security Violation

EXAMPLES: CMS Compromise
Lost Material
Tempest Violation

CURRENT SOLUTION: Unit identifies problem to District who then assists unit
in maxiag proper notifications and.taking corrective actions. .

NEW SOLUTION: District unit would identify compromise action to District

office with info to Area. District would take necessary action - investigate, .
make further notifications, improve security. Regional units would follow

same trall, substituting MLC for District office. Area units would report
compromises directly to Area Commander.

RESPONSIBILITY MATRIX

Unit Group Dist. Area MLC
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PROBLEM: band I Tne (Mlerowave) troubles

EYXAMPLRS: Remole VIHF/EM and HIE sites .
FTS/AUTOVOR/COMCL 1ine outages (teleplioney
District/Avea/DCA Teletype Line Problems
Other Control Lines (VTS, COMMSTA, LORAN)

CURRENT SOLUTION: Unit identifies problem to District who then either contacts
phone company involved or the net control point (Area, DCA, GSA). TIn some cases,
the unit goes directly to phone company for repairs.

BEW SOLUTION: Unit contacts District who will prioritize (determine operational
impact) and have MLC mitigate problem. In some cases, the unit will go directly ;
to phone company for assistance.

RESPONSIBILITY MATRIX

Unit Group Dist. Area MLC
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PROBLEM: New clectronic installations on floating units w/assigned ET's

EXAMPLES: Culler
lnstall new telephone system on 210
[oscall new HF/VHF DI on all classces

CURRENT SOLUTION: Commandant identifies systems and writes SHIPALTS.
Districts plan, fund and execute installations.

NEW SOLUTIOM: Commandant identifies new systems to MLC. MLC initiates
SHIPALT/BOATALT requests, coordinates with cognizant ESU and writes \
specifications. RBSU will inspect installation, act as COTR, coordinate with

unit, MLC, and District. MLC will fund installation and new ecquipment as

required. Comman-dant may fund new equipment.

RESPONSIBILITY MATRIX

Unit Group Dist.  COMDT ESU MLC
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PROBLEM: CASREP scpadi: on floaling s w/assigned 19 s

EXAMPLES: Float i_l_']g_ Units

HE XCVR Fallure on 180's
RAYCAS V Failure on 210's

CURRENT SOLUTION: Unit initiates CASREP to District and
sometimes Group (for TT support). Unit corrects failure.
Requests assistance from District (eee) as needed. Districts
coordinate w/other District (eee) when cutter is underway in
their District.

NEW SOLUTION: Same as above, but CASREP goes to ESU and unit
requests assistance from ESU. For major failures or for
coordinating parts to cutter on patrol, ESU may request
assistance from District, MLC or closest on-scene ESU.

RESPONSIBILITY MATRIX

Unit Group Cognizant
District ESU MLC
|
|Identity 3 2 0 2 0
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PROBLEM: “Tc¢lephone Systems VProcuremenl (Major)

BXAMPLES: VBX
Coentrox
Fleclronlce Key

CURRERT BOLUTION: bistrict prioritizes and requests delegated procurement
authority (where ncecessary). Commandant forwards request to DOT and then GSA.
1Y approved - district contracts for a ncw syslem.

¥EW SOLUTION: MI.C, wilh input from Group and District, will handle all
aspects of system procurement and arrange for installation. \

RESPONSIBILITY MATRIX
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RECIONAL MAINTENANCE AND LOGISTICS COMMAND (MLC)
Chief, Clvll Rights Staff

The Reglonal Civ{l Rights Staff will provide technical advice, guidance,
training, and other program asststance to Lhe Dlstrict, and Headquarters
units located within rhe Region. 1In additlon the staff will be responsible
to carry out the civil vights programs for the MLC. The senlor clvilian
member of the staff will serve as the Equal Employment Opportunity Officer
for the MLC and may be designated to act as the Equal Employment Opportunity
Officer for the Area Commander. The senlor military member will serve as
Military Ci{vil Rights Officer for the MLC and may be designated to act as
such for the Area Commander. The Chief, Clvil Rights Staff will report to
the MLC through the Peputy, MLC.

Military Civil Rights Program Staff

1. Provide technical advice and assistance to District Commanders and
Commanding Officers of Headquarters Units necessary to maintain effective
military civil rights programs in accordance with COMDTINST M5350.11
(series). .

2. Provide necessary training to district and Headquarters units collateral-
duty military complaint counselors and provide necessary assistance and
advice to districts and Headquarters units for processing military

complaints of discrimination. . E

3. Provide assistance to dlstricts aud Readquarters units naecessary to
meet standardlzed civil rights training requirements for military
personnel.

4. Provide technical advice and assistance to district commanders and
commanding offlcers of headquarterg units in developing, implementing
and monitoring MAAPs.

5. Provide protem imspectors to Regional Imspector upon request to conduct
program compliance evaluations on units within the Region.

6. The Chief, Civil Rights Staff, in his role as Military Civil Rights
0fficer, supervises the implementation of military cilvil rights programs
for the MLC and for the Area Commander, and the subordinate units of
their commands, as follows:

a. Asgsists MLC in developing, implementing, and monitoring command
instruugions and program procedures for Military Civil Righrs
Program.

b. Supervigse the development, implementation, and review of the Military
Affirmative Action Plan.

¢. Assist the command and subordinate units in identifying existing or
potential situations, procedures, and practices which adversely
affect the civil rights climate of the command and subordinate
unitsg.
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d. Establish effective comaunications and reporting systems for
subordinate units.

e. Advise commanding officers/0INCs concerning processing and resolution
of complaints of discrimlnation filed by military members.

f. Schedule and provide standardized civil rights tralning for members
of the command in accordance with COMDTINST M5350.11 (series).

21+

Designate and train collateral-duty military complaint counselors
to meet requirements of COMDTINST M5350.11 (series).

Civilian Equal Employment Opportunity Program Staff

Provide technical advice and assistance to District Commanders and
Commanding Officers of Headquarters unilts necessary to maintain effective
civilian equal employment opportunity programs in accordance with
COMDTINST M12713.7 (series).

Provide necessary tralning to district and Headquarters units collateral-
duty EEO counselors and provide necessary assistance and advice to
district and Headquarters units for processing civilian complafnts of
discrimination.

Provide assistance to districts and Headquarters unlts necessary to
meet standardized civilian equal employment opportunity training require-
ments for civilian personnel and supervisors of civillan personnel.

Provide technical advice and assistance to District Commanders and
Commanding Offiecers of Headquarters units in developing, fmplementing
and monitoring Affirmative Action Program Plans for civilian employment.

Provide protem ingpectors to Reglonal Inspector upon request to conduct
EEO program compliance inspections on units within the Region.

The Equal Employment Opportunity Officer will Supervise the implementation
of the civilian BEO programs for the MLC and for the Area Commander;
and the suboxrdinate units of theilr commands as follows:

a. Serve as the principal advisor on matters related to the implementation
and admdnigtration of the EEQ program.

b. Develop policy instructions and notices to supplement Coast Guard
guidance on all aspects of the EEO program.

¢. Participate In the development and/or review of all local civilian
personnel administration policies and programs for the purpose of
advising the Commanding Offlcer relative to thelr impact on the
Region's equal employment opportunity policles and procedures.

d. Coordinate EE0 program plans and activities with civilian personnel
officials, EEQ counselors, gpeclal emphasis program managers,
management officialg, supervisors, rank and file employees, etc.

SCplHR
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q.

Select/appolnt EXO Spcclalists, Federal Women's Program MAnapgers,
Hispanlc Employment Managers, EEQ counselors and EFO committee/council
members and provide them training and program guidance {n carrying

out thelr assigned responsibilities.

Provide for the development, evaluation and monitor the effectiveness
of EEO seminars and tralning programs (to include traiming on the
prevention of sexual harassment) for supervisors and employees.

Provide for EEO representation on committees and councils whose
function is to advise on matters concerning recrultment, training,
promotions, and other personnel matters.

Represent the Commanding Officer as required at meetings and
conferences relating to equal employment opportunity macters.

Provide for the review of performance evaluation recotrds of all
supervisors of civilian employes to ensure that evalnations are
made 1in accordance with Chapter 9 of COMDTINST M12713.7 (seriles).

Develop reports on EEO as req@ired by the EEO Commission, the
Department of Trangportation and/or Commandant (G~H).

Provide for the orientation of new employees on the EEO program and
specifically on the EEO complaint procedures.

Assure that EEO collasteral-duties are documented in the official
position discriptions for personnel so assigned as required in
Federal Personnel Manual Lletter No. 713-37.

Nomlnate pergonnel as appropriate for recognition of theilr
contributions to the EEO program.

Provide key management officials with feedback on the status of the
affirmative acktion effort and Information concerning the environment,
working conditriong and other matters which contain the potential

for complaints of discrimination.

Develop a budget adequate to aseure lmplementation and administration

of the program including funds required for FEO counseling and for
court reporters at EEO Complaint Hearings.

Provide for the development of a Reglonal Affirmative Action Program
Plan which is fully responsive to the requirements established by
the Coast Guard, the Department of Transportation and the EEO
Commission.

Furnish reports on Affirmative Action Plan implementation progress
and problems as required by the Coast Guard, the Department of
Transportation and the EEO Commission.

Devise methods of monitoring progress of minorities, women, the
hand{capped, and employees (age 40 and older) and conduct special
surveys aud studies to eliminate m2jor barriers, making recommen-

dations to resolve systemic EEO problems.

3 APPENDIX 1




aa.

hb‘

CC»

dd.

Serve ag a resource person and principal staff advisor on the unigue
concerns of women employees and job applicants, and as llaison with
women ‘s organizations to improve recruitment efforts.

Serve as a resource person and principal staff advisor on the unique
concerns of Hispanic employees and job applicants and as liaison
with Hispanic organizations to lmprove recruitment efforts.

Participate with schools, universities, and other public and privare
groups to exchange ldeas, sollicit assistance, communicate Command
equal employment policy and obtaln sources of candldates.

Assist Individual employees (Iin conjunetion with thelr supervisors
and civilian personnel staff) in the design of individval development
plans to fit their needs.

Assist the civilian personnel staff in their development of a
Federal Equal Opportunity Recrultment Plan and participate 1n
recruiting efforts.

Assure that civilian employees (including applicants and those paild
from non-appropriated funds) and recognized labor organizations are
informed of procedures for filing complaints of discrimination
through the posting of procedures in consplcueous places.

Keep Informed concerning the status of informal complaints and take
action to expedite processing and/or resolution as required to
agsure a timely and objective product.

Evaluate, on an annual basisg, the EEO Counselor program in accordance
with the criteria contained in Chapter 4 of COMDTINST M12713.7
(series).

Receive and review formal complaints of discrimination to assure
the counseling process has been completed, and that adequate
documentation is included in the case file prior to forwarding it
to Commandant (G-H).

Maintain llaison with contract Iinvestigators for the purpose of
providing administrative support in the conduct of forwal investi-
gations and with EEQ Commission Hearing Examiners to assure that
the Coast Guard has appointed an agency representative, a suitable
location for the conduct of the hearing will be available, that
witneases required will be made available, and that a qualified
court reporter has been obtained.

Provide for the conduct of the high level review of discrimination
complaints as required by Chapter 4 of COMDTINST M12713.7 (series).

Assure that Proposed Dispositions are prepared in accordance with
requirements contalined in Chapter 4 of COMDTINST M12713.7 (series)
and that they are properly staffed prior to submission to Commandant
(G—H) .
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ee. hecomnend appropriate disciplinary action when discrimination has
peen ;dentlfled, and/or other corrective actions necessary when
1dentified through the complaint process.

ff. Assure that EEO complaint decisions received from the Department of
Transportation or the EEC Commission are implemented and reported as
required.

gg. Provide technical advice and assistance to managers and sUpervisors
on the implementation of the Federal Women's and Hispanic Employmernt
Programs.

hh, Develop annual work plans for the Federal Women's and Hispanic
Employment Programs as required by Chapters 5 and 6 of COMDTINST
M12713.7 (series).

1i, Consult and assist individuvals and key management officials on
issues, questions, and programs relating to equal employment
opportunity matters.

jj. Provide technical assistance to EEO counselors in the complaint
process, to include participation in negotiations for informal
resolution throughout all stages of the process.

kk. Arrange for appropriate Command recognition of special observances
related to the EBQO program such as: Black History Month, Woman's
History Week, Federal Women's Week, Hispanic Heritage Week, Asian
Pacific American- Week, and Native American Week.

1l. ©Prepare briefings as appropriate on problems or trends identified
which impact on accomplishment of both short and long-term program
goals and objectives.

[
i

5 APPENDIX 1




ANNEX H

CHANGES TO AREA FUNCTIONS




ORCAN1ZAION OF ARDA SPAFRRS

1. 'JkpOLL: ‘Wo provide changes to the existing organization and furctions of
the Area statfs to reflect the following:

a. Assumption of support functions by Regional Maintenance & Logistic
Commands (kiMC) as detailed in Apnex G.

b. Proyram management of large cutters (WMEC and above) and communication
stations by Area Conmanders.

c. ijisestablishment of the Third and Twelfth Districts.

2. The ARER COMMANDER, in addition to existing responsibilities, will be
responsible for:

a. Administration and general direction of area units under his/her
command, including all cutters in the WAGB, WHEC, WIX, and WMEC classes and
communication stations.

b. Planning, coordinating, and directing the inter-district aspects of
operations.

c. Coordinating the inter-district aspects of support and logistic
services provided by the MLC and subordinate units.

3. The DEPUTY ARIA COMMANDER, in addition t6 existing responsibilities,
directs and supervises the following special staff elements:

a. Area Legal Officer.

b. Area Public Affairs Officer.
c. Command Enlisted Advisor.

d. Area Bdministrative Staff.

4, The AREA LEGAL OFFICER, under the direction of the Area Commander and the
Deputy Area Commander, shall:

a. Furnish legal advice upon the request of the Area Commander, the
Deputy Area Conmander, or other staff officers,

b. Render legal advice with respect to, and when appropriate assist in
the conduct of courts convened by the Area Commander and review the records of
proceedings of all courts and boards subject to review by the Area Commander
as a supervisory authority unless that review is assigned by the Area
Commander to the MLC.
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5, ‘lhe AREA PUBLIC AFPFAIRS OFF1CER, under the direction of the Ared Commander
and the beputy Areca Commander, shall:

a. Conviuct the public information program of the Coast Guard in the Area
sphere of opesrations utilizing all available public information media.

b. ‘repare, obtain clearance of, and cause the distribution of public
information material such as press and radio releases, radio and television
scripts, speeches, and visuul aids, as may be appropriate.

c. Provide photographic services, as available, and assure maximum
photographic coverage of activities within the Area sphere of operations.

d. Develop and supplement plans for the public information program of the
Coast CGuard in the Area with a view toward fostering public and internal
knowledge, understanding, confidence, and good will respecting the Service and
its activities.

e. Keep informed of the status of the public information program within
the Area and of public reaction to Coast Guard activities, and advise the Area
Commander and the Deputy Area Commander.

f. Provide, as agreed upon by the Area Commander and host District
Commander, public affairs support to District units within the New York and
San Francisco metropolitan areas. Pursuvant to such an agreement, act as the
spokesman of the District Commander when appropriate.

6. The AREA COMMAND ENLISTED ADVISOR, under the direction of the Area
Commander and the Deputy Area Commander, shall:

a. Assist and advise the Area Commander/Deputy Area Commander in matters
pertinent to the morale and general well-being of enlisted personnel and their
dependents.

b, texform the duties of the Command Enlisted Advisor (dea) as outlined
in the Coast Guard Organization Manual with regard to Area and MLC units.

c. In consultation with the Master Chief Petty Officer of the Coast Guard
and the Command Enlisted Advisors of Area districts, coordinate the
availability of an enlisted advisor to all units in the Area to ensure that
lines of communication, both written and oral, are available to all enlisted
personnel. This mechanism should be clearly defined in a formal agreement
signed by the Area Commander and appropriate District Commander,

7. The AREA ADMINISTRATIVE STAFF, under the direction of the Area Commander
and Deputy Area Commander, shall carry out the current functions of the
Administrative Branch as a special staff element.

8. The AREA TECHNICAL ASSISTANCE BRANCH, READINESS DIVISION will be

disestablished and its function relocated to the Technical Support Division,
vessel, of the MLC.

2 ANNEX H




9. he AREA LORAN-C BRANCH, TELECOMMUN LCA'T LONS / [NFOR

will continue present functions except that technica)

stations 1s relocated to the Technical Support Division ;
(2

1¢. The AREA TELECOMMUNICATIONS/INFORMATION SYSTEMS Drvxsié&
direction of the Area Commander and Deputy Area Commanger G
transfer of the district communication center to the area sta

a. Administer, supervise and coordinate all communication g
affecting the operation and administration of the Area office.

b. Provide communication center services to units previously ser
the district communications center.

C. Insure operational communications readiness of all area units by
inspections.

d. Provide operational assistance in communication matters for floating
units.

e. 2Administer the communications security program.

f. Manage the operation and plan for the modernization and upgrade of
communications stations. Develop plans and approaches for future use of
communication stations.

11, The AREA OPERATIONS DIVISION, under the direction of the Area Commander
and Deputy Area Commander, shall:

a. Monitor area units to determine adequacy of resources and ascertain
effective execution of programs, including the following:

(1) Manning and training requirements
(2) Energy usage.
b. Carry out program budgeting and fuel fund management for Area cutters.

c. Schedule cutter operations and provide vessels to District Commanders
when required to accomplish assigned missions.

d. Coordinate use of district-controlled long range aircraft CHOPPED to
Area for specific tasks.
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Admminigtration Division

1. Under the general direction and supervision of the Distriet Commander and
Chief of Svaff, the Chief, Administration Division shatl?i

a. Direct, supervise, and coordinate the activities of the chiefs of the
Personnel , Financial Management, and Office Services Branches.

b. Act as principal personnel, financial management, and supply advisor
to the District Commander, Chief of Staff, and other stuff officers.

¢, Coordinate and assist in the development of district input to the
Coast Guard planning, programming, 'and budgeting system.

d. Administers the district personnel program, assSuring proper
utilization of personnel resources. Advises the district commander and other
staff officers regarding personnel issues such as discipline, awards,

performance evaluation, position management, and other perS8onnel-related
1s3ues.

e. Serves as Commanding Officer for distriect staf{ enlisied personnel.

f. Aduainisters and reports on funds allotted to the District Commander.
Assures fiscal integrity is maintained throughout the organization.
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C3 Funclional Responsibilities at District Offices

A. DIRECT

The District staff will be respoasible for local operations suppoert,
planning and telephone management. The primary or direct duties of the
District office include:

1. Maintain the District Commander's Classified Material System
(CMS), operate a communications center, cryptographic center and courier
service for the district office,

2. Develop and issue communication plans in support of mobilization
and Maritime Defense Zone operations.

3. Coordinate and develop plans and inStructions for handling safety,
distress and SAR Communications. ’

¥, Maintain close liaisorn with appropriate government and industry
communications personnel within a district as a means of improving Coast Guard
communications, coordination and interoperability.

5. Hawntain status of all district communications equipment and
comuunications links (radio, landline). Ensure corrective action is taken
whien necessary.,

6. Provide communications input to district svaff during development
of" Planning Proposals and Planning Proposal Reports.

7. Provide communications related budget inforamation to district
program managers,

8. Manage and coordinate district office telephone systewms including
instrumént moves, feature changes. Issue work orders to accomplish required
changes in a timely manner.

9. Participate in district exercises as required.

10. Coordinate Marine Information Broadcasts times and frequencies
within the district.

11. Function as the Immediate Superior In Command (ISIC) for all CMS
accounts,

B. OVERHEAD

To ensure proper management, the foliowing administrative/overhead factors
must be considered:
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1. Staff tralning.
2. Administer management information system.

3. Establish and promulgate policies.

4. Collateral duties,

5. Leave.

6. Travel to supported units and to HQ.

7. Personnel transfers.
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Financial Management Branch

1. Under the direction and supervision of the Chief, Administration Divisicn
the Chief, Financial Management Branch shall:

a. Coordinate and consolidate estimates for annual district budgets or
continuing resolutions involving the following Operating Guides (0G):

(1) 0G 30 for vesgels (WLB and swmaller), air stations, Marine
Inspection/Safety Offices, Groups, Stations, LORAN stations, and district
staf{. Energy funding for these units is included..

(2) OG 54 for district armory consumables and small arms training.
(3) O6 56 for local training and off-duty education.
(4) UG 9X for reserve training.

Budget request submissions are normally incremental adjustments based on
changes in facilities (ashore and afloat), changes in operating environment
(e.g. closure of a DOD base that provided support Lo distriet units), changes
in local economic¢ conditions (prices), and changes in personnel levels.

b. Prepare and submit apportieonment requests.

¢, Prepare quarterly financial plans and coordinate OG 30 targets with
program managers and field units. Issue targets (OPTARS).

d. Receive and review, with program managers, requests for re-allocation.
Develop analyses for district POP Béard to reprioritize existing funds or
request additional funds from the Appropriation Manager in Headquarters.

e. Evaluate cost data and prepare financial management reports for
program maniagers, Assist program managers to prepare changes in the financial
plans,

f: Coordinate planning (i.e. develop backlog requests) for justification
and management of supplemental funding.

g. Maintain carryover limits.

h. When directed, perform audits of Assistant Disbursing Officers,
Cashiers, and Collection Clerks,

1. Authorize establishment or disestablishment of enlisted dining
facilities at district units. Authorize Regular BAS for mewbers under certain
conditions.
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Jo Provide liaison with the MLC for operational assistance visits and
compliance audits of district Coast Cuard Dining Facililios (CQOE).

k. Maintain prescribed general ledger control accounts and subsidiary
ledgers for assets, liabilities, revenues, and expenses within the
Administrative Operating Target for each appropriation/fund allotied to the
district, Accounting for leased housing, utilities, and medical services will
be reglonallzed. bistricts will continue to account for FD&(CCs and large AC&I
units (RIOs for exzample) as they now do.

1. keview obligations and assign expenses for proper charge to the
correct Object Code and Cost Center. Review MILSTRIP documents for proper
Fund Code. Record obligations and expenditures to district controlled funds
and pickup accounts, ensuring that the fund manager has certified availability
of funds and the conifitment/obligation has been approved by the responsible
official.

m. Bill customers promptly on delivery of Coast Guard services or
supplies, establish receivables, accept and properly dispose of collections,
follow-up on overdue accounts, and assess late payment penalties.

n. Establish payables, accrue expenditures, receive vendors' invoices and
match them with reéceiving reports for supplies and services. Prepare vouchers
(except for travel claims) and ‘certify expenditures before submission to the
Regional Disbursing Office for payment.. Observe Prompt Payment Act
requirements for timely disbursements and use of vendor discounts.

0. Maintain industrial accounts as necessary.
P. Maintain capital authorlzat1ons for allocated Supply Fund (SF)
activities. Record receipts and expenditures for clothing lockers,

commissaries, and field stock/general stores stocking units at district units.

qq. Capitalize and account for personal property acquisitions and
disposals.

r. vrovide cashier services.
s. Prepare internal management and external accounting reports as
required, Review undelivered orders and follow-up to cancel or liquidate.

Transfer appropriate accounts to successor appropriations and release
uncbligated balances.
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IRM Statf Functional Responsibilitievs at District OFFice

A, DIPRCT

The istrict staff will be respousible for system manager functions,
coordination with the field and the MIC. The primary or direct dutles of the
oistrict office include:

1. Serve as COiR for ADP systems/facilities management contracts for
operation of standard terminal clusters and/or minicomputer facilities.

2. Serve as COTR for Information Center (IC) facilities management
contractor. IC provides end user training and specilalized equipment.

3, PRerform on-site analysis of end-user hardware/software problems.
Interact directly with Regional support staff in resolving problems.

4. Identify and insure correction of AIS security problems.

5. Maintain local inventory of ADP equipment and record of authorized

users.
6. Serve as COTR for data entry contracts.
7. Sexrve as electronic maill manager for district.
B. INDIRECT

In addition to the primary support duties, the districts must provide
secondary support as follows:

1. firovide assistance to EFLAB and EECEN,
2. Provide planning information to RMLC.
C. OVERHEAD

To ensure proper management, the following overhead factors must be
considered:

1. Staff training.

2. Collateral duties.
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Legal Officer
(d1)

1. Under the direction and supervision of the District Commander and the
Chief of Staff, the Legal Officer shall:

a. Furnish legal advice upan the request of the District Commander, the
Chief of Staff, or other staff officers.

b. Render legal advice with respect to, and when appropriate assist in
the‘conduct of, courts and boards, including marine casualty boards, and
review the records of proceedings of all courts and boards convened in the
district or subject to review by the District Commander as a supervisory
authority. : '

c. Review for their legal implications all reported violations of the
navigational laws and proposed acfions to be taken on petitions submitted for
relief by way of remission or mitigation of the penalties involved in such
violations, and coaperate with the Chief, Marine Safety Division in this
regard. ' ‘ .

~d. In close liaison with the Chief, Administration Division, render such
personal legal aid and assistanee to Coast Guard personnel and their
dependents as is deemed desirable for their morale or efficiency.
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Of fice Services Branch

1. Under the direction and supervision of the Chief, Administration Division,
the Chief, Office Services Branch shall;

a. Serve as the Contracting Officer (Level I) for the district office
and those disbrict units with limited small purchase authority. Procure
supplies, non-personal services, and construction in the amount of $25,000 or
less from commercial sources.,

b. Process Purchase Requests (PR), determine the most appropriate
method of acquisition, determine the source of supply/service, solicit offers
for the supplies/services required, determine the offer most advantagecus to
the Coast Guard, order the supplies/services, and follow-up fo ensure
delivery., Synopsize in the Commerce Buginess Daily where required.

¢. Ensure comidercial purchases under $10,000 are réaserved for small
businesses. Promole district participation in procurement related economic
stimulation programs such as thé §(a) Small and Disadvantaged Business Set
Asigdes.

d. Place orders under exiscing Federal Supply Schedule contracus
awarded by GSA or Blanket Purchase Agreements awarded by other government
agencies as prescribed.

e. Arrange for shipment/transportation of materials.

f. Analyze unauthorized procurements made by disdtriet units or staffl
and prepare ratificatlon recommendation for the Head of Contracting Activity
(district commander)'s actioen.

g. Operate the district Autouwated Requisition Management System {(ARMS)
or Requisition Processing Point (RPP) for ordering supplies from govermment
sources in support of the discrict staff. Provide similar service for field
units which do not have or are not authorized direét access to the system.

h. Establish local support agreements with other Coast Guard units or
other government agencies for logistics help when feasible and eeonomical.,
Provide assistance to other agencies within existing capabilities and
resources.

i. Provide guidance to staff program wanagers for establishing and
changing property and supply stock allowances on district units.
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J« Determine petroleum, oil, and lubricant (POL) requirements for
district units. Coordinate supply support with DFSC elements or commercial
gources within district procurement authority.

K. 'Develop and issue rules and procedures for the acquisition and
controf of credit cards.

_ 1. Monitor operations of Supply Fund (SF) activities such as elothing
'1oqkers at district units. Coordinate with Inventory Control Points (ICPs) as
required. '

m. Administer the personal property accountability system for the
district office. Coordinate district-wide screening of excess property and
input all acquisitions into the automated control system for the distriet and
tield units without computer capability. Coordinate district office surveys
of personal property and prepare excess property declarations. Coordinate
distriet disposal of personal property.

n. Manage the space/rent program for the district, working directly
with the cognizant GSA regional office.

0. Organize and ddmlnlster centralized office support services for the
dlstrlct staff including a stationery locker, printing and reproduction, mail
and postal matters, shipping and receiving.

p. Repair and maintain Coast Guard owned motor vehicles. Provide
allowance 1list modifications. <Operate the motor pool.

"q. Prepare and submit required- reports.
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Personnel Branch, Administration Division

1. Under the direction and supervision of the Chief, Administration Division,
the Chief, Personnel Branch, shall:

a. Coordinate personnel training activities for District personnel,
afranging yuotas for local training, ofF-duty tuition assistance, locally
provided training, etc. Maintains required files and reports, including
administration of local 0G~56 funds. Administers tests and examinations, as
reqguired,

b. Mcuintain necessary records relating to military personnel assigned to
the District staff.

c. Provide local housing referral services for District military staff,
as appropriate. Serves as district coordinator with MLC for housing needs and
leases.

d. Serve as District morale and recreation officer, including
administration of the District morale fund.

@, Provide administrative assistance in the administration of medals and
awarcs program.

f. Administer Coast Guard special interest programs in the areas of
family advocacy, drug testing program, human relations, etc.

g. Assure proper utilization of non-rated personnel in the district.

h. Administer the District Mutual Assistance program, advising the
District Commander on welfare needs as required.

-

i. Provide supervision to the Personnel Reporting Unit/Personnel Support
Center, as required. (Opt.)
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