MRE Program Process and Database Management





This procedure is intended to guide project management actions including budgeting, funding, and technical review associated with DFSC’s MRE Program, including both engineering projects and environmental requirements.  





Data Call





Each year (program cycle), DFSC-F sends out a data call in early October requesting candidate projects and supporting documentation for the following fiscal year.  For example, the data call sent out in October 1996 was for candidate projects/requirements for the FY98 program.  This data call also requests lists of projects and requirements (without documentation) for the following fiscal year (or for the previous example, FY99).





Documentation for projects should include a DD Form 1391 (the Navy Step II Submission Form is an acceptable substitute) which contains information on the project scope and cost estimate.  The greater the level of detail provided on these two items, the easier it is for DFSC-F to review and determine approval status of the project.  Photographs and previous studies, if they exist, are extremely useful in emphasizing existing conditions and justifying projects.





Documentation for environmental requirements should include the appropriate forms contained in a document titled, “Guidance on Preparing Recurring Environmental Costs & Project Documentation”, available on the DFSC-F web page or in hard copy upon request.  The compliance categories included on this form are:  annual revision of operations documents, sampling and testing of emissions and discharges, removal and disposal of POL wastes, fines and penalties, spill cooperative fees, and operating fees/permits.  These categories are all annually recurring and the form must be filled out in response to each year’s data call and submitted to DFSC.  





The data call is sent out to all CINCs, MACOMs, Service Energy Offices, DFRs, and DFOs.  Each of these organizations then distributes the data call to all activities within their area of responsibility.





Project documentation is due to DFSC-F by February 1st preceding each program year.  All documentation is typically packaged and forwarded to the activity’s MACOM, and then to the appropriate CINC for review before coming to DFSC.  For example, projects at Hickam AFB in Hawaii would be forwarded to PACAF, then to CINCPAC, and finally, to DFSC with the entire CINCPAC submission.





Documentation for emergency projects/requirements should be prepared and forwarded to DFSC-F at the time they occur and are not subject to the data call for obvious reasons.  Most emergency projects are environmental in nature since they involve a leak or spill of some kind.  Activities should be encouraged to take immediate steps to control an emergency situation using local funds, when available.  Generally, when dealing with spills, the longer the initial response time, the more costly the cleanup will be.  DFSC-F will reimburse these initial response costs, assuming they are valid and reasonable.  





Project Review





The review and approval process begins when projects/requirements are received by DFSC.    Normal turnaround time should not exceed 60 days from the time the projects/requirements are received by DFSC; however, this turnaround time may be impacted by the numbers of projects submitted by each activity and the numbers of activities whose projects reach DFSC at any given time.





The primary criterion that must be met by all approved projects/requirements is that they are for facilities that store and/or distribute DLA-owned fuel.  This should be the first criteria examined when reviewing documentation.  There are several other criteria listed in the IMM Phase II guidance that lend credence and support for projects, but this is the only one that is mandatory.  





Some common problems with project documentation include:  no facility numbers, lump sum estimates that don’t allow for breakout of work classification amounts, no facility replacement costs, incomplete descriptions, missing economic justification for minor construction work, and missing references to appropriate environmental compliance laws.  These are only some of the problems or omissions that exist in the documentation that DFSC receives.  During the review process, project managers should not only take these deficiencies into consideration, but should also look at each project from a common sense point of view.  Does executing this project make sense, is it smart to do this work, can the activity’s mission be accomplished without this work or a more economic alternative?





Projects/requirements that are submitted out-of-cycle (meaning outside the window requested by the annual data call), will be reviewed and evaluated to determine if they are valid.  If they are emergencies, they will be processed as such.  If they are routine, they will be entered into the database and considered for inclusion and/or funding in the following fiscal year program.  Exceptions are possible if the project/requirement proponent or MACOM considers this project/requirement critical and is willing to substitute it for another project/requirement programmed for funding in the current fiscal year.       





DFSC’s mission is to fund the maintenance, repair, and environmental compliance of petroleum facilities that store and/or distribute DLA-owned fuel.  Typically this includes work on facilities like storage tanks, truck and rail loading and offloading racks, hydrant systems, fuel piers, roads, fencing, and security lighting (within the fuel terminals), fuel administration and operation buildings, pipelines (interterminal and cross-country), recurring environmental compliance costs, spill cleanup and remediation work, recurring maintenance (pressure testing pipelines, cathodic protection system maintenance, and testing of fire protection systems), and installed equipment (DLA-owned laboratory, electrical, and mechanical) .  DFSC’s mission does not include operational or organizational maintenance (grass cutting, greasing valves, changing seals, etc.), refueler truck purchase or maintenance, or quality of life improvements for the operators of the fuel terminals.





A common sense approach should be applied and consistency should be achieved across the field of customers that this program serves, not only by individual project managers, but by all project managers as a group.





Project Management and the Funding Cycle





All fields in our database are important, but some of the fields are critical to project management and budget formulation.  They include:  project approval date, design and construction start and completion dates, DFSC priority, and project status.  





Every project/requirement must be entered into the project database regardless of its approval status.  This gives DFSC a record of every project submitted, and the information on project disposition needed to answer any inquiries we get.  The reason for disapproval of the customer’s submission should be noted in the comments area of the database form.  Even projects/requirements received for facilities that are not eligible for DFSC funding should be entered into the database so that a record is created for future reference.  Again, the reason for non-approval should be included in the comments fields. 





Every project/requirement that is entered into the database and approved, must have the DFSC priority field filled.  There is a table included in the database that allows for calculation of this priority using pull down menus.  Once the priority is calculated, it is automatically entered into the appropriate field in the database.  This is critical to budget formulation and determining which projects should be considered first for funding.





The annual budget is prepared by using the critical data fields mentioned above.  All active projects/requirements are considered by first looking at their estimated or actual milestone dates, which are;  design start and completion and construction start and completion (DS, DC, CS, CC dates).  Projects/ requirements are budgeted for the fiscal year program these milestone dates fall within to the greatest extent possible.  The second criterion looked at is the project priority.  Consideration is given to recurring requirements (both environmental compliance and maintenance work) to allow for funding them during the year they are programmed for.  Approximately 5% of the overall budget each year is set aside for emergency work.  After considering all of these criteria, a list of projects/requirements is assembled, and a priority cutoff point established for the current program year.  For example, all projects/ requirements with priority above 37000 are eligible for funding in the current year.  This allows the MACOM or CINC to substitute projects/requirements of lower priority for those above the cutoff, should they have compelling reasons to fund them sooner.  





Once projects are approved or disapproved;  each base, their MACOM, the appropriate DFR and/or DFO, and the appropriate CINC (if required), should be informed so that all concerned parties know.  This information must be passed to these people through electronic mail to the fullest extent possible.  There may be instances where the connectivity doesn’t exist, but eventually, this problem will go away.  In cases where this cannot be accomplished, use of faxes or hard copy mailings are appropriate, in that order.  It is important that all interested parties be contacted.  For example, at Air Force bases, the Civil Engineering (CE) and Logistics (LG) personnel (and the financial people in matters involving funding) all need to know about project status.  For all services, both the engineering and fuel operations offices should be kept informed of project status.   





When projects are initially received and entered into the database, they should be given an AUR (active under review) status code.  Once a decision has been made on the approval status, this code should be updated.





When there are questions or concerns, or additional information is required for a project, an AQ status code is assigned, and a note in the comments field of the database form must be included for the record.  This also identifies when projects/requirements have been reviewed and the project manager has moved the project/requirement from the AUR status.  The database will generate an exception report identifying projects with AQ status that were entered more than 3 months earlier.  The database records the date when each record is created, and although this date does not appear on the input screen, it is used to calculate the 3 month period for producing the exception report.  This allows adequate time for the customer to respond to our questions.  The project manager will then ask the customer why no answers have been received and inform them that should no answer be received within the next 30 days, the project(s)/ requirement(s) will be canceled and changed to XX status code.  





For disapproved projects/requirements, there is latitude for the customer to provide additional justification or make a case for why they feel DFSC should approve the project, and this should be clearly communicated to the customer when informing them of the approval status.  No further action is required on disapproved projects/requirements.  Projects/requirements should only be flatly disapproved if they are for facilities which are not eligible for DFSC funding.  In cases where DFSC has questions, concerns, or disagrees with the technical approach being recommended by the customer, it should be documented in the database comments field and communicated to the customer.





Once projects/requirements are approved, they immediately become eligible for design funding.  The customer must be informed of this to enable them to make adequate plans for accomplishing the design and request any funding needed.  It is important to note that funding is not automatically forwarded to our customers once projects are approved.  A formal request in the form of an email,  fax, message, or letter must be received by DFSC-F first.  The only exception to this is for recurring environmental compliance requirements, which are reviewed and approved/disapproved, and then, if approved, funded automatically in October of the fiscal year they are programmed for.  When the project approval date is entered, the database will automatically generate an estimated design start date.  This date will be 3 months from the approval date for projects $500,000 and below, and 5 months from the approval date for projects over $500,000.  The database will also generate an estimated construction start date of 1 year after the estimated design start date for all projects.  It is mandatory that any customer requesting funding for project design include design start and completion dates with their request.  No funding will be provided without this information.  Once the customer provides design start and completion dates, they should be entered into the database to replace the computer generated dates.  When design funding is provided, the project status code must be changed from AA to AD.  The database will generate an exception report that lists approved projects (AA status) that show a design start date that is 3 months overdue.  The project manager should then ask the customer why no design funding has been requested and take the appropriate action;  either change the design dates to reflect the new schedule, or cancel the project if the customer no longer intends to execute it.  Each time a design completion date is updated, the database will check the estimated construction start date, verify that it makes sense, and adjust it to 4 months after the new design completion date unless the date is already at least 4 months from occurring.





Studies don’t have follow on construction dates, so an exception report can be generated showing studies that have been funded and have begun, but show no completion date.  This date is critical in determining when the project is ready for financial close out (follow the guidelines for financial close out below).  





Construction funding should not be provided prior to the fiscal year for which the projects/requirements are programmed.  For example, an FY98 project is not eligible for construction funding until October 1, 1997.  There are potentially emergent situations that would cause acceleration of a project, but DFSC policy is to not fund them before their programmed fiscal year.  Again, construction funding is not automatically forwarded.  Customers must send a formal request in the form of an email, fax, message, or letter to DFSC-F.  Customers are also  required to provide construction start and completion dates when requesting funds for construction of their projects.  No construction funds will be provided before these dates are provided by the customer.  Once construction funds are provided, the status field should be changed from AD to AC by the project manager.  The database will generate an exception report showing projects that have not been funded for or begun construction where their construction start date is 3 months overdue.  Again, some of the dates will be automatically generated, and some will be input by project managers.  Both will show up on the exception report.  After the report is printed, the project manager must follow up with an inquiry to the customer to learn what the plans are for construction of the project(s).  At that time, the database fields should be either updated to reflect the change in construction schedule, or the project canceled.





Once projects/requirements are completed, the project manager should change the status code to reflect completion, for example, change AC to CC, or in the case of studies, from AS to CS.  





The database generates a final exception report for financial close out.  Any time a project/requirement has not been closed out and the construction completion date is 3 months overdue, this report will list it.  Again, the project manager must follow up with an inquiry to the customer to determine why the project(s)/requirement(s) has (have) not been closed out.  At a minimum, this type of inquiry should be made on a quarterly basis.  The only latitude we have for insuring that our customers comply with our wishes to get financial close out for projects, is to tell them that we will withhold funding of their future projects/requirements until they respond.  A reasonable period of time should be allowed before enforcing this action.  Three or four inquiries should be sufficient.  With the increasing number of projects/requirements, it is important that financial close out be achieved to enable us to re-obligate MRE dollars to other projects/requirements before the close of fiscal years, to maximize maintenance of the DoD fuel facility infrastructure each year.  When financial close out is accomplished, the project manager should change the status code to reflect this by making the last character in the code an F.  





Projects/requirements that are submitted within the proper time frames will be given maximum consideration.  Projects/requirements submitted out of the regular program cycle, will be funded on a first-come, first-served basis, depending on availability of funds.  Emergency projects/requirements will be reviewed, and if valid, will receive immediate funding.  Funds for emergency projects are programmed each year in our budget.  Lack of proper planning by our customers is not considered an emergency.  





The database also contains a diagnostics report that allows each project manager to check several error conditions in data entry for their projects.  This report identifies AA status projects that have dollars spent on them (indicating that the status code should be either AD or AC), AQ status projects more than 6 months old, AD projects with construction dollars spent on them (indicating that the status code should be AC), dollars sent exceed the CWE in any of the funding categories (indicating that the CWE needs updated), and incorrect project numbers.  The report also runs queries on MIPRs to identify where capital cost codes are assigned to non-capital minor construction projects, and vice versa, where orphaned MIPRs exist (meaning an invalid project number is assigned), and where environmental PRs are not shown in the database.  This diagnostics report is an invaluable tool for quickly identifying errors in data entry and should be used periodically by all project managers to assist them in updating their project data.  





 Conclusion





To summarize, the DFSC-F MRE project database must be used to track and manage projects and environmental requirements, and to formulate budgets.  Exchange of information with our customers is the only way to properly maintain this database.  Electronic mail will be used whenever possible to communicate with our customers and care must be taken to provide project and funding information not only to the customer (meaning all interested parties at the base level), but to their MACOM, the appropriate DFR and/or DFO, and the appropriate CINC.  There are only a few guidelines, but each project manager must follow them to effectively track project progress.  The fields mentioned at the beginning of this document are the critical fields for accomplishing this and must be kept up to date to maximize our project management effectiveness.  
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