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PREFACE

The Public Works Manual is written for and dedicated to the new officer in Public Works; for the new Public
Works Officer or his assistant, and Staff Civil Engineer or Activity Civil Engineer at a Public Works Center. As a
CECOS text, the book is intended to serve as a “Public Works Primer,” introducing the student to the basic concepts
and procedures involved in the various Public Works functional areas, alerting him to potential trouble spots and
their avoidance, and directing him towards more detailed guidance and directives should he desire to pursue the
subjects further. Because of its general nature, the manual will be of lesser use to the experienced PWO or the Public
Works Division Directors, except as a refresher manual for the “big picture.”

Since the purpose of the manual is to instruct, and not direct, certain liberties have been taken with traditional
chapter organization, format, and language. Chapters, for example, are arranged so as to cut across NAVFAC
programs where necessary for clarity in presenting a function. One example of this is the chapter on Budgeting, which
cuts across the Operation and Maintenance Programs (Maintenance, Utilities, Transportation) and the Family
Housing Program. Each chapter is prefaced with its own statement of intent, table of contents, definitions, and
“players” chart. Many procedural details have been omitted in the interest of brevity and clarity. For similar reasons
the extensive and vital roles of NAVFAC and the Engineering Field Division (EFD) have been subordinated to
activity roles and functions.

The practice of Public Works Management in the field is an inexact science at best, involving interpretation and
adaptation of procedures to suit local conditions. The authors of this manual have intentionally included advice and
tips to the officer in Public Works as to how things should and shouldn’t be done.

The manual represents the work of not one, but several authors as well as many contributors from the field. It
represents the collective knowledge and experience of the CECOS staff, EFD and PWC personnel, NAVFAC
headquarters personnel and those of various field Public Works Departments. Both its weaknesses and strengths can
be attributed to this fact. Its continued viability of course, will depend upon the input of suggestions for changes and
improvement — generated by the user in the field.

Many books of a technical nature are prefaced by an apology for their limitations or shortcomings. No such
apology is tendered herein. If the reader discovers oversights, omissions, or mistakes, he is invited to forward his
comments to the Naval School, Civil Engineer Corps Officers, Port Hueneme, California 93043, for consideration in
future updating of the manual.
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INTRODUCTION

Scope of Public Works. The Naval Shore establishment exists to support the operating forces of the Navy,
and “keeping house” for the shore establishment is a multi-million dollar annual enterprise. At each of the
Naval activities which make up the shore establishment, the tasks which constitute this “housekeeping” or
public works function amount to considerably more than vacuuming the floors and washing the windows.
Some idea of the scope of Navy Public Works management can be drawn when one considers that the Navy
represents one of the largest businesses in the world. Moreover, unlike most industrial undertakings, its
activities cannot be confined to the production of a single item or a series of similar items; nor to the
providing of a single service or a series of related services. Each Naval activity can be accurately compared
to a small industrial city, comprising not only the “factory;” in our case the airfield, shipyard, or training
facility; but also the community which surrounds it — the houses, roads and streets, utilities, the hospital,
the recreation facilities, and the myriad of other items which makes up a community.

The management of these facilities involves not one or two, but all aspects of their life cycle, from
inception to demolition. The management responsibility placed upon the CEC officer serving in the
capacity of PWO is therefore a heavy one. True, policies are established at higher levels and transmitted to
him through official directives and instructions. These instructions form his operating parameters, but they
alone cannot predict or solve all the problems that will arise in the normal course of his duties. Directives
and instructions lay down the broad outlines for procedures and performance, but executive skill is the
contribution of the PWO and his staff.

The Need for Sound Management. There are several conditions which necessitate sound management of the
Navy’s shore establishment. These are:

A. Facilities Growth. The Navy's shore establishment was subjected to tremendous growth during
World War II. Although many World War II bases have since been closed, the remaining bases continue to
grow in terms of the structures and utility systems required to support their increasingly complex missions.
In spite of post-Korea and post-Vietnam efforts to cut defense spending back, it would appear that to
maintain a viable defense posture in coming years, the requirement for Navy shore facilities and their
support will not materially slacken, and will very likely increase.

B. Age and Condition of Facilities. Much of our facility inventory was constructed during World War II
and is of a semi-permanent or temporary nature, never intended to economically serve the Navy for more
than a few years. Unfortunately replacement dollars have not kept pace with replacement requirements.
The problem of old facilities is compounded in many instances by the fact that buildings have been
converted from their original purpose to some other use. The new function invariably places higher
demands on the facility in terms of human comfort, utility demands and required maintenance and upkeep.
The net result of all this, of course, is that the Navy is saddled with many facilities which require too much
operations and maintenance effort for their functional pay back.

C. Increasing Demands. Due to continuous increases in technology, there is a much greater demand per
capita on a facility today than there was thirty years ago. Consider elecric appliances alone. This
consideration can be extended to cover all utilities, and also to the fact that today’s tenant requires a
higher quality of working environment that did his predecessor of the 1940°s. The drab cubicle office will
no longer suffice in today’s Navy, where retention of key personnel is the watchword. Barracks alone have
gone through revolutionary conceptual changes in the past ten years. Again, the facilities have not always
kept pace.

D. Cost Escalation. The price of a skilled laborer has more than doubled in the last ten years.

Commensurate rises have occurred in the price of materials. There is nothing astonishing or unique about
the Navy in this respect, however, the funds to meet these rising costs have not kept pace in all cases.

xi



E. Ceiling Limitations and the Commercial/Industrial Type Activities (CITA) Program. Public Works
Officers are obliged to identify and use the most efficient methods of carrying out their responsibilities.
This often involves the use of Service Contracting. The CITA Program formalizes a method of comparing
in-house versus contract costs for many of these functions and may result in a substantial increase in
service contracting. Ceiling reductions often force the PWO to contract, regardless of its desirability.

The net effect of the above is that we are in an environment of ever increasing requirements and
minimal resources to cope with them. It is within this environment that all Public Works Management
programs are shaped. The reader will undoubtedly have misgivings at this point as to whether or not the
practice of Public Works Management is anything more than an exercise in futility. The answer is definitely
not. First, recent CNO decisions have served to increase the proportion of Navy funds allocated to public
works functions. These decisions should allow for real growth in the resources available to activity
managers. Second is the problem of inefficiency. A critical look at where and how money is spent at
activities will oftentimes reveal potential for savings. Last is the question of effectiveness. Facility
managers must be concerned about doing “the right job” as well as doing it efficiently.

Thus, the practice of Public Works Management offers both challenge and opportunity to the Civil
Engineer Corps Officer who is willing to apply himself to the task.

Objectives of Public Works Management. There are two primary objectives of all Public Works
Management Systems, namely:

(1) To provide the requisite service or facilities support to the fleet, and
(2) To optimize the outputs of Public Works with what resources are available.

The first objective is pursued in each functional area through the identification of all requirements, and
the development of plans based upon rational priorities.

The second goal is pursued through the efficient use of available assets (manpower, materials, utilities,
transportation) so as to provide maximum productive effort. Just how this is achieved in each system will
be discussed in subsequent chapters.

Management Principles. All Public Works Management systems are founded on one basic
management process. This general process, or principle is that management involves the laying out of plans
or objectives before the fact, based upon uniform standards and predictable capabilities; the utilization of
these plans as a constant benchmark or roadmap against which productive forces can operate; and the
gathering and analysis of actual performance data in the same array as the plan so as to highlight variances
and enable corrective action as necessary for the next cycle. This is known as the “Plan-Execute-Appraise”
cycle of management, and is common to all PW management systems. The gathering and analysis of
performance data enables managers to act on a rational, directed basis, rather than by intuition or
whimsey. It enables him to identify exceptions to the norm. Hence the term “exception managers” is
applicable to those who practice Public Works Management.

This abstract will become clearer with study of this manual, and with on-the-job experience. Suffice to
say at this point that the system achieves the two primary objectives when utilized properly. This is not to
say that the systems presented herein are perfect and cannot be improved upon. The most valuable
resource which the Navy possesses is the imagination and inventiveness of its professional officers and
civilian personnel. It is a commodity which is in better supply today, when it is needed most, than ever
before, and from it will evolve better methods, procedures, and most of all, greater support to the fleet
from each taxpayer’s dollar.

xii
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CHAPTER 1
AUTHORITIES AND RESPONSIBILITIES

The diverse functions and responsibilities assigned by command to the Public Works Officer are, in
reality, a group of separately managed programs which come together only at the station level. Each has a
separate divergent thread of control which only converge again at the CNO level. For the Officer in Public
Works, therefore, knowing “who the players are” for each of his various functional responsiblities and
understanding their respective roles is basic to his ability to function effectively.

The approach in this chapter and succeeding ones will be to focus on each function within the Public
Works Department and show, for each, the various agencies and organizations who interact and share

authorities and responsibilities for that particular function. Figure 1-1 shows the diversity of facilities found
at most Naval installations.

FIGURE 1-1
U.S. NAVAL EXPERIMENTAL STATION, ANNAPOLIS, MARYLAND

1-1
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PART 1 — THE PUBLIC WORKS OFFICER AND
COMMAND

1.1.1 The Commanding Officer. At the onset of this
discussion it should be pointed out that Navy
Regulations hold the Commanding Officer
responsible for the material condition of his facility.
The measures ‘which the Commanding Officer deems
necessary to guard this trust is a matter of
accountability between him and the Chief of Naval
Operations through his operational chain of
command. The Public Works Officer on his staff is
normally delegated the authority and is held
responsible by command for all matters pertaining
to Public Works management. With this relationship
established, let us now examine which agencies and
organizations are designated by CNO and Navy
Regulations to assist the PWO in carrying out his
duties for the Commanding Officer.

1.1.2 The Responsibilities of the Public Works
Officer

A. Primary Duties — The PWO, as stated
above, is held accountable by his Commanding
Officer for all facilities management matters. These
responsibilities normally include the broad functions
of:

Facilities Planning and Programming.

Real Estate Management.

Facility Design and Construction.

Facilities Maintenance, Repair, Minor

Construction, Alteration, and Equip-

ment Installation.

5. Utilities System Operation
Maintenance.

6. Facility Disposal.

7. Transportation Fleet Management
Operation and Main- tenance.

8. Housing Administration.

e g 3

and

Each major function is usually broken down into
subfunctions such as Utilities Service Contracts or
utilities production. Cutting across all of these
functions are various basic managerial techniques,
such as Personnel Management, Budgeting, Material
Management, Service Contract Administration, and
Reporting. Each of the major functions, as
previously stated, corresponds with a distinct
Engineering Field Division/NAVFAC “program,”
and, like as not, is managed off-station by a unique
chain of command and sphere of management.

B. Additional Duties — The PWO usually has, in
addition to his responsibilities for command, written
BUPERS orders assigning him additional duty
orders as a Resident Officer in Charge of
Construction to the local Engineering .Field Division
("local” can be across an ocean). In this capacity his
primary allegiance is with the Officer in Charge of
Construction (EFD C.O.) but inasmuch as he also

represents his Commanding Officer as “customer,”
the actual distinction in loyalties is sometimes
difficult to draw.

C. Collateral Duties — The PWO, along with his
subordinate officers, is first of all a Naval Officer
and therefore subject to the normal range of
collateral responsibilities at a Naval facility, such as
watch standing, zone inspections, etc. Several other
collateral duties are frequently assigned the PWO.
These include: (1) Disaster Preparedness Officer;
(2) Member, Station Planning Board; and (3)
Member, Labor Relations Council. It is not unusual
to also find a separate watch organization for the
Public Works Department, in which case, the PWO
is normally absolved of other watchstanding duties.
These, alopg with other collateral responsibilities
are discussed in Chapter 15.

PART 2 — THE PUBLIC WORKS DEPARTMENT

1.2.1 General. Figure 1-2 identifies the various
organizations and agencies which have
responsibilities in one or more of the Public Works
functional areas. Within this chapter the general
role of each, its relationship to the PWO, and to the
other agencies and organizations, will be discussed.
In succeeding chapters the same figures will be
highlighted and annotated to show who the
participants are with respect to each program and
what their specific duties are with regard to that
program.

By consulting these diagrams, the new officer in
Public Works should be able to determine who in
his organization should be doing what and at what
time for each of the major functional areas. Having
defined, in general terms, the Public Works
Officer’s responsibilities to his Commanding
Officer, let us now focus outward from the Public
Works Officer and scrutinize some of the other
“players” and their role in the Public Works
mission, beginning with his own organization.

1.2.2 Functional Organization. Inasmuch as detailed
functional statements for each Public Works
Department organizational element are presented in
Chapter 2, remarks here will be more general in
nature, attempting to explain the form of the Public
Works organization in terms of the responsibilities
and authorities assigned to the Public Works
Officer. Although this section is primarily
concerned with accomplishment of work by in-house
civilian resources, the Public Works organization
must also accommodate work accomplishment by
other means. These could well include service
contracts, Seabees, one-time construction contracts,
summer-hires, a First-Lieutenant Division, etc.

A.  Production Management. The organization of
the Public Works Department follows functional
lines and since the three major outputs of Public
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Works are Maintenance, Transportation, and
Utilities services, it is not surprising to find these
three functions to be organizationally identified and
assigned as the specific responsibility of separate
individuals and further grouped together under an
individual who can be held accountable for all
outputs — the Shops Engineer, or in some
organizations, the Public Works Operations Officer.
This officer is responsible to the PWO for the
coordinated and smooth operation of the various
shops, and he should be vested with sufficient
authority to fulfill this trust. This includes the
scheduling of work and equipment, ordering and
expediting of materials, supervision, information
feedback, and all other management and

supervisory tools which might be necessary to effect
orderly production. The Shops Engineer, then, is
the “production boss.”

B. Control. One tenet of organizational thinking
in public Works is to keep “planners” away from
“doers” to avoid conflicts of interest and to free the
productive element to devote its entire effort to
“doing.” In the Public Works context, this means
that the Maintenance Division Director and the
Shops Engineer, should not be burdened with
deciding what work should be done, what source
should be used to accomplish the work, when it
should be done in relation to other jobs, and how
much it should cost. This is within the realm of
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planning decisions and is vested with the
Maintenance Control Division (MCD). The
Maintenance Control Division Director is
responsible to the. PWO/APWO for providing
information concerning the maintenance backlog,
and a smooth flow of authorized work to the
Maintenance Branch by way of shopload plans. In
addition, he is normally responsible for preparation
of service contracts, their administration, and
quality assurance. To assist him with this
responsibility, he has at his disposal the authority
and resources to inspect facilities for maintenance
and repair deficiencies, to receive all work and
classify it, to plan, estimate, and recommend work
priorities, and to propose proper methods of
accomplishemnt as well as relative priorities. The
PWO will turn to his MCD for any questions
regarding the status of backlogged work and to his
Shops Engineer/Operations Officer or Maintenance
Division/Branch supervisor for work which is either
underway, scheduled, or complete. Of course, there
must be a constant liaison and interplay between
both organizations at all levels to effect a smooth
operation.

One might ask why organizational control similar
to that exercised over the maintenance effort is not
exercised over the utilities and transportation
functions. The answer lies with the nature of the
work and the types of planning decisions which must
be made regarding it. Specifically, the
decision-making process in the maintenance area
involves evaluating each and every task to decide
whether or not it is going to be done and by whom
and when. The net result is a list of jobs which are
either accomplished, put in suspense, or cancelled.
A parallel decision making process does not exist in
the scheduling of utilities operations or the
transportation function. About the only planning
decisions to be made with regard to a vehicle repair,
for example, is whether or not the repair cost will
exceed 50% of current value of the vehicle (in
which case such repair is normally considered
uneconomical). Regularly scheduled Preventive
Maintenance is a function of mileage and time and
is, by its cyclical nature, altogether different from a
true “programming” effort. In the case of utilities
operations, decisions must be made and
implemented on the spot as demands change,
weather varies, etc. Over the long haul, though,
utilities consumption is fairly predictable and not
subject to “planning” decisions as such. Therefore,
scheduling of utilities (boiler operations, etc.) is
vested with the Utilities Division or Branch and
vehicle maintenance, and operations planning is
vested with the Transportation Division or Branch.

C. Engineering. The PWO relies on his
engineering organization to provide design and
engineering beyond the capability of a planner and
estimator. This would normally be for new
construction or alteration, extensive repairs, or any

1-9

job for which alternate or complicated technical
solutions are not readily available to the
planner/estimator. The Engineering Division is
additionally responsible for input into the Shore
Facilities Planning Cycle, Record Drawings, and
other engineering/design functions.

D. Administration. The PWO looks to his
Administrative Division to carry out a multitude of
overhead functions which lend common support to
other parts of his organization and provide
necessary liaison between the Public Works
Department and other Departments. He (the PWO)
normally delegates the responsibility of providing
office services, and mailing and filing to the
Administrative Division Director. This type of task
falls naturally into a separate organization and
relieves the other divisions of the necessity to
duplicate the capability for each of their
organizations. In addition, the Administrative
Division Director generally coordinates the
preparation and submission of reports and budgets.
The word “coordinates” is emphasized here because
the responsibility for both reports and budgeting
begins at the accomplishment level and is shared by
just about everyone in the Department as well as
the Comptroller. The Administrative Division
Director is the “catalyst.”

E. Housing Administration. The PWO is
delegated the authority to administer family housing
by the Commanding Officer who, in this one case,
receives his authority from OSD and CNO by way
of NAVFAC and the EFD’s. The Housing Manager,
either in the Administrative Division, or the
Housing Division, is normally delegated the
authority to maintain a waiting list and recommend
housing assignments to Command, to enforce tenant
responsibilities, to coordinate maintenance and
repairs of housing, to prepare the budget, to
prepare management reports, and to perform all
other functions having to do with family housing
administration. The Housing Manager depends upon
the maintenance, utilities and transportation
organizations to provide support to family housing
in their respective areas, but he is held accountable
to the PWO and Command for the overall
effectiveness of the local program.

An unstated but none-the-less important trust
held by the Housing Manager is that of public
relations between the Public Works Department and
the rest of the Command. The effectiveness,
responsiveness, and capability of the Public Works
Department and the PWO will be judged in great
part by the overall effectiveness of the housing
program.

F. Utilities ™Management. Responsibilities for
utilities management include not only the supply of
utilities services (operations) but also the
maintenance of utilities generation and distribution



systems, the planning and programming of utilities
system improvements, utilities targeting and
conservation programs, budgeting and reporting.
The Utilities Division Director or Branch Manager
is responsible for utility operations.

G. Transportation Management. Responsibilities
for transportation management include the
maintenance and operation of the transportation
fleet, local allowance control, vehicle acquisition
and replacement, bus and taxi services, licensing
and safety program implementation, and vehicle
utilization.

Unlike the Housing and Utilities functions,
transportation is usually “self-sustaining” in that the
Transportation Division or Branch has its own
repair capability and does not have to be a
“customer” to another organization. The
Transportation Division or Branch Director is
delegated the overall authority for transportation
management by the PWO and is held accountable
for the program through the Shops Engineer.

PART 3 — THE ACTIVITY PARTICIPANT

1.3.1 Other Departments on Base. As can be seen on
the second ring of the Public Works “players”
illustrated in Figure 1-2, nearly all departments at a
Naval activity participate, in one way or another, in
the management of Public Works. In the following
sections the role of each department will be
discussed in general terms and then be expanded
upon in subsequent chapters as appropriate. It
should be borne in mind that the PWO is the
individual who Command looks to for all matters in
Public Works. The PWO, then, like his Housing and
Utilities Manager, must ensure that other station
participants in Public Works are contributing their
“piece of the action.” To this end, he must be able
to explain to each what his inputs are.

1.3.2 The Supply Officer. No part of Public Works
can function without materials. The Public Works
Department will represent one of the Supply
Officer’s largest customers at an activity — both in
volume of material and diversity. Everything from
petroleum products to paper, from lumber to tools,
is consumed by a Public Works Department. Not
only “how much” and “what kind” of materials, but
also “when” is of paramount importance in material
management for Public Works. The Supply Officer
is, therefore, a key player in the Public Works
arena, and it behooves the PWO to establish and
maintain a sound professional relationship with the
Supply Department. There are several accepted
ways to facilitate this, some of which will be
mentioned here.

Probably the biggest source of friction between
Supply and Public Works is the tendency (on the
part of Public Works) to absolve themselves of any

and all responsibility for material between the time
a stub is submitted and when the material arrives. It
manifests itself in many ways, the principal of which
is the resigned sigh of innocent helplessness from
the Maintenance Division Director when he explains
in abject tones that the job would have already been
done had it not been for Supply not furnishing the
material or stocking the items which were ordered
so long ago. The failure to carry out responsibilities
is there, all right, but it is just as much on the part
of the Public Works Department for not following
through and checking on the status of outstanding
materials as it is upon the Supply Department itself.
The Public Works Department as a principal
customer of Supply should consider having a single
point within the organization (usually
Administration or the Maintenance Shop Planner)
whose job it is to keep a record of, and periodically
check the status of requisitions for materials not
held in the total stock account.

The second point of friction between the Public
Works Department and the Supply Department
involves stocking of items in the shops store which
the Supply Department operates. The quantity and
type of material stocked in a shops store is a
function of usage or turnover. In addition, the shops
store can stock one-time items or emergency items if
they are justified. To establish and maintain
appropriate stocking levels, the Supply Department
shops store supervisor must be kept informed about
new requirements, inadequacies, and quality of
stocks carried in inventory.

Of paramount importance, of course, is making
sure that Public Works personnel who are
responsible for ordering material are well versed in
supply procedures, stock catalogues, etc., so that
they can function effectively and thereby keep the
Supply/Public Works relationship viable.

The Supply Officer also plays a role in
transportation management since he and not the
PWO is responsible for the overall management of
materials handling equipment.

1.3.3 The Comptroller. The station comptroller
plays a key role in Public Works budgeting and
reporting in addition to his primary duty as
custodian of the Commanding Officer’s money. The
principal financial reports required by higher
authority are prepared by the Comptroller. As a
matter of fact, the instructions for preparation of
these reports are found in the NAVCOMPT Manua!
— not in NAVFAC publications or sponscr
operating manuals. The timeliness and accuracy of
the source data with which the Comptroller
produces these reports is dependent upon correct
input from Public Works.

As budgeter for the Commanding Officer, the
Comptroller receives cost account input from Public
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Works, along with all other departments (Cost
Centers) on the base. This he converts into a
consolidated Functional Account Budget. He, and
not the PWO, is accountable to the Commanding
Officer for the legal expenditure of funds and to this
end keeps the offical station “books.” The Public
Works Department usually keeps “memorandum”
records of expenses from day to day. These records
are usually more than “memoranda,” however, since
the PWO depends upon them to ensure against over
(or under) expenditure of Public Works funds. A
last, important note: The PWO must be an active
participant in the budgeting and requirements
development process. He should not wait for the
Comptroller to make resource allocation decisions.

1.3.4 Administration/Personnel. The Military
Personnel Department of the station plays a key
role in administering family housing by keeping tae
Housing Manager informed of pending moves. Also,
the annual survey, which is the basic planning
document for family housing, is often administered
through the Admin/Personnel Office. At many
stations the local Civilian Personnel Office is part of
the Admin/Personnel Department and, since Public
Works is a major civilian personnel employer, this
function is vital to its success. As the office closest
to the Commanding Officer/Executive Officer, the
Administrative Officer will sometimes “staff”
facilities matters for the Command by inputting new
requirements, checking on the status of work or
finding various other answers for the Commanding
Officer/Executive Officer. The Administrative
Officer is also a good sounding board for command
policy and current emphasis.

1.3.5 The Executive Officer. The Executive Officer
can be of great assistance to a PWO, or he can
seriously jeopardize the Public Works system
through misuse of it. To illustrate the positive
aspect, the informed Executive Officer will assist
the PWO in making priority decisions for minor
construction and alterations through his
chairmanship of the station planning board. He will
assist the PWO by keeping him informed on
command desires and priorities for maintenance and
repairs, and he will act as intermediary in explaining
limitations in his authority to the Commanding
Officer. He will help the PWO brief the Command
on the Military Construction Program, Shore
Facilities Planning and Programming, and other
programs which the Commanding Officer needs to
understand. In this regard, a new Executive Officer
should be thoroughly briefed by the PWO in person
on the various programs in the Public Works area to
enable him to function.

On the negative side, the Executive Officer who
preempts the system by insisting that all work be
started now rather than planned, estimated,
programmed, and accomplished in a routine manner
will seriously debilitate and demoralize the Public

Wcrks Department. In addition, the chaotic
conditions created in the shops will result in less
productivity and higher costs to the command. An
Executive Officer who habitually asks his PWO to
“get around the rules” in fulfilling command’s
desires will either find himself, the PWO, and the
command being held accountable, or will find a
Public Works organization that is scornful of all
rules and regulations, not just those command has
chosen to “by-pass.”

1.3.6 The Medical Department. The Medical
Department has a role in transportation
management and in utilities management. In the
former, the Medical Officer by way of the Bureau of
Medicine and Surgery, is responsible for the overall
management of ambulances, X-ray vans, and other
specialized medical equipment. He will probably
depend heavily on the PWO in this regard,
particularly in the maintenance area, but the
decisions as to how many ambulances he requires,
or when they should be replaced is a matter
between him and the District Medical Officer. In
the utilities area, the Medical Department will
inspect the potable water supply for safety.

1.3.7 The Customer. The customer of Public Works,
be he a tenant activity, department, or resident of
family housing, can assist the Public Works
Department in many ways to provide adequate and
timely services. In the area of maintenance
management, for example, the customer must take
an active role in generating work through the
vehicle of the work request or service call. The
customer can also assist maintenance forces by
making areas available to work in, arranging
physical security, and establishing reasonable
priorities. The customer is responsible for accepting
maintenance/repair work from Public Works and
should make sure that any dissatisfaction is brought
to the attention of the PWO or APWO. A customer
should have specific personnel authorized to
generate and sign work requests, and should also
have a single designated point of contact for liaison
with the Public Works Department.

In the areas of transportation and utilities
management, the primary customer responsibilities
are centered around utilization and conservation.
More specifically the holder of transportation Class
“B” assignments are responsible for zchieving a
certain predetermined mileage each quarter, and for
reporting mileage of assigned vehicles on a
quarterly basis to the PWO. The utilities customer
(who is everyone) is responsible for implementing
prudent conservation practices, much as they would
were they footing the bill themselves. In addition,
there is normally a formal energy conservation
committee established on a base, consisting of
customers and related Public Works Personnel. Its
job is to effect cost reduction in utilities by
identifying and eliminating waste in all types of
utilities services (see Chapter 7).



1.3.8 The Community. We have listed the
“community” as a participant in Public Works
Management for the principal reason that the Navy
is usually a part of a larger community or urban
area and is increasingly subject to the statutes which
regulate other industrial or business activities in
that community. Pollution laws, building codes,
nuisance laws, traffic regulations, planning
ordnances and civil laws all impact on the Naval
activity, and particularly in the Public Works arena.
The PWO should avoid the “island” aberration
which effects so many of us in the Navy, and should
view what he does — the decisions that he and the
command implement within the context of the
broader community.

PART 4 — OFF-STATION
RESPONSIBILITIES

AUTHORITIES AND

1.4.1 General. As indicated in Figure 1-2, there are
many off-station participants who get involved to a
varying degree with a Public Works Department
operation. A brief explanation of the general
authorities and responsibilities of each will help in
deciding who to turn to with a given problem or
request.

The functions of the off-station participants
shown in Figure 1-2 can better be envisioned by first
rearranging these into the three basic chains of
command which affect facilities matters at most
Naval activities and explaining, in general terms,
the concept and purpose of each chain of command.
Figure 1-3 shows an operational chain of command
which leads from CNO to the activity through the
“Major Claimant”, the echelon 2 commander
immediately below CNO. Flanking this chain of
command are chains of command for “Area
Coordination” and “Administrative and Technical
Guidance.”

1.4.2 Area Coordination. Area coordination
provides for a CNO overview of shore activities
from a geographic standpoint as well as from a
functional standpoint to ensure that within each
geographic area there is a coordinated shore
establishment to provide support to the fleet. It
ensures, basicaly, that there is an even distribution
of effort on the part of the shore establishment
within an area, and that overlapping of functions,
conflicts of policies or regulations, or other
coordination problems do not arise. Some obvious
areas that this responsibility covers would be
establishing the uniform of the day for an area and
ensuring sound Disaster Control Planning. In the
facilities management area, the coordination of
shore facilities planning and programming; and
serving as the central figure in community relations
communication, and housing assignment practices
and requirements planning fall naturally into the
“Area Representative’s” sphere of responsibilities.
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1.4.3 Administrative and Technical Guidance. In
General Order No. 19 is a provision for professional
and technical assistance to a command in carrying
out its mission. It provides for special expertise
which a Commanding Officer may utilize as
required. There are actually several “Administrative
and Technical Guidance” chains of command
corresponding to each CNM System Command and
others. Their role is an advisory one only. In the
Public Works context, NAVFAC and its field
representatives; the Engineering Field Divisions,
provide administrative and technical guidance for
each of the separate functions within the Public
Works Department. NAVFAC also provides,
through its Claimant Support role, assistance to
Major Claimants and subclaimants in executing their
facility management responsibilities. Its
organization for management is structurcd to
correspond functionally with organizational
elements of the department (i.e., Maintenance,
Utilities, Transportation, Housing, etc.). Although
The EFD does not exercise control over the station,
it should be noted that significant management
expertise is housed within the EFD, and that the
EFD also provides administrative and technical
guidance to the intermediaries in both the
Command and Area Coordination Chains through
various additional and collateral duty assignments of
the EFD Commander/Commanding Officer. In
effect the EFD is a part of the staff of the command
chain and coordination chain, and the decision and
management direction and support received for
facilities through these chains is frequently that of
the Engineering Field Division.

1.4.4 Housing. One exception to the “advisory” role
of the EFD is that of family housing support. The
housing program is a Department of Defense
program and CNO has seen fit to cut through
traditional chains of command by assigning
NAVFAC as the Program Manager for the Navy
housing program. Thus the Commanding Officer has
a separate budget and chain of command with
regard to his family housing program. Recall, too,
that the Area Coordinator gets into the housing
management picture by coordinating requirements
planning through the Annual Housing Survey and
by coordinating housing assignment practices and
fair housing policies (see Chapter 9).

1.4.5 Transportation. Another area where the role
of the EFD is more than “advisory” is in the area of
transportation equipment management. At some of
the EFD’s, Transportation Equipment Management
Centers (TEMC), have been established. The
TEMCs advise Major and Submajor Claimants on
the management of all transportation equipment
within NAVFAC’s area of responsibility (see
Chapter 8). Most of the direction received from the
TEMC is in the name of the Major Claimant.

R R T I Y. Y
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1.4.6 The ROICC. Specific duties and
responsibilities of the Resident Officer in Charge of
Construction wil be addressed more fully in Chapter
15, but the point should be made here that if the
PWO has separate BUPERS Additional Duty as
Resident Officer in Charge of Construction/Officer
in Charge of Construction, he reports in this
capacity directly to the Engineering Field Division
(OICC). The Commanding Officer of the activity
exercises no legal authority over the OICC/ROICC
(other than military administrator) in the carrying
out of his contract duties. In actual fact, however,
the Commanding Officer is the ROICC’s customer,
as well as his primary duty boss, so considerable
influence is usually exercised by command in this
respect.

1.4.7 Limits to Command Authority. With respect to
facility matters, the Commanding Officer has
specific limitations imposed by his operational chain
of command in what he can do. It is the duty of the
Public Works Officer to know the limitations placed
on command authority in each functional area and
to advise command of these limitations as
appropriate. This means very frankly that the PWO
must execute the unpleasant but vital task of telling
command what it is prohibited from doing. These
limitations will be pointed out specifically in
subsequent chapters dealing with particular
functional areas.

One limit of the Commanding Officer’s authority
which frequently is a source of special frustration
for the Commanding Officer and PWO is the
amount the Commanding Officer can spend on
projects for minor construction, alteration, and
repair. There are two limitations which work in this
area: (1) the amount of money which the
Commanding Officer can approve for expenditure
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for a single project (refer to Chapter 5), and (2) the
percentage of his O&M budget which he is
permitted by his claimant to spend on minor
construction. A third limitation is the amount of
money he can approve for expenditure for housing
improvements governed by NAVFAC. In each of
these instances, the limitations are often viewed as
an inconvenience or worse by command. Other
limitations on command with regard to Public
Works matters relate to the type of work that he
can authorize, the use of transportation equipment
and facilities, and the amount of money which he is
required to spend annually on maintenance called
the “Maintenance Floor” (see Chapter 13).

The Public Works Officer, as previously stated,
must be intimately familiar with the limitations on
the authority of the Commanding Officer and must
place himself in harms way by informing command
of his limits. As well, however, the PWO should
seek means of accommodating command desires
within the rules. In any case, he should remember
that he serves as a staff to the command and is
subject to its decisions.

1.5.1 Summary. It can be seen that the PWO has a
host of agencies whose job it is to help him carry
out his assigned duties. On station, the role of the
Supply Officer, Comptroller and others are as
essential to his success as is his own Department.
Off station, the majority of authority and control
over the station is vested with the Claimant or
operational chain of command acting with the
advice of the advisor NAVFAC chain and modified
by certain coordinating responsibilities of the “Area
Coordinator” (usually the District Commandant),
the authority of the Housing Management Center,
and the OICC chain of command for contract
administration.
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CHAPTER 2
ORGANIZATION AND FUNCTIONS OF PUBLIC WORKS

The function of organizational structure is to facilitate the achievement of objectives. The organization
described herein is the evolutionary product of many years of experience gained by many in facilities
management. The evolution will continue, but hopefully, lessons already learned will not have to be
relearned. The structure described herein is a skeleton, the muscle necessary to energize it must be
provided by the managerial team, which is led by the Public Works Officer (Figure 2-1).

FIGURE 2-1
PUBLIC WORKS ORGANIZATION AND FUNCTIONS
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PART 1 — GENERAL

2.1.1 Introduction. The nature of the work
accomplished by Public Works Organizations (i.e.,
engineering, maintenance, utilities, transportation,
etc.) allows a functionally aligned organizational
pattern. These functions are performed by several
types of Public Works organizations.

The primary purpose of Public Works is to
provide service in support of the mission of the
activity. In some instances, however, it has been
found desirable for the PWD of one activity to
provide public works services to another activity, or
activities, which are in close proximity. In this
situation the public works organization is identified
as a “Public Works Lead Activity” even though it
retains its identity as an organizational component
of the parent activity. In other instances the public
works functions are performed by a command
separate from any of the supported activities. Such
a command is called a Public Works Center (PWC).
In each of these operations the organization of the
PW unit is functional; that is, it is organized into
elements (or divisions) each of which is responsible
for a portion of the overall PW task. The following
elements will be found in most Public Works
organizations regardless of type:

Management

Administration

Family Housing

Engineering

Maintenance or Production Control

6. Production
a. Maintenance
b. Transportation
c.  Utilities

This manual deals specifically with the
organization and functions of the Public Works
Department. Though each Department is “unique,”
the reader should recognize the commonality of
functions and apply the contents of the manual to fit
the particular organization.

The distinction between the types of public works
organizations is discussed briefly in the following:

A. Public Works Department. A PWD is an
organizational component of a Marine Corps Air
Station or a Naval Shore Activity. As a department
head, under the Commanding Officer of the
activity, the Public Works Officer is responsible for
the maintenance and operation of facilities and
collateral equipment, including utility plants and
operation of transportation and weight-handling
equipment; and design engineering and facility
planning, for the command. (Figure 2-2 shows a
typical Public Works Office.)

B. Public Works Lead Activity (PWLA). Like a
PWD, the PWLA is an organizational entity of a
Naval Shore Activity and the Public Works Officer
has essentially the same responsibility as his
counterpart in a PWD. However, the PWO of a
PWLA is also responsible for providing public
works services to more than one activity even

FIGURE 2-2
A TYPICAL PUBLIC WORKS OFFICE




though the PWO has primary duty orders only to
the activity of which the PWLA is an organizational
component. The scope of public works services
provided by a PWLA may encompass a portion, or a
full range of public works services and will normally
be provided on a reimbursable basis as determined
by local agreement. Only large public works
departments are considered capable of functioning
as a PWLA. PWLAs are specifically designated as
such in OPNAVINST 11010.30. All Public Works
Lead Activities are referred to as “Public Works
Departments” of their parent command.

C. Public Works Center (PWC). PWC’s have
been established in areas which have a congregation
of many Naval Activities that all require Public
Works support. Unlike the PWD or PWLA, a PWC
is a separate activity, commanded by a Civil
Engineer Corps Captain, which provides the full
range of Public Works services to customer
commands on a fully reimbursable basis. The
complete description and organization of a PWC
will soon be published as a supplement to this
manual and no further mention of it will be made in
this chapter.

2.1.2 Staffing the Public Works Department. It is
not possible to provide a single organization
schematic that can be applied without modification
to all the approximately 220 public works
organizations of the naval shore establishment. It is
recognized that public works organizations vary
greatly as to size, and consequently cannot conform
to a single configuration. The size of the
organization depends on the type and amount of
work to be done, the amount of plant to be
maintained, number of utilities to be provided, and
the transportation services to be provided. There
are no two Navy activities that are exactly alike in
plant mix, population served, or scope of public
works services required. Each factor will have some
degree of influence on the organizational pattern of
the public works organization.

A. CEC Officer Staffing

1. As a starting or reference point, the
organizational chart for the largest Public Works
Department is shown in Figure 2-3. This is the
“Module 1” Public Works Department and is
considered the standard. It has proven to be a
workable and effective organization at large
activities. Scaled down versions (different size
modules) work at smaller activities equally well.

The factors considered in determining the CEC
staffing of different Public Works Department
consist of the following:

Number of people employed by PWD (volume
of service contracting is considered)

Amount of facilities management funds

Current plant replacement value

2-8

Other considerations include:

OICC/ROICC responsibilities of PWO
Ran' structure of station

Comylexity of activity

Tempo of activity operations
Geographical location

Dispersion of activity

Age of plant

Makes or buys utilities

Using these criteria, six different Public Works
Department military staffing modules have been
identified. (See Figure 2-4.) The six modules are
applied to these alternative organizations shown in
Figures 2-5 and 2-6. Note that as the organizations
become smaller, some of the divisions are
combined.

2, For example, a Public Works
Department with 1,000 employees, a $15 million
Facilities Management Budget and a curent plant
replacement value of $400 M would get an index
factor (see Figure 2-4) of 10 for each, or a total
index of 30 points. This would place this Public
Works Department in Module No. 1 and it would be
staffed as follows:

PWO CAPT with previous Public Works and
Contracts experience.

APWO CDR with previous Public Works
experience.

Shops LT with no previous experience

Engineer requirement.

Facilities ENS with no previous experience

Planning requirement.

Officer

Utility ENS with no previous experience

Plant requirement.

Engineer

In like manner every Public Works Department
can be evaluated and assigned to one of six
modules. There is no rigid line of demarcation
between modules, however, as all factors must be
taken into account.

Military Billet Allowances for the Naval Activity
are published annually by CNO in a Manpower
Authorization Document, OPNAV Form 1000/2.

B. CEC Officer Billets

1. The Office of the Public Works Officer.
The Public Works Officer is a department head, and
his primary function is an executive one. He is
responsible for ensuring the facilities at his
command are in a state satisfactory to the operating

Y L R X T YT I Y. Y
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forces, and consistent with the activity mission. For
this, he is responsible to the Commanding Officer
(through the Executive Officer).

The Assistant Public Works Officer is responsible
for the day-to-day operation and condition of the
department; serves as Acting Public Works Officer
in his absence; and may act as the Housing Officer.

2. Activity Civil Engineer (ACE)/Activity
Liaison Officer (ALO). The ACE/ALO serves as the
principal liaison between a Public Works Center or
a Public Works Lead Activity and other activities
which receive public works support from the
PWC/PWLA. For those activities, the Activity Civil
Engineer/Activity Liaison Officer:

a. Provides technical assistance in
Public Works matters.

29

Coordinates Public Works services
provided.

Assists in preparation of activity
Public Works budgets, special
projects, MCON projects.

Checks and approves Public Works
billings to activities served.

Assists activities in Facility Planning
Program.

Assists activities in Utilities
Conservation Program.

Prepares customer activity corre-
spondence in Public Works matters.
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