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ABSTRACT

The Mlitary Housing Privatization Initiative (MHPI)
represents a dramatic revision in the construction and
mai nt enance of military housing. Since its inception in
1996, the nunber of projects has grown exponentially and
the | earning process has been continuous and steep. This
thesis researches the effectiveness of the nethods in place
at the Departnent of Defense and Service levels to
docunent, share, and, above all, |earn from past
experiences. This analysis reviews the cumul ative
docunented | essons fromall Services and conpares it to the
| essons learned within the first jointly partnered
privatization project at the Presidio of Monterey (POM and
Naval Postgraduate School (NPS) in Mnterey, California.
This research showed at |east six | essons previously
docunented within the | essons | earned system which were
rel earned at the POMNPS project. Gven this data, the
| essons | earned programis a partial success but overal
has a positive inpact on the MHPI. The current |essons
| earned program i nproves each new privatization project
ensuring it does not experience all of the sanme | essons
fromprevious projects. Only a few |l essons seemto slip
t hrough the cracks and are repeated even after
docunentation and distribution.
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. 1 NTRODUCTI ON

A BACKGROUND

Since the m d-1990s, the Departnent of Defense (DoD)
acknow edged the existence of extreme mlitary housing
needs and constraints. As of the year 2001, about two-
thirds of DoD s housing inventory in the continental United
States or approximately 180,000 mlitary famly units are
ol d, bel ow contenporary standards, and in need of extensive
repair. (Yim 2001) Yet the process of housing
revitalization has a substantial cost. By DoD esti nates,
it would take 30 years and $16 billion to inprove its
housi ng stock to acceptable conditions if traditional
mlitary construction practices and fundi ng were used.
(Qutierrez, 2001) According to DoD sources, the mlitary’s
cost for building a house in 1998, was $135, 000 (excl udi ng
| and), substantially higher than private industry averages
for conparable hones in many areas. (Qutierrez, 2001)

Real i zing the quality of housing for mlitary famlies
is acritical elenment in attracting and retaining high
cal i ber personnel, the inportance of safe and adequate
housing, as well as the time and cost constraints of
traditional mlitary construction practices and funding;
Congress approved the Defense Appropriations Act of 1996,
enacting the Mlitary Housing Privatization Initiative
(MHPI). This initiative provides a collection of tenporary
“alternative authorizations” (as ternmed in rel evant
| egi slation) for speedy creation of quality mlitary
housi ng through | everagi ng of appropriated funds with
private investnent. (Else, 2001)



VHPI gave DoD the ability to entice private investnent
by encouraging it to act like a private enterprise. Non-
governnent al busi nesses can be creative and take advant age
of local real estate market conditions in custom zing
devel opnent projects. The MHPI gave simlar flexibility to
DoD. (Else, 2001)

Since 1997, the Defense Pl anning Gui dance (DPGQ
directed each Service to submt a plan denonstrating how
they intended to neet the Secretary of Defense’s goal to
elimnate all inadequate housing by the year 2010. This
timeline was shortened in recent years to 2007.

Each Service created a plan for a series of innovative
canpai gns that orchestrated the nanagenent of assets, the
distribution of fam |y housing resources, and sequenci ng of
i nvestment projects. The goal would be acconplished
t hrough a conbination of: (1) traditional mlitary
construction (MLCON), (2) Basic Allowance for Housing
(BAH) increases, and (3) privatization.

The third elenment, privatization, is a mjor conponent
of the Services plans to alleviate housing shortages and
rapidly inprove the condition of existing housing. A
private sector conpany is responsible for fam |y housing
managenment, new construction, renovation, and mai ntenance.
To gain approval for a privatization the project nust yield
at least three tinmes the anmount of housing than traditional
met hods woul d yield for the sanme anmount of appropriated
dollars. (Yim 2001)

Congress gave the Services wide authority to pursue
public-private ventures for inproving housing. According



to an article in the August 2002, Governnent Executive by

George Cahlink, this authority included the follow ng:

[1] Allow ng service nenbers to use housing
al | owances to | ease on-base housing from
contractors

[2] Allow ng Defense to nake ‘differential’ |ease
paynents to devel opers if housing all owances fal
short

[3] Permtting direct |oans to devel opers for

acquiring or building housing

[ 4] GQuaranteeing rent paynents to devel opers even

during downsi zi ng or maj or devel opnents

[5] Permitting the services to formlimted

partnerships with contractors and to invest in

nongover nnent entities

[6] Allowi ng Defense to sell, convey, or |ease

property to contractors

Across the Services, the basics of nbst housing deals
remain the same. The Services agree to turn over up to 50
years worth of housing dollars in the formof BAH, a preset
nont hly al |l owances provided to service nenbers based on
rank and | ocation for housi ng expenses, to commerci al
devel opers in exchange for building, maintaining, and
managi ng housing on mlitary installations. Developers can
use this guaranteed income (BAH frommlitary menbers) to
borrow m|lions of dollars from banks and other financial
institutions. The contractors get a return on their
investment with a profit by collecting housing all owances
for as long as five decades.

The MHPI was i nplenmented by a gradual “one base at a
time” approach. The plan involved privatizing at each
site, gathering information, docunmenting |essons | earned,
and establishing needed i nprovenents. The DoD initiated
the MIlitary Housing Privatization Program Eval uati on Pl an

(PEP) to evaluate the effectiveness of the MPH and
3



i ndi vi dual housing projects. Additionally, each Service
created progranms within their branch to docunment and
publ i sh | earned | essons.

As of June 2003, the DoD awarded 21 mlitary famly
housi ng privatization projects, and over 30 projects are in
solicitation. (http://ww.acq.osd. m|/housing/award) In
fact, the pace has quickened to accommpdate the 2007
objective. Pending the Ofice of the Secretary of Defense
(0sD) and Congressional concurrence, the total
installations with privatized mlitary housing will expand
to 81 by the end of FY 2006. This equates to approxi mately
80 percent of mlitary housing sites, which required
noderni zati on before the initiation of the MHPI

The General Accounting Ofice (GAO has raised several
concerns with the inplenentation of the privatization
initiative. They expressed concern that the Services were
not using the Initiative as intended by the |egislation,
whi ch was to supplenent traditional mlitary housing
construction financing, not replace it. Additionally,
initial inplementation of the MHPI appeared sl ower than
expected. (GAQ NSI AD-98-178) Their report al so nentioned
appr ehensi on on whether privatization will result in
significant cost savings as originally intended.

(GAQ NSI AD- 98- 178)

However, the issue the GAO described which is nost
applicable to this research is the potential for the
Services to repeat simlar errors in their use of
privatization at different sites. (GAO 2002) Many realize
the value of a “lesson learned.” As the saying goes, "if
we fail to learn fromour mstakes, then we are destined to

4



repeat them"™ The Defense Departnment and each Service
attenpts to ensure this does not occur.

Begi nni ng January 2001, OSD's Ofice of Conpetitive
Sourcing and Privatization, requires each Service to sem -
annual |y submt a Program Eval uati on Report as part of the
MIlitary Housing Privatization PEP. Information for the
PEP flows upward fromthe installations through the service
conponent to the Housing Revitalization Support O fice
(HRSO. The PEP is a tool for the Services and OSD to
eval uate the cost and benefits of MHPI projects by
nmeasuring their effectiveness and evaluating their
strengths and weaknesses. Lessons |earned from PEPs are
di ssem nat ed back down through the Services and
incorporated into future projects across the Services.

| f these processes are successful, then each new
privatized project should be nore effective, efficient, or
bot h than previous projects. The benefit of such a program
i s recogni zable. However, there is a cost associated with
i nprovenent prograns in the formof personnel, tine, and
resour ces.

The 38th site to undergo privatization is in Seaside,
California. The land is part of the fornmer Fort Ord, which
was closed as a result of the Base Realignnent and C osure
(BRAC) process in Septenber 1994. It provides mlitary
housi ng for Service nmenbers assigned to the Presidio of
Monterey (POV) and the Naval Postgraduate School (NPS) both
| ocated in Monterey. The POM NPS site, generally referred
to as the Monterey Project because is involves the mlitary
units and organi zations | ocated on the Mnterey Peninsul a,
is distinctive in many ways. First, it is the first

5



installation where two different Services successfully
partnered to go through the housing privatization process.
Second, the site houses famlies fromall Services (Arny,
Navy, Air Force, Marines, and Coast Guard), Reservists, as
well as international officers and governnent enpl oyees.
Third, the project involves one of the | argest dollar

val ues involved in privatization of mlitary housing to
date. This privatization effort provides a succinct
setting to eval uate whether |essons |earned from across the
Services were applied and i nproved the overall project.

B. RESEARCH OBJECTI VES

The intent of the thesis is to conclude whether the
current MHPI | essons | earned program effectively enhances
and i nproves the privatization process and neets stated
program obj ectives. The thesis considers previous housing
privatization efforts, the | essons | earned docunentation
requi renents for DoD and each Service, actual |essons
| earned to date, the inpact of these | essons on the housing
project in Seaside, California, and the overall success of

the | essons | earned program on i nproving new projects.

C. RESEARCH QUESTI ONS

1. Pri mary Research Question

How effective is the OSD | essons | earned programin
inmproving mlitary housing privatization prograns?

2. Secondary Research Questions
. What net hods conprise the MHPI | essons | earned
pr ogr anf?



. What i npact does the | essons | earned program have
on MHPI ?

. Based on the standards set forth by this author,
is the programoverall a success, partial success, or

failure as applied to the Seaside project?

. How can OSD and each Service inprove the | essons
| ear ned progranf

D. SCOPE AND LI M TATI ONS

1. Scope

This thesis will enconpass a review of the MHP
| essons | earned program and objectives at the OSD and
Service levels. It will also exanine privatized mlitary
housi ng efforts prior to June 2003, and the docunented
| essons fromthese experiences. Included in the scope is a
revi ew of how t he docunented | essons affected the POM NPS
privatization project. This data then forns a basis for an

eval uation of the effectiveness of the MHPI | essons | earned

program

2. Limtations

Research projects suffer frominherent limtations and
difficulties, and this thesis is no exception. Begi nni ng

from contract award, only 11 WMHPI projects have an
operating history of at least two years with construction
involved at only 8 of these projects. Due to the infantile
state of the privatized mlitary housing, a mninm anount
of data is available for trend or conparative anal ysis.
The identification of |earned | essons from previous

projects to the Seaside project does not definitively prove
the | essons | earned programworks. |t may only be possible

7



to conjecture that a correlation exists. Simlarly, if
previ ous problens are repeated on the Seaside site, which
wer e docunented and published previously as “lessons
learned,” it may not be the sole fault of the program but
it may be due to different individuals |eading the project
or unique situational characteristics. However, conparison
anal ysis to show unrepeat ed docunented | essons | earned
provi des confidence that nore than chance correl ations
exi st .

The study involves the | essons | earned across the
Servi ces al though each applies slightly different
nmet hodol ogi es and nodus operandi. Additionally, varying
proj ect sizes greatly inpact the privatization process as
nore potential funds encourage greater participation from
the civilian sector as well as nore flexibility during the
devel opnent and nanagenent process.

Considering these limtations, this thesis wll
attenpt to find weaknesses and areas for inprovenent within

the current DoD and Services’ |essons |earned prograns.

E. METHODOL OGY

This thesis is based on an extensive literature
review, including other theses, congressional testinonies,
Def ense Departnent and Service conponent interna
regul ati ons, reports, policies and plans, articles, and web
searches. O her sources of information involved persona
interviews and communication with representatives at the
OSD, Service conmponent |evel, and POM NPS proj ect

per sonnel .



F. ORGANI ZATI ON OF STUDY

This thesis is organized into five chapters.
Follow ng this introductory first chapter, Chapter |
expl ains the current nethods in place to docunent, publish,
and ensure application of |lessons |learned. It also
i ncludes the stated objectives of the |essons | earned
program Chapter Il provides an in-depth review of the
docunented | essons |l earned fromprior projects at the DoD
and Service conponent |level. Chapter 1V analyzes the
application of docunented |essons to the POM NPS proj ect
and assesses the effectiveness of the current |essons
| earned programfor WMHPI. Chapter V summarizes the
aut hor’ s concl usi ons and provi des reconmendati ons for how
OSD and the Services m ght best enploy the MHPI | essons

| earned program for greatest inpact on future projects.
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1. MLITARY HOUSI NG PRI VATI ZATI ON LESSONS LEARNED
PROGRAM

A OVERVI EW

In October 1998, the Secretary of Defense del egated
operational responsibility for MHPI to the individual
Services, wth oversight and final approval authority in
the OSD O fice of Conpetitive Sourcing and Privatization.
(El se, 2001) Fundanmental features of the MHPI are its
flexibility and decentralized inplenentation. It is
inportant to note differences are inherent within each
Service, which are further reflected wthin each
privatization program Additionally, differences in
culture inpact the privatization process as each Service is
i ngrai ned with uni que phil osophies and ideals. Therefore,
| essons | earned by one Service or installation my or may
not apply to others. However, projects tend to follow the
same general progression.

First, the Service conducts a site review and
viability study to establish the need for inproved housing
at an installation, either through renovation of existing
housi ng or construction of new buildings. This assessnent
i nvol ves an eval uation of the local private housi ng market
and a conpari son between the use of MHPI and traditional
construction approach.

Second, based on the assessnent results, the Service
briefs a plan using the MHPI to the OSD O fice of
Conpetitive Sourcing and Privatization. |If the plan is
approved, the Service is then authorized to devel op a

solicitation proposal.

11



Third, the Service nust notify Congress at several
intervals: (1) before issuing the conpleted solicitation to
private industry, (2) after selecting a solicitation
response, and (3) before awarding a contract.

The Services apply different solicitation nmethods in
mlitary housing privatization projects. The Arny’s
solicitation nodel (known as “Residential Communities
Initiative” or RCI) uses a Request for Qualifications
process. It selects a “devel opnent partner” to undertake
privatization work for an entire installation. The Arny
and its private partner then devel op a nodel, or Community
Devel opnent and Managenent Plan (CDWP), for the project.

The Navy’s solicitation nmodel (referred to as “public
private venture”) and the Air Force solicitation node
(“housing privatization”) announce detail ed Requests for
Proposal s (RFP) to the construction industry. (Else, 2001)
Contractors respond with equally conprehensive project
proposals. The Navy and Marine Corps delineate fromthe
Air Force in the following step as they formlimted
liability partnerships with the private contractor. Under
this approach, they not only agree to provide funds from
housi ng al | owances, but they invest noney up front and
assunme sonme risk if the project fails.

Patterns are already enmerging revealing the
differences in Service inplementation of MHPI. According
to Daniel Else, an analyst in National Defense, CRS Report
for Congress on 2 July 2001:

Arny projects tend to focus on the revitalization
of existing housing stocks. The Air Force tends
to favor the inclusion of the conveyance of

12



Federal land in projects under its

adm ni stration. The Navy appears to prefer

engagi ng private developers in joint ventures.

Despite the identified differences between Service
approaches, the process remains sinmlar and the end state
is exactly the same--provide quality mlitary housing at
decreased cost.

DoD nust invest constrained time and resources
smartly, always seeking and sei zing new opportunities to

i nprove practices. Mlitary jargon describes this process

as "lessons learned.” Owher terns used in the civilian
sector are "continuous inprovenent program" "best
practices”, or "information managenent." Regardless of the

terms used, |essons |earned throughout the process should
be docunented, distributed, and incorporated within
appl i cabl e projects regardl ess of branch of Service or
instal |l ati on.

Several formats currently exist to publish | essons
| earned. The follow ng sections will cover the nethods
enpl oyed within the DoD specific to MHPI, which offer a
means to inprove upon past | essons.

B. DEFENSE PROGRAM

1. | nt roduction

OSD for Installations and Environnment issued the
MIlitary Housing Privatization Program Eval uation Pl an
(PEP) on 10 January 2001, five years after congress
approved the use of privatization. The PEP along with

ot her net hods allows the Services and the OSD to eval uat e
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the effectiveness as well as the costs and benefits of the
WMHPI and i ndivi dual housing privatization projects. (Yim
2001)
2. Program Eval uati on Pl an (PEP)

a. Overvi ew

The PEP is the nethod for OSD to coll ect data
fromthe Services on all awarded MHPI projects. Each year
the information is gathered twi ce, specifically for the
peri ods ending 30 June and 31 Decenber, fromthe
installation, the Service conponent, and OSD

As of June 2003, DoD awarded 20 mlitary famly
housi ng privatization projects. Additionally, over 30
projects are in solicitation.
(http://ww. acq. osd. m | / housi ng/ awar d)

b. Tr ai ni ng

The Service' s housing privatization offices
received training on the initial PEP reporting requirenents
i n Novenber 2000, at the MHPI Post Award and Program
Eval uati on Wor kshop sponsored by OSD. (Yim 2001) Service
comments on the programand its required reports were
solicited and included in the final PEP. (Yim 2001)

C. Ti el i ne

The first PEP data call was initiated in the year
2000, and covered all privatization efforts up to 31
Decenber 2000. As of June 2003, OSD finalized only 4
PEP' s.

d. Benefits

According to the briefing by Ernst & Young
consultants Pat Fowl er and Ron Sl usser at the MHPI Project
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Managenent Workshop held on 28 June 2002, the PEP provides
the foll ow ng contributions.

. Assists in nmeasuring the effectiveness
of the MHPI program
. Assists in evaluating the strengths and

weaknesses of individual projects in achieving
mlitary housing objectives.

. Assists in determ ning how the VHP
could be inproved to better neet its objectives.
. Provi des project and program

information to respond to inquiries from
over si ght organi zati ons.
e. Requi red Reports
The PEP is conprised of a nunber of reports
generated at each level (installation, Service conponent,
and OSD). The efforts involved in producing and
consolidating the report cause in excess of a six-nmonth |ag
bet ween the effective date of the report, its finalization,
and distribution.

(1) Installation Level Reports. The prinmary
report at the installation |evel is the Program Fact Sheet
and Monitoring Matrix, which entails 159 |ines of general
program data i ncluding the size, financial profile,

m | estones, tenant satisfaction, risk involved,
construction conpl eted, and nortgage bal ance.

Additionally, installations nust provide a Project Summary
Report invol ving neasurenment of costs and tine, advantages
and di sadvantages of different authorities, contractor
performance, and tenant satisfaction.

(2) Service Level Reports. At the Service
| evel, the major report is the Program Executive Sunmary,
whi ch includes program acconplishnents and i nprovenents,
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probl em areas, |essons |earned, health of the program and
summary of service nenbers’/tenants' assessnent.
(3) OSD/ CS&P DoD Level Reports. HPI
Program Executive Report summari zes and anal yzes PEP
reports from each Service.
f. Di stribution
The PEP reports are internal docunents to DoD to

ensure proprietary information remains intact. (Tychsen,
2003) The installations submt their reports to the
Service privatization office. The Services then
consolidate this information within the Program Executive
Summary for submission to DoD. Twice a year, DoD
consolidates this information, generates the MHPI Program
Executive Summary Report, and provides the summary report
and spreadsheet to each Service Secretary responsible for
t he housing privatization program Upon request, the
information is sent to the GAO during audits or studies,
senior |eadership in the Ofice of the Deputy Under
Secretary of Defense (lnstallations and Environnent),
Congr essi onal Budget O fice, Ofice of Managenent and
Budget staff, and Treasury Departnent.

3. Conf er ences

Pr of essi onal Housi ng Managenent Associ ation (PVHA)
organi zes an annual conference to discuss privatization
initiatives and share | essons |earned for OSD

4. Consul tants

DoD retains an outside consultant, Ernst & Young, to
i nprove the privatization process. The consultant also
organi zes and conducts an annual MHPI Project Managenent
Wor kshop. Lessons learned is not the focus of these
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wor kshops. Instead, attendees share success stories and
Servi ce-specific approaches to privatization, goals of
VHPI , and review nmeans to ensure each programis on track
t hrough the PEP. Past briefings did however include
| essons | earned al ong the way.

5. Tri-Service Meetings

A senior representative of each Service privatization
office attends a nonthly neeting at the Pentagon for candid
sharing of views and | essons learned in mlitary
privatization efforts. Mnutes are not recorded or
publ i shed in order to persuade honest and conplete
information sharing. Therefore, analysis regarding these
di scussi ons cannot be done within the scope of this thesis.

6. Esti mated Overal | Cost

DoD does not directly budget for the cost of
i npl enenting the PEP. Although a cost is associated with
the work hours and resources used to generate the overal
product, this thesis does not research the actual dollars
i nvol ved. Consultants and conferences directly involve an
expense. Due to the proprietary nature of the information,
the cost is not available during the research of this
t hesi s.

In the sections that follow the prograns of each

Service will be discussed.

C. ARMY PROGRAM

1. Overvi ew

As of June 2003, The Arny awarded privatization
projects at 4 locations. Recall that the Arny’s
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solicitation nodel is called “Residential Comrunities
Initiative” or RCl.

2. Conf er ences

The Arny conducts an annual RCl Lessons Learned
Sem nar. Governnent representatives and civilian
contractors involved in RCl attend the annual Lessons
Learned Sem nar. The intent of the sem nar includes: (1)
provi ding an update on the RCl and other privatization
prograns, (2) discussing |essons |earned fromthe
installations' and devel opnent partners' perspectives, and
(3) identifying process inprovenents that will save tinme
and resources for RCl installations in the queue. (Bolden,
2003)

3. Tr ai ni ng

RClI conducts CDWP training with | essons | earned
enbedded in the curricul um

4. Policy Letters

Upon docunentation of | essons and determ nation of
best practices, the Assistant Secretary of the Arny
(I'nstall ations and Environnment) provides RCl policy
directives. As of June 2003, 14 policy directives were
publ i shed and i npl enent ed.

5. Consul tants

The RCI O fice enploys a private consultant, Jones
Lang Lasalle, worth several mllion dollars. This
contractor provides technical, analytical, and financi al
skills to the privatization process. Small teans
(approxi mately 3-persons) visit the installations, assist
with the CDVWP phase, and becone intertw ned nenbers of the
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installation RCI team The teammay reside with the
installation up to a year. Due to the proprietary
information, this paper does reveal the docunented | essons
| earned fromthe contractor

6. Portfolio/ Asset Managenent (PAM

In April 2003, the Departnment of the Arny’s RClI office
initiated a Portfolio and Asset Managenent (PAM programto
proactively and nethodically mtigates risks and protect
RCl assets to sustain the RClI program successes. (d ark,
2003) The PAM neasures installation project performance
based on service nmenbers’ satisfaction with fam |y housing,
mnimal waiting |lists, continuous enhancenent and
preservation of housing assets, the mtigation of project
ri sk, and the successful conpletion of the housing
devel opnent scope of work. (Fiori, 2003) Asset Managers at
the installation | evel generate the necessary reports for
the RCI Portfolio Manager. The Portfolio Manager then has
both reporting information to spread success stories,
t echni ques, approaches, and solutions fromone project to
another. The Portfolio Manager may al so provi de program
eval uation data to hi gher echelons of Army | eadership.

7. Esti mated Overal | Cost

This thesis cannot attain relative expense data for
any of the tools the Arny enploys within its | essons
| earned program conference, training courses, policy

letters, contractor, or PAM
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D. NAVY AND MARI NE CORPS PROGRAM

1. Overvi ew

As of June 2003, the Navy and Marine Corps awarded 10
privatization projects. Their solicitation nodel is called
“public private venture."

2. Wor kshops

The Navy and Marine Corps jointly conduct periodic
wor kshops every three to six nonths.

3. Tr ai ni ng

The Mlitary Housing and Lodging Institute provides
foundation | evel and advanced courses in all areas of
housi ng managenent including custonmers, assets, and
finance.

4. Consul tants

Navy enpl oys Basil e Baumann Prost and Associ ates, a
private contractor, to organize, conpile, and maintain the
i nformati on generated at the | essons | earned workshops.

5. Esti mated Overal | Cost

This thesis cannot approxi mate expense of either the
wor kshops or training. Additional work hour and resource
costs associated with the docunentation are al so not

recorded within this thesis.

E. Al R FORCE PROGRAM

1. Overvi ew

As of June 2003, the Air Force awarded privatization
projects at 6 sites. The solicitation nodel is called

“housing privatization."
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2. Conf er ences

The Air Force Housing Privatization conducts an annual
conference every Novenber beginning in 2002. Approxi mately
100 personnel attend including MACOM staffers, acquisition,
housi ng managenent, engi neers, base | egal representatives,
and financial managers.

3. Acqui si tion Documnent

The Air Force processes request for proposal
acqui sition docunents. They are generic tenpl ates
generated by installations and sent through the major
command to identify and recomrend changes in the
privatization process. Information is vetted by a steering
group and di splayed on the Air Force web page.

4. Tr ai ni ng

In a cooperative effort with the Air Force, the
University of Maryland will provide a course for asset
managers. The course involves two weeks of instruction at
the university, a six-week break with interim study
(approxi mately one week of work through the web), and
anot her two weeks of instruction at the university. This
is currently in the formative stage while the two parties
finalize a nmenmorandum of agreenent. The first class is
schedul ed to begin on 22 Cctober 2003.

5. Publ i cati ons

a. Website
The Air Force intends to publish a quarterly

bulletin called “Tips and Myths” highlighting the | atest
intelligence on the privatization process. At this tine,
the idea is in the formative stage.
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b. Bul l etins
Air Staff produce nonthly bulletins in the form

of H-grams in an effort to increase comuni cation on the
| atest status and policies of privatization. These
bulletins are distributed to the Air Mg or Commands t hat
then distribute themto the installations.

6. Consul tants

The Air Force uses 5 different contractors to assi st
i n housing privatization: Jones Lang LaSalle Anericas
| ncor porated, Ernst and Young LLP, Basile Baumann Prost and
Associ ates, PSC Devel opnment Conpany, and Kornendi Gardner
Partners. One contractor is chosen for each project.

7. Esti mated Overal | Cost

This thesis can only approxi mate the trai ning expense
to equate to $600, 000 per annum  Additional work hour and
resource costs associated with the docunentation efforts
and contractors are not recorded within this thesis.
F. DEFI NI TI ON OF SUCCESS

The DoD nmaintains the only mlitary housing
privatization "l essons | earned" programwth definitive
obj ectives. However, all Services including the Joint
Chief of Staff simlarly define and support general
"l essons | earned"” prograns exhibiting their belief in
sharing and |l earning fromothers’ experiences.

The Joint Center for Lessons Learned (JCLL) located in
Norfolk, Virginia collects, processes, analyzes,
di stributes, and archives relevant | essons |earned from
operations, training events, and other sources to enhance
capabilities of the joint forces. It prepares and delivers
an analysis that identifies prior mlitary experiences, or
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“l essons | earned” with simlar situations.
(http://www. jwfc.jfcomm|/about/fact _jcll.htm

The Arny established the Center for Arny Lessons
Learned (CALL). According to their website, the CALL
m ssion involves collecting and anal yzing data froma
variety of current and historical sources, including Arny
operations and training events, and producing | essons for
mlitary commanders, staff, and students. CALL
di ssem nates these | essons and other related research
materials through a variety of print and el ectronic nedia.
(http://call.army.ml)

The Navy Lessons Learned System (NLLS) was devel oped
and inplenmented in response to a Navy requirenent for a
centrally managed, readily accessible, standardized | essons
| earned dat abase system The prinmary purpose of the NLLS
is to enhance Fl eet operational readi ness by collecting and
di ssem nating all significant |essons |earned, sunmary
reports, after action reports, and port visit reports from
Maritime Operations. The |essons may help identify
probl ens, issues, or requirenents, and, if known, suggest
corrections to these deficiencies. Lessons may al so
contain val uabl e and rel evant information concerning
doctrine, tactics, techniques, procedures, and systens.
(http://ww. nwdc. navy. m | /nlls)

The Air Force Center for Know edge Sharing Lessons
Learned and Air Force Know edge Managenent collects and
di ssem nates after action reports fromany event that has
Air Force participants. The primary focus includes
exercises and real world operations although sone
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informati on on natural disasters and experinents is also
avai l able. (https://afknow edge. | angl ey. af. m |/ af cks)

Al of these sources within each Service establish the
foll owi ng objective: current nethods nust be in place to
docunent, publish, and ensure application of |essons
| earned. The Services nust collect, process, analyze,
mai ntain, and distribute relevant | essons learned to
enhance operations and capabilities. Therefore, success
may be defined as when the past |essons, specifically
significant financially relevant | essons, are not repeated.
Lessons are in fact |earned upon docunentation and

di ssen nati on

G CHAPTER SUMVARY

DoD and the Services believe in determ ning and
i npl enenti ng best practices through a | essons | earned
program Each has a programin place, which is costly in
terms of actual budget dollars, resources, and work hours.
The question remains: are they getting a worthwhile return
on investnment? The follow ng chapter will present the
| essons | earned prograns of the Services.
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L1, LESSONS LEARNED

A DOCUMENTED LESSONS LEARNED

1. Overvi ew

This chapter reveals the | essons docunented to date
fromeach Service's |essons | earned program These | essons
appear in two forms: (1) general recomendation for other
sites or (2) policy directives establishing a baseline to
provide uniformty across the Service' s privatization
program

This research shows ideas are repeated up to four
times in different reports. This is either for the sake of
enphasi s or because the | esson was rel earned several tines.
For brevity, this thesis wll not reiterate | essons
docunented in nore than one report or briefing. |Instead,
each lesson will be highlighted only once. Also, due to
t he extensive nunber of |essons, this thesis selected 9
rel evant categories to best organize the information:
Ceneral, Staffing, Training, Project Solicitation,
Part nershi p, Project Devel opnent, Project Transition,
Proj ect Managenent, and Project C osure. Many |essons
actually overlap nore than one category. In those
i nstances, the | esson was placed in the category, which
appeared primarily relevant. This placenent was inherently
subj ective, but sonme approach was necessary to classify the
| essons.

As nentioned earlier, each Service awarded severa
projects since the inception of privatized mlitary housing

and possesses enough history to capture | essons |earned.
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These experiences offered the Services many opportunities
to reflect on the application of MHPI and what may be done
to inprove the process.

Based on the DoD and Services' |essons |earned
prograns, inprovenents are collected and reported
predom nately fromsites, which reached the "award stage."
These projects are enunerated below. Specific details are
provi ded in Appendi xes A to C

2. Arny Privatization Projects Awarded

Aside fromthe POMNPS site, the Arny awarded 5
privatization projects as of June 2003: (1) Fort Carson,
Col orado; (2) Fort Hood, Texas; (3) Fort Lewi s, Washi ngton;
(4) Fort Meade, Maryland, and (5) Fort Bragg, North
Carolina. These are wi dely dispersed across the continental
u. S.

3. Navy and Marine Corps Privatization Projects
Awar ded

Navy and Marine Corps awarded 7 privatization
projects: (1) Kingsville Naval Air Station, Texas; (2)
Everett Naval Station, Washington; (3) Canp Pendl et on
Marine Corps Base, California; (4) San D ego Naval Conpl ex,
California; (5) New Ol eans Naval Conpl ex, Louisiana; (6)
Sout h Texas Naval Conplex, Texas; and (7) Beaufort Marine
Corps Air Station, South Carolina. The Navy |ikew se
experienced projects in different parts of the country, but
had several nore than the Arny.

4. Air Force Privatization Projects Awarded

Air Force awarded 6 privatization projects: (1)

Lackl and Air Force Base, Texas; (2) Robins Air Force Base,
Ceorgia; (3) Dyess Air Force Base, Ceorgia; (4) Elnmendorf

Air Force Base, Alaska; (5) Wight-Patterson Air Force
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Base, Onhio; and (6) Kirtland Air Force Base, New Mexi co.
Awar di ng a nunber close to that of the Navy, the Air Force
has simlar diversity in project |ocations.

B. DATA COLLECTI ON
As discussed in Chapter |1, the Services apply
different standards to the inplenentation of privatization.
Additionally, this research shows they docunent |essons
| earned and share this information differently as well.
The Arny and Air Force willingly provided access to
i nformation, but they wanted assurances of safekeeping.
However, the author found gathering information fromthe
Navy and Marine Corps nore difficult. Due to tine
limtations, attenpts to gather information were term nated
by 31 July 2003. There is no reason to believe that the
generalizations drawn fromthe Arnmy and Air Force
experiences would be dramatically different if conplete
i nformati on were obtained fromthe Navy and Marine Cor ps.
The | essons docunented bel ow are a cul m nation of the
i nformation provided by representatives in OSD and three
Services. It is not all-inclusive due to unavailability of
proprietary information as well as Services not forthcom ng
with requested data as di scussed above. As a side note,
t he Navy manages a website to extract useful |essons
| earned al though it has been unavail able for nonths.

C. GENERAL LESSONS

Lessons general in nature or which affect nore than
one phase are described bel ow
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. Capture | essons |earned and push authority to the
field to speed up the process (Air Force Lessons Learned
Wor kshop, 1998)

. Provi de specific guidelines-- all guidance should
be noted as goal/desire or a hard fast rule (Air Force
Lessons Learned Wrkshop, 1998)

. Al'l parties should commt to realistic and cl ear
m | estone schedul es (Air Force Lessons Learned Wrkshop,
1998)

. Hi gher headquarters conments were consistently
sent to the field uncoordinated and “piece-neal” (Air Force
Lessons Learned Wirkshop, 1998)

. The sharing of privatization project successes
can assist in reducing people's normal resistance to change
(PEP, Decenber 2000)

. I nstal | ati ons shoul d establish and mai ntain open
I ines of conmmuni cation and partnering w th devel oper
t hrough the design, construction, and operations phases of
t he project (PEP, Decenber 2000)

. Enphasi ze conmuni cati on between pl ayers and
residents (MHPI Wor kshop, 2002)

. Avoid conparison to mlitary famly housing and
community housing as it confuses players and residents
(MHPI Wor kshop, 2002)

. Ensure | ocal involvenent throughout the process
including identification of needs and execution (MVHP
Wor kshop, 2002)
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. Ensure chain of command takes an active role in
supporting privatization as a successful concept (MP
Wor kshop, 2002)

. Provi de generous nmarketing information on
privatization pluses (Fow er, June 2002)

. | nvol ve chain of conmand in pronoting
privatization through the ranks and conmmuni cating change to
af fected enpl oyees (IVHPI Wor kshop, 2002)

. Optim zing the use of privatization authorities
and minimzing risk in the structure’s docunents is an

evol utionary experience (VHPI Workshop, 2002)

. Al ways | ook for opportunities to inprove
accounting procedures, operations, finance, devel opnent,
etc (RCl Lessons Learned Sem nar, 2002)

. Conmmuni cati on essential between the installation

and devel oper (RCl Lessons Learned Sem nar, 2002)

. Chain of command nmust be involved to tell the
good news story (RClI Lessons Learned Sem nar, 2002)

. Coordi nate information canpaign with Garrison
Commander, Public Affairs Ofice (PAO, Departnent of
Public Wrks, RCl Project Manager, and functional area
subj ect matter experts (SMES) to build acceptance and

overcome concerns (RClI Lessons Learned Sem nar, 2002)

. Consul tants help fill the gaps in installation
skill sets (RClI Lessons Learned Sem nar, 2002)
. Share informati on as much as possible with other

| ocations through formalized coordination; |ocal issues are

not al ways | ocal (RClI Lessons Learned Sem nar, 2002)

29



. Leverage nane recognition where possible during
good news story; Public Affairs Ofices are integral to the

process (RClI Lessons Learned Seninar, 2002)

. Coordi nate Press events to take advant age of
nmedi a mar ket s wherever possible; use controversy to an
advant age (RCl Lessons Learned Sem nar, 2002)

. Be vigilant in ensuring safety of proprietary
information in a highly conpetitive environnment; |essons
| earned versus technical leveling (RCl Lessons Learned
Sem nar, 2002)

. I ndi viduals with access to project devel opnent
pl ans and ot her proprietary products must take every
precaution to protect them and ensure that there is not
even the perception of inpropriety (RCl Lessons Learned
Sem nar, 2002)

. | mpl ementing both RCl and utility privatization
programs concurrently, or near simnultaneously, adversely

i mpacts the RClI project (RClI Lessons Learned Sem nar, 2003)

. Address all issues, small and large, early and at
the appropriate |levels (RCl Lessons Learned Sem nar, 2003)

D. STAFFI NG LESSONS

The “staffing” category describes any |essons |earned
regarding personnel requirenents throughout the entire
privatization process. The docunented | essons are depicted
bel ow.

. Establish all responsible offices early on in the
process and specific point of contacts vertically and
horizontally within all offices involved (Air Force Lessons

Learned Wor kshop, 1998)
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. Establish a matrix for all key decision process
points and ensure all "required reviewers" are identified
with their specific area of expertise (Air Force Lessons
Learned Wor kshop, 1998)

. The | evel of consultant expertise and consultant
consistency is critical to the success of the overal
proj ect process (Air Force Lessons Learned Wrkshop, 1998)

. Installation | evel contracting personnel need to
be imersed in the solicitation process as soon as possible
even if they do not actually award the contract (Air Force
Lessons Learned Wrkshop, 1998)

. Better conmmuni cation occurs when senior enlisted
and other local staff are involved in the privatization
effort (PEP, Decenber 2000)

. Garrison Commander nust provide guidance to the
all ocation of "low density" skill sets (RCI Lessons Learned
Sem nar, 2002)

. Include mlitary personnel on government housing
of fice staff (IVHPI Wborkshop, 2002)

. I ncl ude privatized housing occupant as a
representative nenber of the advisory board (MHPI Wor kshop,
2002)

. Enpl oyee search may have to be broadened when
| ocal markets cannot support hiring requirenents (RC
Lessons Learned Sem nar, 2003)

. Set staffing |levels at one per 1,000 on-post
famly housing units plus 3.5 man-years of effort for
overhead per site (Arny Policy Directive #6)
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. Mai ntain current staffing | evels throughout the
transition phase fromthe Arny to the devel opnent partner,
start the personnel ranp down at the end o the transition
period (Arnmy Policy Directive #6)

. Excl ude Community Honefindi ng, Rel ocation, and
Referral Services (CHHRS) and Deposit \Waiver Program ( DWP)
manpower spaces fromstaffing (Arny Policy Directive #6)

E. TRAI NI NG LESSONS

Any | esson reconmmendi ng instruction or in depth
research was categorized as “training” and is found wthin
t hi s paragraph.

. Housi ng Mangers need to be properly trained in
the various transition aspects of the privatization
structure (PEP, Decenber 2000)

. Housi ng Managers need to be prepared for the
transition prior to privatization, including |essons

| earned fromearlier projects (PEP, June 2002)

. Prior to start of construction, training sessions
shoul d be provided to appropriate installation personnel to
help famliarize themwth |ocal building codes and
practices (PEP, June 2002)

. Provi de educational PPV classes for enpl oyees
defining the private versus governnent goals (MHP
Wor kshop, 2002)

. Train installation personnel prior to
privatization through | essons |earned senmi nars, University
of Maryl and cl asses, negotiation training, National
Devel opnent Council Financial Certification, RCl Executive

Ki ck-offs (RClI Lessons Learned Sem nar, 2002)
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. Engage installation Staff Judge Advocate to
counsel enpl oyees on ethics rules (RCl Lessons Learned
Sem nar, 2002)

. Conduct project devel opnment plan preparation
training 2-3 nonths prior to devel oper selection (RC
Lessons Learned Sem nar, 2003)

. Educate all stakeholders in their roles in
Portfolio/ Asset Managenent (PAM (RClI Lessons Learned
Sem nar, 2003)

F. PRQIECT SCLI Cl TATI ON LESSONS

As described earlier in Chapter 1l, each Service
solicits private i ndustry parti ci pation differently.
However, sonme |essons crossed all practices and are found

bel ow.

. Conducting an Industry forum may not always be
productive. An extensive amount of resources (manpower and
funds) are required to conduct a productive forum (A r
Force Lessons Learned Workshop, 1998)

. Difficult for design and construction eval uators
to read drawi ngs and determ ne types of materials used for
facilities. Al materials shown in sections, details,
el evations, and any other draw ngs should be a specific
scale and clearly identified in witten text (Air Force
Lessons Learned Wrkshop, 1998)

. There was sone difficulty in determning
“devel oper equity.” If “devel oper equity” information is
required, it should be clearly defined (A r Force Lessons
Lear ned Workshop, 1998)
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. Source Sel ection Teans should ensure continuity
of understanding and intent of the project structure and
nature by including installation | evel representation (PEP
Decenber 2000)

. Install ations should establish and schedul e
peri odi c partnering neetings (Executive Report Decenber
2000)

. The Request for Qualification (RFQ/Request for

Proposal (RFP) process can still be refined further (PEP
June 2001)
. Streanl i ne source sel ection process (MHP

Wor kshop, 2002)

. Maxi m ze use of consultant (Jones Lang LaSall e)
for real estate and financial advice (WVHPI Wrkshop, 2002)

. The nunber of bids received for a project has
been dependent on the size and | ocation of the project
(MHPI Wor kshop, 2002)

. Source selection teans shoul d include
installation | evel representation to ensure continuity of
under standing and intent (MHPI Wor kshop, 2002)

. Specify in advance the requirenment for |oan
conpetition (RCl Lessons Learned Sem nar, 2002)

. Language in RFQ nust be clear, precise, and
consi stent (RCl Lessons Learned Sem nar, 2002)

. Consi deration should be given to issuing request
for mninuns for a specific solicitation prior to issuing
the conplete RFQ (RCl Lessons Learned Sem nar, 2002)

. Potential additions to scope to include potenti al
clients should be acknowl edged early on and reflected in
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RFQ | anguage that provides sufficient flexibility to
accommodat e the scope addition (RClI Lessons Learned
Sem nar, 2002)

. Source selection plan should be sufficiently
broad to accommobdate nmultiple acquisitions utilizing a
simlar acquisition approach and i ncrenents of scope
rel ated, which do not require nodification of the
acqui sition strategy (RCl Lessons Learned Sem nar, 2002)

. I nstal |l ati ons, Mjor Commands, and privatization
of fices nust nmake every reasonable effort to ensure open
and fair conpetition (RCl Lessons Learned Sem nar, 2002)

. Source Sel ection and Eval uati on Board ( SSEB)
nmenbers need to be sel ected based upon their know edge of
the process and the vision of the organi zation they

represent (RCl Lessons Learned Seninar, 2002)

. Hire local market expertise to assist in
negotiation and review as real estate is |local and dynamc
(RCl Lessons Learned Sem nar, 2002)

. Bewar e of unique fee structures and financing
(RCl Lessons Learned Sem nar, 2002)

. Conduct due diligence prior to selection of
partner (Bol den, 2003)

. Expansi on of footprint at RFQ stage would be |ess
costly and nore tinely should changes occur during
devel opnent of project plan (RCl Lessons Learned Seni nar,
2003)

. Instal l ation nust devel op footprint before
envi ronnment al studies begin (RCI Lessons Learned Seni nar,
2003)
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. Instal l ati ons should include all feasible |and
areas in the environnmental assessnment footprint (RC

Lessons Learned Sem nar, 2003)

. Foot pri nt changes that cause cost increases wll
be funded by installation/devel oper (RClI Lessons Learned
Sem nar, 2003)

. Al'l installation reviewers including
privatization office staff, tech specialists, and | awers
nmust review the first draft environnmental docunents (RC

Lessons Learned Sem nar, 2003)

. The partner is responsible for additional
envi ronnment al sanpling necessary to obtain funding for
project (RClI Lessons Learned Sem nar, 2003)

G PARTNERSHI P LESSONS

The | essons | earned involving the partnership or the
wor ki ng rel ati onshi p between the governnment and private
i ndustry were placed in the “Partnershi p” category. The
docunent ed | essons are descri bed bel ow.

. Establish a review and approval procedures in
witing and ensure all docunents sent out for review have a
speci fic suspense date (Air Force Lessons Learned Wrkshop,
1998)

. Ensure the contract has a nmechanismfor requiring
gover nnent approval before devel oper changes any team
menbers, especially if the nenber played a key role (Ar
Force Lessons Learned Wrkshop, 1998)

. Managenent Review Conmittees are effective nmeans
of resolving issues and probl enms concerning both the

devel oper and the Service (PEP, Decenber 2000)
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. Est abl i sh Arny/ devel oper partner relationship
early through neetings, functions, and workshops (MHP
Wor kshop, 2002)

. Ensure chain of comrand presents supportive and
under standi ng rol e, provides periodic progress report, and
is a great partner (MVHPI Wborkshop, 2002)

. | nfform partner early on of any environnental,
infrastructure, security, or master planning constraints
(RCI Lessons Learned Sem nar, 2002)

. I nstal | ati ons shoul d support devel oper on
taxation issues and be prepared to educate | ocal decision
makers (RCl Lessons Learned Sem nar, 2002)

. Rel ati onshi ps shoul d be defined early due to the
i nvol venent of many stakehol ders (RClI Lessons Learned
Sem nar, 2002)

. Partnershi p between Arny and private sector is
nmut ual Iy beneficial (RClI Lessons Learned Sem nar, 2002)

. Partner early and communi cate effectively as well
as often (RClI Lessons Learned Sem nar, 2002)

. Navi gate | aws, regul ations, and policies together
as a team (private conpany and RCI) (RCl Lessons Learned
Sem nar, 2002)

. Buil d strong partner relationship vice contractor
rel ati onship (RClI Lessons Learned Sem nar, 2002)

. Provi de cl ear description of roles and
responsibilities (RCI Lessons Learned Seninar, 2002)

. Co-| ocate devel oper with privatization office for
col l aboration efforts (RCI Lessons Learned Sem nar, 2002)
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. Privatization office and partner team should be
in close proximty to each other, to pronote frequent and

open communi cation (RCl Lessons Learned Sem nar, 2003)

. | ndoctrinating the partner in the culture of the
mlitary and the installation is critical to successfully
establishing the partnership (RCI Lessons Learned Sem nar,
2003)

. Capitalize on partnering session by progranm ng
full work days immediately following training (RCl Lessons
Learned Sem nar, 2003)

. Command's vision is a critical influence on the

partnership's vision (RCl Lessons Learned Seni nar, 2003)

. Negoti ate policies wth devel opnent partner (MP
Wor kshop, 2002)

H. PRQIECT DEVELOPMENT LESSONS

The “Project Devel opment” category includes docunented
| essons fromeach Service | earned in the planning or
devel oping of the project. For the Arny, this occurs after
the contractor is selected. All other Services generate a
project plan then submt a request for proposal based on
the plan. Regardl ess of when the project is devel oped, the

| essons again apply across all Services.

. Use of private sector Title Il service oversight
may be useful during construction (PEP, Decenber 2000)

. I nstal | ati ons and devel opers shoul d consi der

storage space and parki ng needs (PEP, June 2001)

. I nstal | ati ons shoul d have a contingency plan for
handl i ng environnental hazards (PEP, Decenber 2001)
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. Exam ne installation force protection and | egal
i ssues to devel op a conprehensive plan/set of rules to
address civilian housing and civilian access (PEP, Decenber
2001)

. Enphasi ze property managenent in selection (VHP
Wor kshop, 2002)

. El i m nate two-bedroomunits from devel opnment plan
(MHPI Wor kshop, 2002)
. Structure performance incentive based deal s

aligning Arnmy and partner interests (MHPI Workshop, 2002)
. Assess environnmental conditions and utility
infrastructure early (VHPI Workshop, 2002)
. | nvol ve the custoner in the devel opnent process
(MHPI Wor kshop, 2002)

. Set new and repl acenent construction m nimm
standards for reference points during devel opnent plan
preparation (RCI Program O fice, 27 Novenber 2002)

. Devel op an Service-level universal plan for
resident paynment of utilities before rent begins (RC

Lessons Learned Sem nar, 2002)

. Provide early guidance as to recoverability of
devel opnment costs incurred (RCI Lessons Learned Sem nar,
2002)

. Real i ze and be prepared for non-routine processes
to include key and essential personnel, exceptional famly
menbers, and summers surge (RCl Lessons Learned Semi nar,
2002)
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. Define requirenents early and often as many
codes, standards, and acts pertain (RCl Lessons Learned
Sem nar, 2002)

. Place risk on partner as it is best suited to
take it and is the | east expensive solution (RCl Lessons
Learned Sem nar, 2002)

. Combi ne private sector and Arny standards to find
the optimal m x (RClI Lessons Learned Sem nar, 2002)

. Create universal resident responsibility
agreenent format and nake avail able early in project

devel opnment (RCl Lessons Learned Sem nar, 2002)

. | dentify subject matter experts early to support
di scussi ons on Finance Plan, Property Operation Plan, Legal
and Governance Pl an and Devel opnent Plan (RClI Lessons
Learned Sem nar, 2002)

. Excl ude environnental ly sensitive areas in
footprint unless absolutely necessary (RClI Lessons Learned
Sem nar, 2002)

. Bring out environnental issues early in the

process (RCI Lessons Learned Sem nar, 2002)

. Envi ronnental requirenments can be the binding
time constraint--use the "80%rule"” (RClI Lessons Learned
Sem nar, 2002)

. Prioritize and bal ance the project sources and
uses of funds (RCl Lessons Learned Sem nar, 2002)

. Initial proposed footprint should have
flexibility to acconmpdate nodifications to achieve fina

proj ect devel opnment plan (RCl Lessons Learned Sem nar,
2002)
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. Seni or | eaders should be intimately involved in
proj ect devel opnment deci si on-nmaki ng process (RCl Lessons
Learned Sem nar, 2002)

. Est abl i sh partner proposal as starting point in
proj ect devel opnent plan negotiations (RClI Lessons Learned
Sem nar, 2002)

. Determine utilities capacities and conditions
(RCl Lessons Learned Sem nar, 2002)

. Consult with the State Historic Preservation
Ofice (SHPO early (RClI Lessons Learned Sem nar, 2002)

. Reach a flexible programmatic agreenent regarding
hi storic preservations prior to finalizing the devel opnent
plan (RCl Lessons Learned Sem nar, 2002)

. Consi der special Process Action Teamto gather
t he appropriate understanding of how mlitary housing costs

shoul d be allocated (RClI Lessons Learned Sem nar, 2002)

. Full teanms are not required to be onsite ful
time in order to be productive (RCI Lessons Learned
Sem nar, 2003)

. Qual ity of devel opnent plan is not determ ned by
page count (RClI Lessons Learned Sem nar, 2003)

. The devel opnment pl an should provide for efficient
flexibility in response to change in the future (RC
Lessons Learned Sem nar, 2003)

. Changes to programrequirenments can result in

nodi fications to the scope (RCl Lessons Learned Sem nar,
2003)
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. Service | eadership should nore clearly define the
requi renents and expectations of the devel opnent plan

submi ssion (RClI Lessons Learned Seninar, 2003)

. Portfolio/ Asset Managenent (PAM requirenents and
asset managenent staffing guidelines need to be established
upfront in devel opnent plan process (RClI Lessons Learned
Sem nar, 2003)

. Al |l ow devel oper to rent to civilians under
speci fic guidance outlined during the negotiations of the

devel opnent plan (Armmy Policy Directive #2)

. Devel op and conduct resident satisfaction surveys
via third party specialist consultant, require devel opnment
partnership to finance a portion of the cost, conduct sem -
annually for the first five years, and require sunmary
results forwarded t hrough command channel s to Headquarters
Departnment of the Army (Arny Policy Directive #7)

. Cap rent at the Basic Al owance for Housing |evel
(Arny Policy Directive #9)

. Allowmlitary residents to pay rents in arrears
(Army Policy Directive #8)

. Prohi bit security deposits for mlitary residents
and allow security deposits for civilian residents (Arny
Policy Directive #10)

. Use | ocal standards and private-sector best
practices, establish m ninum space standards equivalent to
mlitary construction space standards, allow devel opnent
partner to recommend additional standards for negotiation,
devel op incentives to encourage devel opnent partner to
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exceed m ninum and establish/approve additional standards
t hrough the integrated process team (Arnmy Policy Directive
#12)

. Require the school systemto fund additiona
school requirenents resulting fromprivatization, include
st akehol ders early-on during planning process, continue to
set aside |land for school use, phase privatization to track
closely with school construction/upgrade, and consider

future exceptions (Arny Policy Directive #13)

PROQIECT TRANSI TI ON LESSONS

The | essons involving the actual handover of
government property to a private devel oper are described in
the “transition” category. The docunented | essons are
found bel ow.

. When significant existing units are transferred
at transaction closing, it is desirable to initially have a
separate central entity to facilitate | ease signing and, if

applicabl e, allotnment execution (PEP, June 2001)

. Privatization |lease signing is a significant
cul tural change and requires an advertising plan (MHP
Wor kshop, 2002)

. Al |l ocate anple transition period (MHPI Wbrkshop,
2002)

. M nim ze resident inpact especially during
transition (VHPI Wbrkshop, 2002)

. Al'l ow governnment housing office to initially
control referrals and assignnents (IVHPI Wr kshop, 2002)
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. The transition to private housi ng has many
i npacts: chain of conmand, excessive damage to units,
i ncreased reportable incone (RCI Lessons Learned Seni nar,
2002)

. Budget for transition cost nust be negotiated and
agreed to before notice to transition (RClI Lessons Learned
Sem nar, 2002)

. Provide early access to housing office records
and keep inforned of decisions inpacting operations (RC

Lessons Learned Sem nar, 2002)

. Ensure BAH file correct during initial conversion
to mnimze negative inpact or problens (RCI Lessons
Learned Sem nar, 2002)

. Closing the mlitary housing office should begin
10 weeks before turnover of assets/operations with a weekly

tel econference (RCl Lessons Learned Sem nar, 2003)

. Transfer assets and operations to the devel oper
partner on the first day of the nonth as determ ned during

devel opnent plan negotiations (Army Policy Directive #4)

J. PRQIECT MAI NTENANCE LESSONS

Once the transition occurs and the contractor assunes
responsi bility of the governnent property involved, the
“mai nt enance” phase begins. The | essons docunented from
this period are defined bel ow

. More effective use of the privatization
authorities as well as mnimzing risk in the structure's
docunents is an evol uti onary experience (PEP, Decenber
2000)
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. Install ations should be aware that a project may
encount er weat her and environnmental issues that extend
proj ect schedul es (PEP, June 2001)

. Title I'l (construction inspection) oversight is
necessary during construction, and the inspection should be
tailored to neet the needs of the specific MHPI project not
t he needs of the MLCON project (PEP, June 2001)

. Tenant Leases nmust conply with individual state
| aws (PEP, June 2001)

. One installation has a web site to provide
i nformation about its project and to solicit comrents from
tenants. They also found it useful for answering inquiries
from ot her bases (PEP, June 2001)

. | nspecti on personnel should be funded and in
pl ace prior to start of construction (PEP, Decenber 2001)

. Wth projects in which rental paynents by
al l otnment were not directed to the devel oper, problens
occurred with | ate paynents and/ or non-paynent of rent from
servi ce nenbers (PEP, Decenber 2001)

. Mnimze turnoil to famlies through proper
timng of noves (MHPI Workshop, 2002)

. Provi de periodic in-progress reviews to Garrison
Commander to nmonitor RCl progress (RCI Lessons Learned
Sem nar, 2002)

. Mai ntain Arny comrunity standards--good order and
di scipline; retain comunity standards regulation with
chain of command support (RClI Lessons Learned Sem nar,
2002)
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. Construction sites nust avoid or mnimze inpacts
to: threatened and endangered species, historic properties,
wet | ands, and hazardous nmaterial sites (RClI Lessons Learned
Sem nar, 2003)

. An effective Managenment Council needs a broad
vision from| eadership, i.e. serving famlies as nore than
housi ng requirenents (RCl Lessons Learned Sem nar, 2003)

. Conduct Housi ng Mar ket Anal yses (HVAs) every 3-5
years and when the installation or community experiences
significant changes in denographics, supply of housing,
econoni cs of the region, and/or basic allowance for housing
(Arny Policy Directive #1)

. | mpl ement Housi ng Market Anal yses (IMHAs) to align
with privatization execution schedul es (PEP, June 2002)

. Communi cate to service nenbers the inportance of
respondi ng to tenant surveys (PEP, June 2002)

. The perception held by service nenbers that
renovated units are less attractive than newy constructed
units is considered a marketing chall enge that nust be
solved in order to | ease these units faster (PEP, June
2002)

. Ongoi ng data gat hering/ anal ysis conpari ng actua
utility charges to the utility allowance is inportant to
continued resident satisfaction (PEP, June 2002)

. Det erm ne and publish clear policies early in the
process (IVHPI Wbrkshop, 2002)

. Ensure thorough processing and nonitoring of rent
allotments (MVHPI Wor kshop, 2002)
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. Conti nue Commander's control (RCl Lessons Learned
Sem nar, 2002)

. Conduct regul ar stakehol der neetings (RClI Lessons
Learned Sem nar, 2002)

. Third party private firm should provide
construction quality assurance (RClI Lessons Learned
Sem nar, 2002)

. Provi de on-site governnent supervision and

managenent (RClI Lessons Learned Sem nar, 2002)

. Put mlitary famlies in front of the caneras
whenever you can (RCl Lessons Learned Sem nar, 2003)

. Look for innovative ways to showcase
privatization of mlitary housing (RCl Lessons Learned
Sem nar, 2003)

. Arny retains furniture responsibility for
furnishing in privatized housing (RCI Lessons Learned
Sem nar, 2003)

. Clearly identify project funding for General or
Flag O ficer Quarters (RCl Lessons Learned Sem nar, 2003)

. Government will continue to pay for |ocal noves
of soldiers from adequate off-post housing to privatized
on- post housing and the non-tenporary storage of excess
househol d goods (Arny Policy Directive #3)

. Use an Service-wide third party vendor to provide
t he Services necessary to process rental payments fromthe
residents to the devel oper partner (Arny Policy Directive
#5)
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. Requi re devel opnent partner to recogni ze the
right of surviving spouses and famlies to remain in RC

housing for up to 180 days (Arny Policy Directive #9)

. Arny continue to conduct and pay for |and surveys
(Army Policy Directive #11)

. Devel op a standard | ease agreenent and al |l ow
addenda to be added by the installations capturing unique
requirenments (Arny Policy Directive #14)

K. PRQIECT CLOSURE LESSONS
This research did not |ocate any docunented project

cl osure | essons | earned.

L. CHAPTER SUMVARY

The gat hering of docunented | essons | earned proved
extrenely difficult. Most |ists were conprised of ideas
t hat seened obvi ous, although a few | essons were noteworthy
and appeared to have been | earned. Each of the Services
was hesitant to provide this information quoting it was
proprietary in nature. The Departnment of Defense and its
Services in fact should shield a portion of the information
fromprivate conpani es who nmay conpete for a future project
for two reasons. First, if one conpany gains access to
i nformati on and another does not, this may taint and hinder
the privatization process when the latter cries foul.
Second, the particular practices or procedures the
contractor brings to the table, which gives it the "edge"
cannot be divulged to their conpetitors, exhibiting again a
proprietary nature. However, this research shows the
Services qui ck negative response to sharing information
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i ncluded nore than the above sensitive details. They
hesitated to provi de generic successes and fail ures--
| essons. Additionally, some Service representatives
functioning in the privatization office did not know where
to find or if a solitary list of |essons |earned exists.
Regardl ess of the reason, the conpleteness of this
docunent ed | essons | earned catal og is based on the
cooperation of Service-level privatization offices and the
access or ability to locate | essons | earned. The above
[ist is not conprehensive, nerely the | essons docunented
bet ween Cctober 1998 to July 2003, which were obtai ned
within the tineframe permtted for this research. The
| essons | earned program for one specific research site wll

be evaluated in the next chapter.
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| V. PRESI D O OF MONTEREY AND NAVAL POSTGRADUATE
SCHOCOL CASE STUDY

A OVERVI EW

Presidio of Monterey proposed to |lease its entire
inventory of 2,268 famly housing units to a sel ected
private sector partner. In exchange, the partner provides
repl acenent housing, comrunity anenities, new construction,
denolition, |ong-term operation, managenent and
mai nt enance, and rehabilitation of existing famly
housi ng. This agreenent would exist for a fifty-year
period with a twenty-five year renewal clause. Twenty
conpani es conpeted for this opportunity, but only 3 of
t hese conpetitive bids fell wthin the conpetitive range.

On 9 July 2002, Congress awarded the Monterey famly
housi ng privatization initiative to Cark Pinnacle Fam |y
Communities LLC and approved the Conmmunity Devel opnent and
Managenent Plan (CDWP) on 30 June 2003, worth $790.8
mllion during the initial devel opnent period (ten years)
and up to $3.5 billion over the next 50 years.

Clark Pinnacle Famly Communities LLCis a joint
busi ness enterprise between Cark Realty and Pinnacl e
Real ty Managenent Conpany. Headquartered in Bet hesda,
Maryl and; the Clark organization is one of the country’s
| eadi ng real estate conpanies and the | argest privately
hel d general building contractor in the nation.

Pi nnacl e Realty Managenent Conpany is an international
real estate investnent managenent firm headquartered in
Seattl e, Washington. Pinnacle provides both nultifamly
residential and comrercial real estate owners and investors

with a broad scope of realty services, including the
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acquisition, disposition, rehabilitation, property
managenent financing, and repositioning of real estate
assets. (RCI Newsletter, Cctober 2002)

An innovative public-private partnership between the
US Any, US Navy, and Cark Pinnacle has been forned to
pl an, program devel op, construct, and/or manage a total
portfolio of approximately 8,000 mlitary fam |y housing
units in three distinct mlitary communities. dark
Pinnacle is currently working wwth the U S. Arny on
devel opment plans for famly housing at Fort Belvoir in the
Washi ngton, D.C. area and Fort Irwin/Mffett/Parks Mlitary
Housing in California. As noted earlier, Cark Pinnacle
recently partnered with both the Army and Navy on plans for
mlitary housing in Seaside, California.
(www. cl ar kpi nnacl e. com

The Presidio of Monterey and Naval Postgraduate School
venture is the first successful Army-Navy joint privatized
mlitary housing project. To date it is in the “awarded
phase” with the handover to Cark Pinnacle Famly
Communities LLC to occur on 1 Cctober 2003, and

construction to begin in Novenber 2003.

B. DATA COLLECTI ON

The research in this case study predom nately invol ved
interviews with nenbers of the RCI teamin Monterey,
specifically with M. Pat Kelly, RCl Director, and M. Brad
Collier, RCI Deputy Director/Project Manager. They
provided a conpiled list of major |essons |earned to date
for the Monterey project. Upon careful inspection, the
| essons coul d be dissected into two distinct categories:
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(1) lessons enployed from previous projects or outside
information found to be successful and (2) |essons | earned
the hard way--living through them This thesis focuses on
the latter.

This chapter will first conpare the | essons |earned
within the Monterey project to | essons docunent ed
previously fromother projects. The conparison wll
exhibit in at |east one fashion whether the currently
exi sting | esson | earned prograns effectively closed the
know edge gap.

Second, this chapter will address additional |essons
| earned which this research did not find as docunented in
prior housing projects. |If not nmerely localized | essons,
this research also reviewed what actions the RCl office
i npl enented to ensure the | esson was properly docunented
and the relevant information was passed on to future

proj ects.

C. LESSONS REVI SI TED

The Presidio of Monterey and Naval Postgraduate School
did revisit a nunber of |essons previously |earned from
ot her privatization projects. The following information is
organi zed using the categories used by the author in
Chapter I1l1. Wen no | essons are repeated within a
particul ar category, this fact is annot at ed.

1. General Lessons

No repeat |essons noted within this category.
2. Staffing Lessons

The Monterey privatization project felt the

reper cussi ons of not having all key personnel hired,
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trained, and in action fromthe beginning of the
privatization process as recommended from ot her projects.
They did not have the finance representative position
filled until late into the project. They describe the

| esson | earned as: “RCl key personnel nust be on
board/trained in real estate financing and property
managenent prior to partner comng on site.” (RClI—-Monterey
Bay Maj or Lessons Learned, 2003) This directly corresponds
to the | esson docunented at |east once as found in the Air
Force Lessons Learned Wrkshop in 1998, which recommended
establishment of all responsible offices early on in the
process and specific points of contact vertically and
horizontally within all offices involved. This is not a
surprising shortcomng, since it often occurs in all types
of project inplenentations.

The inpact of relearning this | esson neant the
Monterey RCI Project had to function without a finance
representative throughout the buil d-up process.

Addi tionally, once hired on 30 June 2003, and only a few
nont hs before construction begins, the new enpl oyee had to
catch-up on the details of a conplex and | arge project in
addition to receiving necessary training.

3. Trai ni ng Lessons

No repeat | essons noted within this category aside
fromwhat is noted in staffing lessons. |If know edgeabl e
personnel are enployed fromthe outset, then training
shoul d be present a significant |esson.

4. Project Solicitation Lessons

The Monterey project |earned that the identification
of the RCl footprint nust be conpleted very early in the
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process. (RClI—-Mbonterey Bay Maj or Lessons Learned, 2003)
Previous mlitary housing privatization projects docunented
t hat planners nust ensure the footprint is “inclusive” vice
“exclusive” to ensure additional costs do not occur when
expanding the footprint. Specifically, the RCl Lessons
Learned Sem nar in 2003, recommended installations to
include all feasible and areas in the environnental
assessnment footprint.

This | esson was docunented after the Monterey project
determ ned their footprint, which suggests the
di ssem nation occurred after it was of value to this site.
This thesis does not analyze the tinmeliness of distributed
data, rather only if the | esson was rel earned upon
di ssem nation. That did not occur in this case.

5. Part nershi p Lessons

Anot her relearned | esson involved the formul ati on of a
true partner relationship between the privatized mlitary
housi ng office and the private contractor. Docunented
| essons | earned from other projects suggested the
privatization office establish a review and approval
procedure in witing and ensure all docunents sent for
revi ew have a specific due date. (Air Force Lessons Learned
Wor kshop, 1998)

The Monterey RCI office noted difficulty in receiving
tinmely CDWP docunents even after they inplenented due
dates. (RClI—-Monterey Bay Major Lessons Learned, 2003) The
private contractor felt no obligation to conply with
internal due dates set by the RCl O fice. They consuned
the majority of tinme available in tinme-sensitive
requirenents while the RClI office was forced to react
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within short tinmelines. This caused an unfair allocation
of time between the two partners. The |lack of concern over
suspense dates may be due in part to the difference in
cultures, mlitary versus civilian. However, this is also
docunented as a previous | esson | earned from ot her
privatization projects. The privatization office should
i ndoctrinate the partner in the culture of the mlitary and
the installation to successfully establish a partnership.
(RCI Lessons Learned Sem nar, 2003) Although not
docunented as a | esson | earned, the governnent
privatization office mght notivate the private conpany to
conply with deadlines through penalty clauses. O herw se,
the contractor feels no cost for nonconpliance.

6. Proj ect Devel opnent Lessons

Upon sel ection of the private contractor for the
Monterey project, the RCI Mnterey team quickly confronted
a partner with little desire for negotiation on devel opi ng
a project plan. (RClI-Monterey Bay Maj or Lessons Lear ned,
2003) dark Pinnacle Famly Communities LLC believed their
submtted plan was final and approved. Mich expl anation
and coercion occurred prior to the private contractor’s
understanding that their “approved” proposal served only as
a baseline for further negotiation. This understanding
shoul d be known up front and prior to solicitation as was
docunented in previous | essons |earned. Specifically, the
RCI Lessons Learned Sem nar in 2002, recomended,
“establish partner proposal as starting point in project
devel oprent . ”

The Monterey project’s managers judged that perform ng
t he “environnmental assessnment” and “Meets and Bounds”
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survey prior to clearly defining the footprint in the CDW
process is procedurally backwards and costly. Al though
this | esson was experienced previously on other projects,
the Monterey project could not learn and adjust fromthe
| esson. This relearned | esson does not inpact upon the
success or failure of the | esson | earned program based on
the earlier definition, because the Monterey office did not
have sufficient tine to | earn.

7. Project Transition Lessons

Thi s phase has not occurred to date in the Mnterey
project. However, the follow ng | esson is best categorized
within the transition phase. The Monterey RCl Ofice
realized resident entitlenent issues nust be addressed in a
timely and cl ear manner. (RClI—-Monterey Bay Maj or Lessons
Learned, 2003) Although this | esson was indicated from
previ ous projects, the Monterey site nmerely happened upon
how recei pt of BAH affects governnent prograns such as
Speci al Suppl enental Nutrition Programfor Wnen, |Infants,
and Children (WC) and food stanps. They did not find out
the effect of BAH on government prograns through official
channel s or the | essons | earned prograns. Instead, they
reacted to inquiries once they appeared.

8. Proj ect Mai ntenance Lessons

Thi s phase has not occurred to date in the Mnterey
proj ect .

9. Project C osure Lessons

Thi s phase has not occurred to date in the Mnterey
proj ect .
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D. UNDOCUMENTED LESSONS LEARNED

This section covers |essons the Monterey project
experienced but was not a |l esson previously docunent ed.
This research is intended to review what the Monterey
office did to ensure others do not repeat their lesson. In
sone cases, the issue appears local in nature and not
necessarily applicable to other projects.

1. General Lessons

No | essons noted within this category.

2. Staffing Lessons
No | essons noted within this category.

3. Trai ni ng Lessons
No | essons noted within this category.

4. Project Solicitation Lessons

The Monterey RCI Ofice learned the installation nust
fund the cost of resolving any issues beyond the initial
envi ronnent al assessnent survey. The funds budgeted for
the required survey included only the environnental
assessnment, not the cost of providing subject matter expert
responses to public review coments. As California is an
environnental ly sensitive state, this was the first
docurnent ed occurrence of providing responses to public
concerns/inquiries. The inpact to the Monterey project was
an additional cost of $15,000. The Mointerey RCl Ofice
subnmitted this unexpected | esson through the RCI chain so
that it would be included in future conferences.

The federal agency that funds or financially assists
Davi s- Bacon covered construction projects nust ensure the

proper wage determ nation is applied to construction
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contracts. The Wage and Hour Division of the U S,
Depart ment of Labor determ nes prevailing wage rates to be
paid on federally funded or assisted construction projects.
The Monterey RCI O fice assuned the Davi s-Bacon Act
regardi ng prevailing wages did not apply and did not
include this in the COWP. However, the assunption proved
incorrect. Monterey |earned the budget should in fact
account for paynent of prevailing wages during the
solicitation process. This |lesson had a significant
financial inpact on the project in the amount of $21
mllion and was highlighted through RCl channels resulting
in a DA requirenent in requests for qualifications for al
future Arny housing privatization efforts.

5. Part nershi p Lessons

No | essons noted within this category.

6. Proj ect Devel opnent Lessons

The Presidio of Monterey and Naval Postgraduate School
mlitary housing office is unique due to the two Services
wor ki ng together. Prior to privatization, the Navy managed
the mlitary housing office and provided services to the
Arny through an Intra Service Support Agreenent (I SSA).
The agreenent involved the Arny reinbursing the Navy for
this housing service. The Arny, however, led the
privatization of mlitary housing in Mnterey.

The Monterey RCI O fice learned the mlitary housing
funds should not cut off upon the transition date.
Resi dual funds should be avail able to ensure a seamnl ess
transition and that necessary services continue. The
Monterey RCI Ofice corrected this issue in tine. Because

fundi ng was reschedul ed to gradually decline instead of
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shut off on the transition date, the | esson had no
financial inmpact on the project.

The Monterey RCI O fice also |learned that, early in
the privatization process (before solicitation), the
mlitary housing office nmust clearly understand the
operations, contractual agreenents, and funding involved in
firel/police service, cable television (CATV) service, and
utility providers for the installation. As the Mnterey
RCI Ofice eventually discovered the inner workings of each
service provider differed and they had to quickly adjust
their project plan to accommopdate the service requirenents.
The | esson did not have a financial inpact on the project.
However, if not discovered in time, the project could have
suffered major financial inplications such as breech of
contract or unfair share of service cost.

The mlitary housing occupancy rate in Mnterey
declined significantly fromthe begi nning of the
solicitation process to the approval of the COMP. This
change was di scovered as the project noved towards the
transition phase. This lesson is unique to the Mnterey
project. While nost installations nmaintain a |engthy
waiting list for housing, the Monterey housing tends to
have avail abl e housi ng year-round. At NPS, students
graduate and arrive four tines a year. Sonme graduation
cl asses are |larger than others. At POM students graduate
and arrive every 6 to 18 nonths. The inpact of this | esson
could be significant—but this remains to be seen.

The private contractor, Cark Pinnacle Fam |y
Communi ties LLC, must achieve a 95% occupancy rate to
mai ntai n financial success of the project. The Mnterey

RCI Ofice | earned they should have periodically checked
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t he occupancy | evels throughout the initial phases of the
privatization process to gauge significant occupancy
changes. Then they should plan a conservative occupancy
rate necessary to generate required incone.

The Monterey project |earned the benefits of creating
a prioritization action plan to assist in deciding howto
best enpl oy additional funds fromincreases in the Basic
Al |l owance for Housing (BAH) entitlenent. This research
does not indicate that this | esson was docunent ed
previ ously.

Additionally, the Monterey office | earned the required
title search and out grant map portion of the "Meets and
Bounds" Survey nust be paid by the project. This inpacted
the project by an unexpected $4, 500 budget adjustnent.

7. Project Transition Lessons

Thi s phase has not occurred to date in the Mnterey
proj ect .

8. Proj ect Mai ntenance Lessons

Thi s phase has not occurred to date in the Mnterey
proj ect .

9. Project C osure Lessons

Thi s phase has not occurred to date in the Mnterey
proj ect .

E. CHAPTER SUMVARY

Based on the above information, several |essons
slipped through the current prograns in place to ensure
best practices. It is not the intent of this thesis to
| ocate the "why" for these | essons, but to determ ne the

"where" and "when." Research revealed that at | east six
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| essons, which were docunmented and avail abl e from ot her
projects, were not heeded in the Mnterey project.

One can only speculate as to why these | essons were
not taken into consideration in inplenmenting the Mnterey
project. Many reasons may exist including valid attenpts
made but unable due to constraints, restrictions, or other
inhibitors. O the |lesson was not nmade available to the
project office in atinely fashion or at all.

This information is not all-inclusive as noted
previ ously, docunented |essons |earned were extrenely
difficult to locate or attain. The overriding reason given

was "proprietary in nature.” Thus, this limted research
still found areas where the prograns did not properly
function and the | essons | earned program unsuccessful. It

is inmportant to note that there were several instances in
whi ch financial consequences occurred or could have

occurred.
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V.  SUWARY, RECOVMENDATI ONS, AND FUTURE RESEARCH

A SUMMVARY

DoD nust resolve the problemof mlitary housing:
mat chi ng adequate quantity and quality living quarters to
neet demand. Traditional mlitary construction methods
woul d require extraordinary tine and funds--an unaccept abl e
solution. |Instead, DoD approached the problemw th anot her
| ess practiced solution when Congress authorized the MHP
in 1996. As of June 2003, only 19 projects at mlitary
installations throughout the country partnered private
contractors with the installation to fix the delinquent
housi ng i ssue. As new net hodol ogi es becone the norm
systens should be in place to docunent and | earn from
success and failure to ensure inprovenents in the next
iteration. This thesis anal yzes the progress of those
syst ens.

The MHPI represents a dramatic revision in the
construction and mai ntenance of mlitary housing. DoD and
t he individual Services had to create and adopt new ways of
doi ng busi ness. The expertise needed to effectively nmanage
the conpl ex m xture of public, public-private, and private
housi ng i nvolved in MHPI was and continues to be
chal l enging to naster.

Since its inception in 1996, the nunber of projects
has grown exponentially and the |earning process has been
continuous and steep. Realizing the inportance of a
| essons | earned program the GAO made specific nention of a
nmeans to strengthen the programin an official report in

2002. The GAO recomrended the Secretary of Defense inprove
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the value of DoD s privatization Program Eval uati on Pl an by
conpleting the reports on tinme. (GAO 02-624) The GAO
claimed that the analysis the PEP provides ultinately saves
val uable training time and financial resources by giving

pl anners a historical view of previous projects, associated
probl enms encount ered, and subsequent sol utions.

This thesis researched the effectiveness of the
nmet hods in place at the DoD and Service |evels to docunent,
share, and, above all, |earn from past experiences. Each
Service maintains its own |essons | earned programin
addition to the overall DoD program as discussed in Chapter
.

The | essons | earned prograns did not consist of a
singl e net hodol ogy. Rather, this research uncovered | ayers
of systens to docunent and share information. This thesis
then reported the cunul ati ve docunented | essons from al
Servi ces broken down into categories in Chapter I1l. The
list proved not all-inclusive and only illustrated the
| essons avail able to the researcher based on limted tine
and resources. The difficulty in attaining a conprehensive
list of |essons was educational in itself. |If the program
readily shares information, this thesis should have been
able to easily locate and exhibit |essons |earned to date.

Lessons were al so repeatedly docunented in several
different formats. This researcher did not assune the
actual |essons were repeated. Rather, the varying
docunents or briefings reiterated | essons nerely for
enphasi s.

Overall, a programis only as good as it is effective-
-the bottomline to this thesis. Chapter |1V conpared the
| essons | earned through the first jointly partnered
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privatization of mlitary housing project at the Presidio
of Monterey and Naval Postgraduate School to those
docunented in Chapter 1Il1. The fact that all or a nmajority
of the | essons were not reiterated showed the current

| esson | earned prograns are somewhat effective. However, a
few repeated | essons reveal ed the current prograns are not
as effective as they could or should be.

Al t hough many docunented | essons fromearlier projects
were applied to the POM NPS project, sone were not. This
research showed at | east six |essons previously docunented
within the | essons | earned system which were rel earned
(incurring an unnecessary cost had the | esson been | earned)
at the POM NPS project in Seaside, California. Gven this
data, the |l essons learned programis a partial success.

Overall the program has a positive inpact on the NMHPI
The current | essons | earned program i nproves each new
privatization project ensuring it did not experience of all
the sane | essons fromprevious projects. Only a few
| essons seemto slip through the cracks and are repeated

even after docunentation and distribution.

B. RECOVIVENDATI ONS

The | essons | earned prograns exhi bit some success but
show room for inprovenent. The Monterey project only felt
the pains of a fewrelearned | essons. Wthout the current
programnms, the project woul d have experienced nmany nore.
Adj usting the progranms using the above recommendati on m ght
ensure future sites experience fewer or even no repeat

| essons.
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1. Dat a Bank

Is there truly a sharing of ideas between the Services
or even anongst installations? The author had to scrounge
t hrough many sources for a |l engthy period to get nost of
the information. Many organi zati ons maintain | essons
| earned on the Internet or intranet. This technique m ght
apply well here.

OSD can create a singular deposit for each Service and
itself, and ensure it is managed properly. The websites
shoul d be divided into two distinct areas: proprietary and
nonproprietary information. Additionally, the |essons
shoul d be organi zed by phase or sone ot her nethodol ogy.

The source would be easy to use and | ocate pertinent data--
a search friendly informati on base. These sites could then
be password protected to control access.

Currently, contractors assist the Services in
maintaining a list of |lessons learned. This information is
difficult to access. |Instead, project representatives and
the private contractors should be able to readily access
success stories and techniques fromall the Services and
not have to wait for the information to be dissem nated at
a periodic basis.

2. Conf er ences

This research found nost | essons | earned conferences
occurred on an annual basis. Those in attendance typically
returned to their installation with a notebook with copies
of the briefing slides. During the initial years of the
i npl enentation of WMHPI, conferences may be nore effective
on a nore frequent basis. As the nunber of projects grows
exponentially, so should the nmeans of conmuni cating

| essons.
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| f the budget allows, this research recomends that
conferences be held bi-annually at the Service-level. The
presented material (i.e. briefing slides, information
sheets, etc) should be nade easily and readily accessible
to those individuals or installations not in attendance.
Each Service should have an el ectronic, organi zed data bank
of current and historical conference materials for
installations to effortlessly review.

3. Reports

Successes, failures, and | essons nust be di sseni nated
inatinely fashion. The reports currently within the DoD
and Service-|evel |essons |earned prograns should be nore
timely. More specifically, the PEP is published
approximately six nmonths after the date of the information
contained within. The tine involved in consolidating
information and ensuring the report is reviewed prior to
publication should not equate to six nonths. This tineline
shoul d be significantly reduced and cl osely nmanaged to
ensure tinmely and valid information is avail abl e ensuring
the intent of the report is net.

4, Sunmary

The intent of the thesis is to conclude whether the
current WHPI | essons | earned programeffectively enhances
and i nproves the privatization process and neets stated
program obj ectives. The thesis considers previous housing
privatization efforts, the | essons | earned docunentati on
requi renents for DoD and each Service, actual |essons
| earned to date, the affect of these | essons on the housing
project in Seaside, California, and the overall success of

the | essons | earned program on i nproving new projects.
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Lessons | earned systens should capture and store
experience and know edge for reuse in subsequent decision-
maki ng tasks. These know edge nanagenent efforts should be
effective and at a minimumworth the cost involved. Due to
resource constraints, this thesis cannot truly determne if

OSD and the Services receive a valuable return on
i nvestment as m stakes and errors can be costly. The
aut hor was not privy to cost information in nost cases but
found the | essons | earned within the POM NPS proj ect
required financial adjustnents. The | essons addressed in
Chapter |1V equated to over $21 million. This burden woul d
have been nmuch greater had the project not gained from
learning a majority of the | essons from previ ous projects.

C. FUTURE RESEARCH

Wiile there are several studies review ng the cost-
benefits of MHPI, there have not been sufficient
i nvestigations of |essons learned. A definite cost exists
to the prograns in place. G ven access to the costs and
addi tional case studies on future projects, nmay determ ne a
particul ar el ement or the entire | essons |earned programis
not cost effective. The research could highlight where OSD
or the Services mght find efficiencies.

Politicians claimretention is directly affected by
poor quality and quantity of mlitary housing. The
privatization efforts should show a dramatic inprovenment in
retention within 10 years. Further research to show the
direct or indirect correlation between quality of life and
retention woul d be of val ue.

Installations with privatized housing nust attenpt to
mai ntai n hi gh occupancy | evels. Wat factors predonm nately

68



play into the service nenbers’ decision-naking process when
determ ning whether to live in privatized housing or off
the installation? How much does the current state of the

world affect their decision (i.e. terrorism?

D. FI NAL THOUGHT

DoD currently has in place neans to docunent and
publish |l essons | earned. The effectiveness of such a
systemis crucial when applying relatively new
nmet hodol ogi es at the start of l|arge finance-intensive and
highly visible projects. Al though | acking nmuch information
about previously docunented | essons, this case study still
shows efficiencies need to be gained. Any program enpl oyed
shoul d be reviewed annually and altered when necessary.
The | esson | earned programis not the exception. OSD and
each Service should reexam ne their systens, conpare
prograns between each Service, and adjust the systens where
necessary. This should be an annual occurrence. For one
thing is certain, a repeated | esson repeated is an unw se

and costly m st ake.
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APPENDI X A. ARMY PRQJECTS AWARDED AS OF 30 JUNE
2003

Fort Carson, Col orado.

Awar ded Sept enber 1999 to J. A Jones. Fort Carson is
the DoD s first housing privatization project for an entire
installation. J.A Jones Community Devel opment Conpany
assunmed responsibility for a $228.6 mllion dollar project
to renovate 1,823 existing units and construct 840 new
units on the installation in Col orado Springs, Col orado.

Transfer of operations took place in Novenber 1999.

Fort Hood, Texas

Awar ded October 2001 to Lend Lease Actus. Lend Lease
Actus assumed operations at Fort Hood in Killeen, Texas on
April 2002. This is the |largest housing construction and
renovation project in the history of the mlitary services.
The initial project involves $260 nillion towards the
construction of 973 new housing units and renovation of
4,939 hones at Fort Hood.

Fort Lewi s, WAshington

Awar ded Decenber 2001 to EQR Lincoln Properties. The
devel oper will revitalize or replace 3,218 units, construct
345 new units, and inprove nei ghborhood anenities at Fort
Lew s near Tacoma, Washington. Transfer of operations
occurred April 2002.

Fort Meade, Maryl and
Awar ded Decenber 2001 to Picerne MIlitary Housing.

Picerne Mlitary Housing will construct 2,748 units,
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renovate or repair 422 units, and inprove nei ghborhood
anenities at Fort Meade near the Washington-Baltinore

corridor. The devel oper assumed operations in May 2002.

Fort Bragg, North Carolina

Awar ded May 2002 to Picerne MIlitary Housing. The
project will result in the construction of approximtely
3,050 new or replacenment housing units, renovation of 1,815
housi ng units and the construction of 11 new comrunity
centers, as well as a host of other ancillary facilities
and anenities to neet the famly housing needs at Fort
Br agg.
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APPENDI X B.  NAVY AND MARI NE CORPS PRQIECTS AWARDED
AS OF 30 JUNE 2003

Kingsville Naval Air Station, Texas

Awar ded July 1996 to Landmar k/ Capstone. The 15-year
project required the construction of 404 new units off base
for the Kingsville Naval Air Station near Corpus Christi,
Texas. This project is conpleted.

Awar ded Novenber 2000 to Hunt Buil di ng Corporation.

The project required the construction of 150 units.

Everett Naval Station, WAshington

Awar ded March 1997 to Arlington/Dujardin. This is a
10-year deal worth $20 million to construct and privatize
185 new units off base at Everett Naval Station in Everett,
Washi ngton. This project is conpleted.

Awar ded Decenber 2000 to Gateway/ Pinnacle. This is a
30-year deal to construct 288 new units on private |and.

Canp Pendl eton Marine Corps Base, California

Awar ded Novenber 2000 to Hunt Buil di ng Cor porati on.
Thi s 50-year project included $83 nmillion to privatize 712
new units at Canp Pendl eton Marine Corp Base in Cceansi de,
Cal i fornia.

San Di ego Naval Conplex, California

Phase 1: Awarded August 2001 to Lincoln Property
Conmpany and Clark Realty Capital. This 50-year project
i nvolved $261.8 mllion for 3,248 units at the San Di ego
Naval Conpl ex near San Di ego, California.
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Phase Il: Awarded May 2003 to the sane contractors.
This project involved $421.5 mllion for 3,302 units at

sane | ocati on.

New Ol eans Naval Conpl ex, Loui siana

Awar ded Oct ober 2001 to Loui siana Navy Fam |y Housi ng
and Patrician Asset Managenent Conpany. This 50-year deal
involved $79.8 million for 935 units at the New Ol eans

Naval Conpl ex near New Ol eans, Loui siana.

Sout h Texas Naval Conpl ex, Texas

Awar ded February 2002 to South Texas M Ilitary Housing
and Landmark Organi zation. This 50-year deal involved 661
units at South Texas Naval Conplex in two |ocations: Corpus
Christi Naval Air Station and Ingleside Naval Station.

Beaufort Marine Corps Air Station

Awar ded March 2003 to Lend Lease Actus. This 50-year
project involved 1,718 units at Beaufort Marine Corps Air
Station, Marine Corps Recruit Depot, and Naval Hospital in
Beaufort, South Carolina. Lend Lease Actus will renovate
1,227 existing units, replace 331 units, and construct 160

new units.
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APPENDI X C. Al R FORCE PROJECTS AWARDED AS OF
30 JUNE 2003

Lackl and Air Force Base, Texas

Awar ded August 1998 to Landmark Organi zation. This
project involved $42.6 mllion to construct 420 new units
at Lackland Air Force Base in San Antonio, Texas. This

project is conplete.

Robins Air Force Base, Ceorgia

Awar ded Sept enber 2000 to Hunt Buil di ng Corporation.
This project involved $56.5 mllion to construct 370 new
units and renovate 300 units at Robins Air Force Base in

War ner - Robi ns, Georgia. This project is conpleted.

Dyess Air Force Base, Georgia

Awar ded Sept enber 2000 to Hunt Buil di ng Corporation.
This project involved $35.3 million to construct 402 new
units off base for Dyess Air Force Base in Abilene, Texas.
This project is conpleted.

El mrendorf Air Force Base, Al aska

Awar ded March 2001 to Aurora MIlitary Housing and Hunt
Bui | di ng Corporation. This project involved $91.7 mllion
to construct 420 units, renovate 200 units, and denolish
176 units. This project is scheduled for conpletion in
Sept enber 20083.

Wight-Patterson Air Force Base, Chio
Awar ded August 2002 to Properties of Wight Field
(Mller-Valentine, Wolpert, Hunt Buil di ng Corporation).
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This is the | argest housing privatization project in Air
Force Hi story, involving 1,536 houses. The deal included
$99.1 million to privatize these houses at Wight-Patterson

Air Force Base in Dayton/ Springfield, Chio.

Kirtland Air Force Base, New Mexico
Awar ded April 2003 to Hunt Buil ding Conpany. This
project involved $150.6 million to privatize 1,078 units at

Kirtland Air Force Base in Al buquerque, New Mexi co.
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