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INTRODUCTION


This national customer account plan (CAP) supports the USACE Corporate Outreach Plan.  The Corporate Outreach Plan provides a corporate approach to building better business relationships with our customers.  AAFES has been identified as a national customer account by the USACE Commanding General (CG).


The purpose of this AAFES CAP is to map out the development of a long-term business relationship between AFFES and the Corps.  More specifically, this plan identifies potential areas of cooperation and support  that will best help AAFES achieve their goals and mission.  This national account plan also serves to focus a coordinated Corps wide team approach to supporting AAFES.  


The Corps’ current position with USDA can be described as a commodity supplier.  There are five positions on the customer relationship ladder--unknown, commodity, preferred, partner, and strategic ally. The inherent intent of this plan is to approve our position with the AAFES

This customer account plan is the result of continuing efforts by the AAFES-Customer Account team.  This plan is a direct result of an account planning workshop held in October 1999 in Arlington, Texas, and attended by members of the team and representatives from AAFES.  This plan is a living document, is subject to continuous update.  Please refer to the “footer date” for the most recent edition.
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GOALS & OBJECTIVES

The Corp’s goal for advancing our relationship with AFFES during FY00 uses the balanced scorecard approach and is seen below.
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AAFES CUSTOMER ACCOUNT TEAM







Role

Last Name

First Name

Office

Telephone

e-mail

Acct Mgr
Conley
Lee
AAFES/SWD
972-277-7462
conleyj@aafes.com

Member
Timmermans
Ron
CESWF
817-978-4954


Member
Hudspeth
Tom
CESWD
214-767-2177


Member
Gauthier
Nicole
CESPK
916-557-6816


Member
Chambers
Dave
CEMP
202-761-0641


Member
Withaeger
Jim
CESWF
817-978-2820


Member
Buckles
Caroline
CESPD
415-977-8003


Member
Gerlach
Garry
CELRD


415-977-8003


Member
Myers
Larry
CENWK
816-983-3196


Member
Gauker
Mary
CENAU
011-49-611-816-2510


Member
Cotter
Norman
CENAU
011-49-611816-2739


Member
Paresa 
Tony
CEPOD



Member
Sanders
John
SESAD



Member


CERL



Member
Nissen
Tom
CESPK
916-557-5302


Member
Sobolewski
Tom
CESPK
916-557-7419


Member
Getz
Stan
CESPK
916-557-7450


Member
Holeman
Russell
CESWT
918-669-7672


Member
Starling
Bob
CEHNC
256-895-1531


Member
Taylor
Virgil “Dave”
CESPL-PM-M
213-452-3983


AAFES CUSTOMER ACCOUNT TEAM PROCESS
· Continue coordination of contacts and dialogue through Lee Conley, AAFES Account Manager

· Discourage AAFES shopping between Corps organizations

· Continue regional contacts and local contacts while recognizing potential impacts between AAFES Regional and AAFES Headquarters 
· Continue dialogue and documentation through Account Plan
AAFES PROFILE

KEY CONTACTs:  AAFES Construction & Facility Support Directorate, Dallas, Texas (AAFES-CF)

Chuck Poffenbarger, Senior Vice-President, AAFES Construction and Facility Support Directorate

COL Dean Kattelman, Command Engineer (arrives August 1999)

       Debbie Rogers, Admin Tech for SVP and Cmd Engr, 972-277-7517, 7529, 7527

Ed King, Chief, Engineering Support Div, 972-277-7499/7281 (Debra Camp, Mgmt Assistant)

Ed Aki, Chief, Construction Management Div, 972-277-7575/7576 (JoEllen Compton, Mgmt Tech)

Dalton Murayama, Chief, Development & Design Div, 972-277-7712 (Gail Woods, Mgmt Tech)

LtCol Tom Udall, Chief, Environmental & Safety Div, 972-277-7099/1445 (Dean Cooks, Admin Tech)

Tom Herl, Chief, Renovation & Minor Construction Div, 972-277-7256

ORGANIZATION:  AAFES is organized into 6 worldwide regions: 4 CONUS regions (Northeast, Southeast, Central, Western), the Pacific Rim and Europe at 468 military installations, managing 3,061 facilities totaling approximately 37 million square feet.  AAFES-CF main headquarters is in Dallas, Texas (2727 LBJ Fwy) with a regional presence through facility managers located at Ft. Belvoir (NER), Ft. Benning (SER), Ft. Sam Houston (CR), Travis AFB (WR), Japan, and Mainz, Germany.  A Board of Directors governs AAFES and approves any major expenditure, program or direction.  The largest directorate in AAFES is the Sales Directorate.  All requirements are market driven and thus the Sales Directorate generates floor space, layout and style requirements. 

MISSION:   To be the customer’s first choice by providing high quality goods and services 
at low prices and at the lowest cost. AAFES expects to accomplish this by:

· Increase “Shareholder value”:  provide MWR Dividend; Grow the Business; Maintain Value of Facilities

· Seek Opportunities to “Partner” with Installations: move to Master Planning Community Centers; look for DeCA/AAFES Joint Projects

· Opportunities for Public Private Ventures:  Name Brand Car Care Centers

· Reduce Construction Costs: Benchmark Shopping Center Costs; AAFES Facility Design Standards

· Streamline Capital Investment Process:  Design Build vs. Design/Bid/Build; Sales Directorate Driven Requirements



BUDGET & RESOURCES: AAFES capital program in FY99 is $172 million. As of 12 May 98 the program consists of these projects in their various stages: 

               DESIGN:        133 @ $347,803,208
               DEVELOP:       25 @ $16,430,420
               SOLICIT*:   1,065 @ $230,507,670 *
               CONSTR.:      157 @ $164,373,389

* Note: 20% construction projects, 80% equipment only projects

The source of project funding is from dividends generated by AAFES retail operations.  Portions of the dividends are distributed to the service MWR activities with the remainder being used to capital programs. 

METHOD OF OBTAINING PRODUCT & SERVICE  SUPPORT:   AAFES maintains a wide variety of flexible approaches to obtaining a wide variety of engineering support services.  AAFES has a large in-house engineering staff.  They also have a diverse set of contracting tools to provide  (TBD-see information needs list). AAFES maintains close relationships with a preferred set of A&E firms who are familiare with AAFES designs.  AAFES also is beginning to engage in joint ventures (using franchise organizations [Burger King, Baskin Robins]) or strategic alliance/partnerships with other like organizations.  (DECA). 

SUPPORT OPPORTUNITIES:  There are a wide range of potential opportunities to match AAFES needs with Corps capabilities.  These include:  Value Engineering, QA Inspection services, CADD/GIS

Energy Management, Utilities Privatization, RCI, Facilitate relationship between AAFES and DPW/BCE, Contracting, Use of Contracts, Partnering, 1354 Process, Title I Design Services (Topo surveys, Soil & Site Investigations), Force Protection,  Co-lateral Opportunities with DeCA, Labs, GIS continued: Data Repository, Residential Community Initiative (Housing), Realty Services.  

CURRENT CORPS INVOLVEMENT:  At the start of FY00, the Corps has provided the following types of support to meet AAFES needs: 

· On-Site USACE Liaison @ HQAAFES

· Norfolk District providing QA Inspection Services at Fort Lee, VA ($3.0 million Shopping Center Expansion)

· QA MOU; Umbrella MOU “Pending Funding”; Support Agreements Templates

· Advice/Consulting on :  VE , Energy Management, GIS, Force Protections

· Regional Office Coordination:  CONUS AORs are active, European MarkeT Passive, PacRim Active

· POD has a $10 M project in progress 

BARRIERS:  

· Past Experiences: Several past close out experiences with USACE are difficult . 

· Cultural Differences :  Corps is expensive and slow; AAFES is profit driven—ROI
Corps has centralized and decentralized structure ; AAFES —centralized decision making for most part 
· Contracting:  At this point procurement of anything outside of AAFES’ internal contracting shop is virtually untouchable.  Even the hint of using a delivery order causes an uncomfortable stir.  During LTG Ballard’s visit in November 1998 the discussion area of contracting was removed from AAFES briefing due to AAFES internal political sensitivities.

· Job Security:  AAFES employees are threatened by USACE’s presence.  The reason for this is logical; since we do the same type of work, are a much larger organization, and since AAFES is under the same right sizing pressures as other organizations.  . 

· Funding Mechanisms:  Ability to efficiently process payments from AAFES   


KEY TRENDS :   affecting AAFES business practices now and in the near-term are: 
· Public/Partnership Ventures

· Monitor ROI AAFES/Corps

· Electronic Business

· Design Build

· Downsizing

· More QA support

· Master Planning Support

· Pilot Programs

· GIS-Knowledge Management





AAFES MAP
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FINANCIAL ANALYSIS

This financial analysis featured in this account plan focuses on two key questions.  The first question is “what has our workload trend with AAFES”?.  This is characterized by figure 1.   The second question is “what is the customer share growth potential with AAFES”?  This is characterized by figure 2.  
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SWOT ANALYSIS

AAFES SELF SWOT (as AAFES sees itself)





STRENGTHS

WEAKNESSES

OPPORTUNITIES

THREATS

Private Sector Business practices
Depth of Bench
Navy & Marine Corps 
Outsourced Functions

Worldwide presence
Integrated Master Planning
Leveraging off other Federal sources for periphery/non-core functions
Consolidation/Downsizing

Construction, Design, Project Mgmt
Attention to periphery/ core functions



AE Contract Mgmt




Funds Control









CORPS SWOT (AS AAFES SEES CORPS)





STRENGTHS

WEAKNESSES

OPPORTUNITIES

THREATS

Technical Competence
Costly/Expensive
Contacts at: Installations, ACSIM, Air Staff, MACOMs, MAJCOMs
Same Core Competencies (both orgs claim same functions as areas of expertise – who will do what?)

Worldwide presence

(geographic exposure)
Timeliness/ Responsiveness
Expertise in non-core competent areas
Contracting

Military Focused 


Arrogance/Bureaucratic (Inflexible)
Supplementing (FTEs)
Duplication of Competencies (design/construct)

At cost Services
Inflexible Funding Process
Leveraging AAFES work force
Something may actually work




Non profit oriented
Peanuts works


Top down push to do business w/AAFES


No warranty/No imndentification
Free Services (treat em like he private sector


CORPS SELF SWOT (AS CORPS SEES CUSTOMER)





STRENGTHS

WEAKNESSES

OPPORTUNITIES

THREATS

Technical Competence
Costs – Overhead
Tailoring services to meet any need 
Past Baggage

Flexible Contracting
Constant Change – personnel turnover
QA Inspection Services
Other Federal Agencies

PM, CM, TM
Political (Internal)
Contracting
Private Sector Sources

Large Customer
Lack of Command & Control
Articulate Efficiency & Effectiveness
Job Loss

Willing to Outsource
No Life-Cycle PM
Increase ROI
Corporate Takeover of Engineering, Construction, O&M

Central Control
Relationships w/BCEs/DPW
Bridge Relationships w/ BCE/DPW
Lack of Commitment

Business (profit) oriented 
Central Control
Leverage Resources 
Competition

Environmental

Existing Centers of Expertise
Loss of Control by Using Corps

Europe/POD empowered 

Contracting Tools


AAFES IFBP  MATRIX

ISSUES

FEATURES

BENEFITS

PROOFS

USACE taking over AAFES functions
Enhancement

Extension

“Contractor”

Partner


Pick areas for USACE involvement

AAFES in control




Costs
Detail accounting

Fee for Service

Ensure clear scope of work
Get what you pay for




Responsiveness




Funding Process
Adapt to AAFES method of transferring funds to USACE




CORPS IFBP  MATRIX

ISSUES

FEATURES

BENEFITS

PROOFS

AAFES will not pay until they get a product/

Corps demands money upfront.
1. Escrow Account

2. Revolving Fund

3. Revise Policy

4. Incremental upfront funding.


1. Places administrative burden on the Corps. (AAFES Benefit).

2. Allows us to operate with no changes to the system.

3. Can operate the way the customer wants to operate.

4. Obtain similar customers.

5. Market other locations AAFES resides at.


1. Port of Oakland

2. Seattle District – NAF Work.

3. Chicago BRAC

4. Norfolk.



INFORMATION NEEDS LIST





Item

No.

Information Needed

Person


Responsible

Date


Needed
   

1
Formal AAFES Organization Chart



Lee


11/99


2
Corps-AAFES Technical Info Matrix  (Corps’ Representative, AAFES Representative, Technical Topic)
Team
11/99


3
Associated Authority Limits Table
Team
12/99




4
Local, Regional, World-wide Corps to AFFES HQ Matrices


Team


12/99


5
Process for inserting Corps “PM” & “CM”  into AAFES OCONUS

· Within POD AO

· Within Europe AO
Team


12/99




6
Obtain status of Corps Yellow pages for team’s use
Rich


11/99




7
Corps Regional Contracts Db and Linkages to WEB


?
12/99


8


AAFES Policy Book


Lee


11/99




9


AAFES Contracting tools


Lee


11/99




10


Corps and POD workload trends


Lee


12/99




11


Corps Customer Share Work potential


Lee


12/99




12


Put AAFES Account plan on Outreach WebSite


Rich


10/99










KEY CONTACTS / DECISION MAKERS





AREA

NAME / POSITION

PHONE NO.

RESPONSIBILITY

AAFES CF Directorate 
Chuck Poffenbarger

(Decision Maker)

Senior Vice President

AAFES CF Command Engr
COL Dean Kattelmann

(Influencer/Decision Maker)

Directorate Deputy 

AAFES CF Engineering Support
Ed King

(Decision Maker/Influencer with General Bates)

Division Chief

AAFES Development and Design
Dalton Murayama

(Competent Influencer)

Division Chief

AAFES

Development and Design
Pat C’de Baca

(Influencer)

Project Manager

AAFES Renovation & Minor Construction
Tom Herl

(Maverick, Decision Maker for O&M/Minor Construction

Division Chief

AAFES Construction Management
Ed Aki

(Reluctant Player, Gate Keeper)

Division Chief

CUSTOMER ACCOUNT CONTACT SCHEDULE





Our Representative

Customer Contact

Frequency

Goals / Topics

Conley
King/Bockelman
Daily


Throop
King/Poffenbarger
Qtrly


Arnold
Poffenbarger/Bates/Wood
Semi-Annual


Hudspeth
King
Qtrly


Ballard
Bates
Annual/2yrs


MEMORANDUM OF UNDERSTANDING

BETWEEN

THE ARMY and AIR FORCE EXCHANGE SERVICE

AND

THE U.S. ARMY CORPS OF ENGINEERS

1. Purpose. This Memorandum of Understanding ("MOU") is entered into by and between the U.S. ARMY CORPS OF ENGINEERS (“USACE”) and the ARMY and AIR FORCE EXCHANGE SERVICE (“AAFES”) ("the parties") for the purpose of establishing a mutual framework governing the respective responsibilities of the parties for the provision of USACE programming, planning, engineering, construction management, environmental restoration, contracting or design assistance goods and services. 
2. Authority.  AR 60-31, AFJI 34-139 and the Corps of Engineers Economy Act, 10 USC 3036(d)(2).
3. Warranties and Representations.  The parties certify that the signatories to this MOU have the authority to obligate their respective organizations to the responsibilities contained herein.
4. Scope.   Goods and services which the USACE may provide under this MOU include Quality Assurance Inspection, Force Protection technical support, Value Engineering, Geospatial Information Systems support, Energy Management, Overarching program coordination among USACE and AAFES elements, Environmental and Safety support and such other related goods or services as may be agreed upon in the future.  
Nothing in this MOU shall be construed to require the AAFES to use the USACE or to require the USACE to provide any goods or services to the AAFES, except as may be set forth in Support Agreements ("SA(s)").

5. Interagency Communications. To provide for consistent and effective communication between the USACE and the AAFES, each party shall appoint a Principal Representative to serve as its central point of contact on matters relating to this MOU.  Additional representatives may also be appointed to serve as points of contact on SAs.
6. Support Agreements.  In response to requests from the AAFES for USACE assistance under this MOU, the USACE and the AAFES shall conclude mutually agreed upon written SAs. Those SAs must be on Department of Defense Form 1144 (appendix A) and should include the following information:
a. A detailed scope of work statement.

b. Schedules.

c. Funding arrangements: payment shall be in advance, whether incremental or lump sum.  Reimbursable funding is pending USACE legal decision.

d. The amount of funds required and available to accomplish the scope of work.

e. In addition, the following must be addressed in each SA as appropriate:
· Identification of individual project managers.

· Identification of types of contracts to be used (if necessary).

· Types and frequencies of reports.

· Identification of which party is to be responsible for government-furnished equipment, contract administration, record maintenance, rights to data, software and intellectual property, and contract audits.

· Such other particulars as are necessary to describe clearly the obligations of the parties with respect to the requested goods and services.

f. Goods or services shall be provided under this MOU only after a representative of each party has signed an appropriate SA authorized to execute that SA.  In the case of conflict between this MOU and a SA, this MOU shall control.

7. Responsibilities of the Parties.
a. USACE Responsibilities.   The USACE shall provide the AAFES with goods or services in accordance with the purpose, terms, and conditions of this MOU and with specific requirements set forth in SAs and implementing arrangements.  
(1) The USACE identifies authorized representatives to sign SAs such as Geographic District Commanders for local/regional SAs and the National Account Executive/Division Commanders for programmatic or corporate in nature SAs. 
(2) The USACE shall use its best efforts to provide goods or services either by contract or by in-house effort.  
(3) The USACE shall provide detailed periodic progress, financial and other reports to the AAFES as agreed to in the SA.  Financial reports shall include information on all funds received, obligated, and expended, and on forecast obligations and expenditures. 
b. AAFES Responsibilities.  AAFES provides all guidance and technical oversight pertaining to the SA and is responsible for all funding, budgets and decisions involving AAFES operational or administrative interests. All project documentation and coordination with higher authorities is the responsibility of AAFES.

(1) The AAFES shall pay all costs associated with the USACE's provisions of goods or services under this MOU and shall certify, at the time of signature of a SA, the availability of funds necessary to accomplish that SA.

(2) The AAFES shall ensure that only authorized AAFES representatives sign SAs.

(3) The AAFES shall develop draft SAs to include scope of work statements.

(4) The AAFES shall obtain for the USACE all necessary real estate interests and access to all work sites and support facilities, and shall perform all coordination with and obtain any permits from state and local agencies, as necessary during the execution of each SA.

(5) AAFES provides operational, functional and other design assistance and coordination.

8. Funding. The costs are funded by AAFES on a SA to SA basis. The AAFES shall pay all costs associated with the USACE's provision of goods or services under this MOU.

a. If the USACE forecasts its actual costs under a SA to exceed the amount of funds available under that SA, it shall promptly notify the AAFES of the amount of additional funds necessary to complete the work under that SA.  The AAFES shall either provide the additional funds to the USACE, or require that the scope of work be limited to that which can be paid for by the then-available funds, or direct termination of the work under that SA.
b. Funding Process.  Once both parties agree on the scope, responsibilities and dollar amount for the service, AAFES CF-S will prepare a Reimbursable MIPR (DD Form 448) and forward it to the appropriate USACE District.  The USACE will then return an Acceptance MIPR (DD Form 448-2) indicating reimbursement (category I).   In addition the USACE will submit an invoice to AAFES CF-S on day 1, rather than day 30, in order to receive payment for services to be rendered (per project implementation agreement). 
The USACE forwards the Acceptance MIPR (for the full amount) with an invoice for the estimated cost of the first month's service.  Upon receipt of the invoice, AAFES will verify the invoice and forward payment within 30 days.  After receipt of this payment, USACE will begin providing the services.  This process will continue until the amount authorized on the reimbursable MIPR has been reached.

If increases/decreases are necessary and are mutually agreed upon by both parties, the Reimbursable MIPR will be amended accordingly.

c. Address to send invoices and all funding and payment correspondence/questions:

AAFES Operations Center (AOC-CF-S/A)

Attn: S. Donelson

P.O. Box 660320

Dallas, TX  75266-0320

or

AAFES Operations Center (AOC-CF-S/A)

Attn: S. Donelson

2727 LBJ Freeway

Dallas, TX  75234-7388

(a) Address to receive payment:  Block 14, Accepting Activity, DD form 448-2, Acceptance of MIPR

(2) Within 60 days of completing the work under a SA, the USACE shall make a reconciliation to close out the SA.  Within 30 days of completion of this accounting, the USACE shall return to the AAFES any funds advanced in excess of the actual costs as then known, or the AAFES shall provide any additional funds necessary to cover the actual costs as then known.  Such an accounting shall in no way limit the AAFES' duty in accordance with paragraph 11 to pay for any costs, such as contract claims or other liability, which may become known after the final accounting.

9. Applicable Laws.   This MOU and all documents and actions pursuant to it shall be governed by the applicable statutes, regulations, directives, and procedures of the United States.  Unless otherwise required by law, the parties’ policies and procedures shall govern all contract work undertaken by the respective parties.  As appropriate, any waivers to the parties’ policies and procedures are outlined in the SAs.  
10. Dispute Resolution.  The parties agree that, in the event of a dispute between the parties, the AAFES and the USACE shall use their best efforts to resolve that dispute in an informal fashion through consultation and communication, or other forms of non-binding alternative dispute resolution mutually acceptable to the parties.  The parties agree that, in the event such measures fail to resolve the dispute, they shall refer it for resolution to the Office of the Secretary of Defense for inter-service MOUs.
11. Responsibility For Costs.   If liability of any kind is imposed on the United States relating to the USACE's provision of goods or services under this MOU, the USACE will accept accountability for its actions, but the AAFES shall remain responsible as the program proponent for providing such funds as are necessary to discharge the liability, and all related costs.
12. Public Information.  Justification and explanation of the AAFES' programs before Congress and other agencies, departments, and offices of the Federal Executive Branch shall be the responsibility of the AAFES.  The USACE may provide, upon request, any assistance necessary to support the AAFES' justification or explanations of the AAFES' programs conducted under this MOU.  In general, the AAFES is responsible for all public information. The USACE may make public announcements and respond to all inquiries relating to the ordinary procurement and contract award and administration process.  The AAFES or the USACE shall make its best efforts to give the other party advance notice before making any public statement regarding work contemplated, undertaken, or completed pursuant to SAs under this MOU.  

13. Miscellaneous.  
a. Other Relationships or Obligations.  This MOU shall not affect any pre-existing or independent relationships or obligations between the AAFES and the USACE.

b. Survival.  The provisions of this MOU which require performance after the expiration or termination of this MOU shall remain in force notwithstanding the expiration or termination of this MOU.

c. Severability.  If any provision of this MOU is determined to be invalid or unenforceable, the remaining provisions shall remain in force and unaffected to the fullest extent permitted by law and regulation.
14. Modification and Termination.   This MOU may be modified or amended only by written, mutual agreement of the parties.  This MOU may be terminated or amended in whole or in part upon 30 days written notice to the other party. In the event of termination, AAFES continues to be responsible for all costs incurred by USACE under this MOU and any implementing agreements. 
15. Effective Date.  This MOU becomes effective when signed by both AAFES and USACE and will remain in effect indefinitely subject to annual review.
CHARLES A. POFFENBARGER

Senior Vice President

Construction and Facility Support Directorate

Army and Air Force Exchange Service

Date:__________________



EDWIN J. ARNOLD, JR.

Brigadier General, USA

Commander, Southwestern Division

U.S. Army Corps of Engineers

Date:__________________



APPENDIX  A

DD form 1144 (May 1999)

Support Agreement

http://web1.whs.osd.mil/forms/dd1144.pdf
MEMORANDUM OF UNDERSTANDING

BETWEEN

THE ARMY and AIR FORCE EXCHANGE SERVICE

AND

THE U.S. ARMY CORPS OF ENGINEERS

1. Purpose.   This agreement establishes the duties, general relationships and procedures under which the U.S. ARMY CORPS OF ENGINEERS (USACE) and the ARMY and AIR FORCE EXCHANGE SERVICE (AAFES) will accomplish Title III, Quality Assurance (QA) inspection services on AAFES projects. 
2. Authority. AR 60-31, AFJI 34-139 and the Corps of Engineers Economy Act, 10 USC 3036(d)(2).
3. Warranties and Representations.  The parties certify that the signatories to this MOU have the authority to obligate their respective organizations to the responsibilities contained herein.
4. Scope.   AAFES has selected USACE to perform on site QA inspections on AAFES construction projects under the authority of this MOU.  Specific projects will be identified in project implementing agreements executed by the AAFES Senior Vice President for Construction and Facility Support on behalf of AAFES and by the USACE Geographic District Engineer or his designee on behalf of the responsible USACE Geographic District. Services provided by USACE under this MOU may include part-time or full-time quality assurance inspection support.  QA inspection services may include those tasks outlined in the AAFES Construction and Facility Support Directorate’s Gold Book Standards, Section IV. C. Scope of Work – Title III Services Supervision and Inspection, and any other related tasks identified in the project implementing agreement. 

5. Tasking Process & Proposal Evaluation.  AAFES determines whether USACE support is required for a particular project using the benchmarks in appendix A as a means for evaluating the USACE proposal.  Upon acceptance the USACE-AAFES liaison is notified, who in turn notifies the appropriate USACE district.  Once the level of QA Support for the project is jointly determined, USACE provides a proposed project implementing agreement proposal to AAFES.  AAFES will evaluate each according to the benchmarks outlined in appendix A.  The normal project implementing agreement format is in appendix B.  Accepted USACE proposals are executed in accordance with this MOU. 
6. Responsibilities.

b. USACE.  The USACE will provide AAFES with QA services set forth in the accepted project implementing agreements.  The USACE-AAFES Liaison coordinates the initial activities between the AAFES staff and the USACE districts assigned to perform the work.  In addition, USACE is accountable to AAFES for proper funds control, budget control and reporting. 

(1) When requested by AAFES, USACE shall participate in litigation arising from construction projects where it provided QA services.  AAFES agrees to pay the associated costs for USACE participation in litigation.

(2) USACE will provide the name, address and the nature of work of any firm providing services on behalf of USACE to AAFES.  If applicable, AAFES will have the opportunity to review the firm’s qualifications prior to reaching agreement on each project. 

c. AAFES.  AAFES provides all guidance and technical oversight pertaining to the project and is responsible for funds obligation and budgets. A/E services for the project are retained, funded, administered, and directed by AAFES.  All project documentation and coordination with higher authorities is the responsibility of AAFES.

(1) AAFES makes decisions involving AAFES operational or administrative interests.

(2) AAFES will provide shop drawings or data sheets of AAFES-furnished, contractor‑installed equipment in advance of the established delivery dates.

(3) AAFES provides operational, functional and other design assistance and coordination.

7. Funding.  AAFES will pay all costs associated with USACE services rendered under the terms covered by this MOU.  The costs are comprised of individual funding required by USACE to execute the tasks identified in each project implementing agreement (appendix B).  Payment and invoice procedures are outlined in each individual project implementation agreement. 

8. Severability, Modification and Termination.  This MOU may be modified or amended only by written, mutual agreement of the parties.  This MOU may be terminated or amended in whole or in part upon 30 days written notice to the other party. In the event of termination, AAFES continues to be responsible for all costs incurred by USACE under this MOU and any implementing agreements. Nothing in this MOU mandates AAFES to use the USACE nor requires USACE to provide any services to AAFES, except as may be mutually agreed on in accordance with this MOU. 
9. Effective Date.  This MOU becomes effective when signed by both AAFES and USACE and will remain in effect indefinitely subject to annual review.
CHARLES A. POFFENBARGER

Senior Vice President

Construction and Facility Support Directorate

Army and Air Force Exchange Service

Date:__________________



EDWIN J. ARNOLD, JR.

Brigadier General, USA

Commander, Southwestern Division

U.S. Army Corps of Engineers

Date:__________________



APPENDIX  A

QA Inspection Services

Evaluation

QA Inspection Services Evaluation

*Benchmarks are based on estimated construction costs.

Project:

District:


FULL TIME INSPECTION Proposal Results

AREA






      Benchmark*
USACE


Management and Consultation 



4.0 %



Shop Drawings Review/Approval



0.5 %




Quality Control/Testing 




0.2 %




HVAC Test and Balance 




0.1 %




Close-out Documents





0.1 %




(Record Dwgs/1354/O&M Manuals)

Reimbursable                  




0.2 %





Total                          





5.1 %
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Project:

District:


PART TIME INSPECTION Proposal Results

AREA






      Benchmark*
USACE


Management and Consultation 



2.8 %




Shop Drawings Review/Approval



0.6 %




Quality Control/Testing 




0.2 %




HVAC Test and Balance 




0.2 %




Close-out Documents





0.2 %




(Record Dwgs/1354/O&M Manuals)

Reimbursable                  




0.5%





Total                          





4.5 %




APPENDIX  B

QA Inspection Services

Project Implementing Agreement

And 

Proposal Format

Quality Assurance Inspection Services 
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Project Implementing Agreement


AAFES may accept, any, all, or none of these services by executing this Proposed Project Implementing Agreement at any time within one hundred eighty (180) calendar days from the date AAFES accepts the final plans and specifications on any project.  If required, AAFES will unilaterally amend the project contract to provide USACE any authority necessary to complete the tasks identified in this Project Implementing Agreement.  The fee is subject to renegotiations if service is required beyond this period. (Provide breakdown of trades, hours, persons, etc., for each work element).  

There are two major components to this project implementing agreement:  the cost proposal and the scope of work.

Name of Project:



District

POC: 

Name of Responsible Geographic District:




Date:


Upon signature by AAFES, the Corps will provide the QA services identified in this Project Implementing Agreement at the cost identified in accordance with the terms of the MOU between AAFES and USACE dated __________________. (See attached scope of services for this particular project).

Project Implementing Agreement Summary:

1.  Begin QA Inspection on or about:


2.  Duration of services (approx):


3.  Proposed cost of QA Inspection Services:






Cost Proposal - Quality Assurance Inspection Services 


Project:

District:


Check One:
Part Time Service ____
Full Time Service ____

Inspection (Total) 







$_________________

Overhead ________ % $_______________

(1) Shop Drawings Reviews/Approvals 




$___________

Architectural 
(______hrs x $___________per hour) $__________

Civil 

(______hrs x $___________per hour) $__________

Structural 
(______hrs x $___________per hour) $__________

Landscaping 
(______hrs x $___________per hour) $__________

Mechanical 
(______hrs x $___________per hour) $__________

Electrical 
(______hrs x $___________per hour) $__________

(2) Management and Consultation 




$___________

Architectural 
(______hrs x $___________per hour
) $__________

Civil 

(______hrs x $___________per hour) $__________

Structural 
(______hrs x $___________per hour) $__________

Landscaping 
(______hrs x $___________per hour) $__________

Mechanical 
(______hrs x $___________per hour) $__________

Electrical 
(______hrs x $___________per hour) $__________

(3) On-Site Observer 






$___________

(Period of construction contract plus 30 days)

($__________/month and $__________/hour)

(4) Site Visits 







$___________

(#__________ visits and $__________/per additional trips)  

(5) Quality Control/Testing 





$___________

(6) HVAC Test & Balance 





$___________

(7) Close-Out Documents 





$___________

(Calculated construction costs by activities, no SF proration, DD 1354 transfer documents, record drawings, and O&M manuals)

Profit ________ % 






$___________

(8) Estimated Reimbursable: (*) 





$___________

(*) Actual cost must be supported when reimbursement is claimed. 

******* MARK UP DOCUMENT TO TAILOR FOR SPECIFIC PROJECT *******

**********(ADD, DELETE OR CHANGE APPROPRIATE AREAS)**********


Scope of Work - Quality Assurance Inspection Services 


Name of Project:





Name of Responsible Geographic District:


Date:


Scope of Services.   
a. General:  A construction management team consisting of the AAFES Contracting Officer, the AAFES Construction Management Engineer/Project Manager, the A/E reviewer/designer of record, and USACE as the on site QA representative; together provides construction administration oversight on this project.  USACE will provide part-time quality assurance representation as a part of the construction management team consisting of: 
(1) Title III type services (Quality Assurance Inspection Services) shall commence with the issuance of the Notice-to-Proceed to the General Contractor (GC) and terminate upon final payment to the GC.  The performance period of this agreement commences on or about 

 through on or about 


.
(2) USACE shall augment the construction management team during the construction period with part-time, _____ hrs per week, on-site (i.e., physically located) inspection by a Construction Management Engineer (CME)-approved project representative, preliminary shop drawing review and documentation, and review/verification of the construction schedule and the accuracy of pay requested.

(3) Verification of satisfactory completion of the "Punch List" and related items required subsequently to the final inspection can be accomplished by regularly scheduled visits by USACE.

b. Inspection and Management:

(1) USACE shall meet on a regularly scheduled basis with the GC and major subcontractors to review the progress chart, job schedules and/or construction progress to assure adequate planning and execution of the work.

(2) USACE shall be responsible for inspection during construction of this project and shall provide qualified surveillance and inspection of the construction during the construction period of approximately 

days plus the time necessary to complete final inspection discrepancies, but the period of work shall not exceed 
 days. USACE shall designate and assign a part time on-site inspector whose primary duty and responsibility are to perform on-site surveillance and inspection of the construction work in progress. Fully qualified personnel shall be used for inspection of civil, structural, electrical and mechanical systems. 

(3) The GC will provide a separate space (portable or mobile building) for this part time on-site inspector (minimum area of 160 square feet or 8 feet by 12 feet. USACE will be reimbursed actual cost for all work performed.  At the completion of the project, the QA Representative in coordination with the A/E of record will make a detailed final inspection and certify all phases of work to be in accordance with the plans and specifications.

(4) Final Inspection: Upon notice by the GC that the project is ready for inspection, the A/E, represented by those staff members or consultants approved by the CO, shall, at a date and time mutually convenient, inspect the work for quality of construction and conformance with the drawings and specifications.

(5) Inspection of the construction project includes, but is not limited to, the following:

(a) The adherence to the standards of materials and craftsmanship approved by the AAFES project manager in the final construction drawings and specifications. 

(b) The avoidance of "extra" construction cost beyond the approved construction contract.

(c) The checking of building progress and the evaluation of materials for conformity with the specifications.

(d) As required, inspect and witness major operational tests, review and analyze contractor-submitted test reports for the major operational items, i.e., major items as listed in all divisions of specifications with emphasis on Divisions 15 (Mechanical) and 16 (Electrical) of the specifications.

(e) Establishing the standards of acceptability of workmanship by the construction drawings and specifications.

(f) Developing and establishing a method of correspondence to record observations of the project, interpretations, decisions, etc., of meetings and progress of the construction and to keep AAFES, job inspector, consultants and the contractor fully informed of all pertinent actions, approvals, decisions, etc.

(g) Reviewing and monitoring the monthly progress schedules submitted by the GC and informing HQ AAFES, the A/E of record and the GC when corrective action is necessary to maintain established schedules.

(h) Eliminating unacceptable substitutions. 

(i) Frequent conferences with the GC to assist in the interpretation and clarification of the intent of the contract documents.

(j) Identify errors that might result in unnecessary and costly maintenance and upkeep costs.

(k) The review, at the time of installation, of guaranteed materials or workmanship.

(l) The observation of the conducting of tests at the project site as required by the contract documents.

(m)  Establishing and maintaining an accurate daily construction log reflecting the events on the job each day to include weather conditions, temperatures, activities, difficulties, controversial matters, instructions given or received, record of tests and progress information. It will also include number, category and classification of each trade manning the job. The on-site observer shall maintain a digital camera to supplement his daily log and to sufficiently document each event that may bear potential for changes and claims, i.e., rainy periods, poor workmanship, slow progress, etc. Each sequential recorded image is to bear date and time of the event. A computer disk(s) of recorded images shall be provided AAFES with each monthly progress report. An interim disk(s) shall be provided if condition warrants and is requested by the Contracting Officer.

(n) Submission of a monthly progress report to the AAFES project manager summarizing the job status including requirements listed in paragraph 3.b.(4) (a) through 3.b.(4)(aa) as appropriate.

(o) Identification and reporting of improper construction practices and procedures or contractor attempts at avoidance of contractual obligations.

(p) Monitor and follow up on a schedule of Submittals required in the specifications and construction drawings with the GC, such as shop drawings, mill reports, certificates, bills of materials, samples, tests, operation manuals, spare parts lists, guarantees, etc.

(q) The discovery and early correction of errors and/or omissions in the construction drawings or specifications. 

(r) The review of all GC-submitted change order cost proposals and submitting of evaluations and recommendations as to reasonableness of price to the  Contracting Officer and A/E of record. Verifying the mathematical accuracy of the computations for the change order cost proposal.

(s) Provide advice to AAFES, if necessary, on mechanical and electrical rough in for AAFES-furnished equipment.

(t) Obtaining necessary material approvals and assuring the performance of required tests.

(u) Recommending approval of progress payments.

(v) The preparation of informal Punch Lists, in coordination with the A/E, and necessary follow-up to assure completion.

(w) Assuring the recording of changes on drawings for as-builts by the GC.

(x) Liaison with AAFES and Base or Post engineering personnel as required.

(y) The USACE representative shall take notes, prepare and distribute the minutes of the monthly construction meeting.

(z) The Inspector will meet with the contractor’s on site representative to review the draft monthly progress pay request to include the list of materials.  Upon agreement as to the figures, the contractor will finalize the pay request and submit to the A/E through the inspector.

(aa)  The monthly GC, USACE, A/E, and AAFES on-site progress meetings shall take place to coordinate all project work and construction schedules.

c. Warranty Calls.  If requested, USACE will provide a proposal to receive and/or oversee any warranty calls.

d. Shop Drawing Review.  Generally, USACE will receive all GC submittals and pass them through to the A/E for review.  In the shop drawing review process the level of USACE services are:

(1) Preliminary review, ensuring GC has submitted proper type and number of shop drawings.  

(2) Forward all shop drawings to the A/E of record for review and approval.

(3) Maintain an updated shop drawing submittal log.

(4) Awareness of submittal response time frames as outlined in the pre-construction conference.

(5) Maintain a copy of approved shop drawings on site.  

(6) As necessary, interpret and render clarification of approved shop drawings.
e. General Consultation:  As requested, USACE shall provide professional advice during the course of construction and when so requested shall assist in the settlement of claims or other problems that may arise. In addition, if requested, USACE shall investigate a particular situation and present all facts together with a recommendation to the AAFES project manager and will advise the Contracting Officer for the proper settlement of claim or problem. General Consultation also includes on-site visits by various disciplines architect, mechanical engineer, electrical engineer, structural engineer and civil engineer, as necessary, during the course of construction to consult with and to provide professional advice to AAFES representatives and the GC.  Each request for general consultation services shall be in writing and the scope and fee negotiated on a case by case basis.

f. Transfer of Property.  USACE shall prepare a DD Form 1354, "Transfer and Acceptance of Military Real Property". USACE shall provide a listing of AAFES-furnished equipment installed by contractor, equipment identification, and cost data of contractor-furnished/installed property, both of which are required in the preparation of DD Form 1354, "Transfer and Acceptance of Military Real Property". More than one sheet of this form may be required, depending upon number of items included.  Preparation of DD Form 1354 shall begin approximately 30 days prior to the final inspection date, and the completed forms shall be forwarded to the AAFES project manager within 30 days of the completion of the final inspection.
g. Other Responsibilities.

(1) USACE responsibilities.  

(a) The USACE inspector may be appointed as contracting officer representative (COR) for the performance of certain on-site contract administration as may be determined appropriate by the AAFES contracting officer.  All such tasks will be handled in accordance with the terms of the contract and AAFES procurement regulations.  

(b) Attend a pre‑construction conference conducted by the AAFES Contracting Officer.

(c) Coordinate any potential field changes, clarifications, or guidance to the construction contractor with the AAFES CME and the contracting officer.

(d) Validate progress payments to the construction contractor based upon work put‑in‑place and materials on-hand at the construction site as certified by the Contracting Officer.  AAFES makes all progress payments.

(e) USACE notifies AAFES of all claims received.  Any claims that may be submitted to the USACE inspector will immediately be forwarded to the AAFES contracting officer.  The USACE inspector should retain a copy of any such claims and provide the AAFES contracting officer with any information and comments that may be useful in resolving the matter.

(f) USACE coordinates any proposed changes in finishes or layouts with the AAFES CME.

(g) USACE notifies AAFES immediately of any delays in work for which the contractor is solely responsible, or if the contractor fails to complete work in the time specified by the contract.

(h) USACE verifies with AAFES the contractor's schedule and promptly notifies AAFES of any changes in the contractor's schedule.  This will ensure coordination of AAFES-delivered, AAFES‑furnished equipment.

(i) USACE notifies AAFES in a timely manner of all major construction events, final inspection, and acceptance of work for beneficial occupancy.

(j) USACE will ensure that all testing and balancing and other testing as required during construction is accomplished in a timely manner. The A/E is responsible for coordinating changes that affect the physical or operational layout of the facility and will secure AAFES approval prior to implementation. (The A/E will be responsible for all shop drawing review and coordination with the Contracting Officer, USACE and AAFES CME.)

(k) Provide progress reports on a monthly basis. Interim reports will be made concerning problem areas as they occur.

(l) Field, evaluate, and route all warranty requests to the proper entity for resolution.

(m) Participate in the defense of any litigation arising out of the accomplishment of this construction contract.
(2) AAFES responsibilities. 
(a) AAFES provides all guidance and technical oversight pertaining to the project and is responsible for funds obligation and budgets.

(b) A/E services for the project are retained, funded, administered, and directed by AAFES.

(c) All project documentation and coordination with higher authorities.

(d) Decisions involving AAFES operational or administrative interests.

(e) AAFES will provide shop drawings or data sheets of AAFES-furnished, contractor‑installed equipment in advance of the established delivery dates.

(f) AAFES CME will provide operational or functional design assistance as may be required and will provide response on all other matters requiring coordination.

(g) Technical matters pertaining to existing site conditions are coordinated with the BCE/DPW.  Unresolved issues, or those involving additional costs, will be reported to the AAFES CME for assistance in resolution.
h. Budget and Finance.

(1) See the agreed upon total QA inspection services proposal.

(a) Funding Process.  Once both parties agree on the scope, responsibilities and dollar amount for the service, AAFES CF-S will prepare a Reimbursable MIPR (DD Form 448) and forward it to the appropriate USACE District.  The USACE will then return an Acceptance MIPR (DD Form 448-2) indicating reimbursement (category I).   In addition the USACE will submit an invoice to AAFES CF-S on day 1, rather than day 30, in order to receive payment for services to be rendered (per project implementation agreement). 
The USACE forwards the Acceptance MIPR (for the full amount) with an invoice for the estimated cost of the first month's service.  Upon receipt of the invoice, AAFES will verify the invoice and forward payment within 30 days.  After receipt of this payment, USACE will begin providing the services.  This process will continue until the amount authorized on the reimbursable MIPR has been reached.

If increases/decreases are necessary and are mutually agreed upon by both parties, the Reimbursable MIPR will be amended accordingly.

(b) Address to send invoices and all funding and payment correspondence/questions:

AAFES Operations Center (AOC-CF-S/A)

Attn: S. Donelson

P.O. Box 660320

Dallas, TX  75266-0320

or

AAFES Operations Center (AOC-CF-S/A)

Attn: S. Donelson

2727 LBJ Freeway

Dallas, TX  75234-7388

(c) Address to receive payment:  Block 14, Accepting Activity, DD form 448-2, Acceptance of MIPR

(2) Within 30 days after beneficial occupancy, the local District shall provide AAFES with a detailed estimate to include all fees, pending bills and future costs to be paid through final billing.  This estimate will be used to revise the current funds certification for QA inspection services.  Within 12 months after beneficial occupancy the local USACE District will provide AAFES with a final bill for any agreed upon costs in excess of the original budget.  If there are pending claims or other situations requiring continued USACE involvement, USACE shall provide AAFES with a full disclosure of the cost or fee associated with each claim or situation.

(3) An increase or decrease in the level of USACE services shall be in writing and the fees associated with the services either debited or credited to the original funds certification and an amended funds certification issued by AAFES.  

Signature, AAFES Designee

Construction and Facility Support Directorate

Army and Air Force Exchange Service

Date:__________________



Signature, USACE District Designee

U.S. Army Corps of Engineers

Date:__________________
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Establish/maintain  strong national/regional long-term business relationships with AAFES: 


match PMs with AAFES requirements/culture


scheduled annual contact between GO’s


quarterly contact between O6’s


quarterly contact between local regions and AAFES facilities management office





Establish consistent business practices that are responsive to AAFES needs


 obtain corporate buy-in


 obtain favorable resolution to (to AAFES) funding process


 capture, estimate and evaluate AAFES workload  reqs.


 establish account team & plan


 PM forward transition plan





 Learning





 Internal





 Customer











 Mission





Establish authority & responsibility to provide services to AAFES.  


Establish a signed umbrella MOU by FY00


ID & scope AAFES  specified support areas in FY00


Successfully execute a pilot programs by FY00





Develop, share & insure common customer knowledge base 


Quarterly VTC  or telephone conferences


provide customer info via Outreach website


Use e-mail to disseminate lessons learned (L2) and success stories (S2) between regions 


Share customer tools, techniques, and technology
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HQ - Dallas, TX





Waco DC, Texas�Oakland DC, California�Dan Daniels DC, Virginia�European Distr. Activity, Germany�Atlanta DC, Ft Gillem, Georgia





DISTRIBUTION CENTERS





Ft Shafter, HI





Japan





Okinawa





Korea





Mainz, GE





Travis, CA





Ft Belvoir, VA





Ft Benning, GA





San Antonio, TX





AAFES ENGINEERING OFFICES
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AAFES-USACE ANNUAL WORKLOAD TREND
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