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CHAPTER |
PROGRAMM NG AND CONTRCL
SECTION |. GENERAL

1-1. Purpose. This chapter provides guidance in the theory, nethods,
and systems to be applied by real estate management in the planning and
scheduling of real estate program the neasuring and reporting of
progress in acconplishing the programs, and the application of review
and anal ysis in managing resources and control ling programactivities.

1-2. Applicabilty. This chapter is applicable to all Division and
District Engineers having real estate responsibilities

1-3.  Definitions

a. Progranmng. The word “programmng” is a general termused to
enconmpass nost of the basic activities of management. The activities are
threefol d: planning, executing, and eval uating. Thus, programmng entails
in the first phase, the planning of work to be done; in the second phase
the recording of work execution; and in the third phase, the reviewng and
anal yzing of performance againt planned work. Real estate schedules are
the nmeans of expressing the plans for the programyear. Real estate cost
performance reports are the means of recording acconplishments for the
program year Revi ew and anal yses provi de managenent a neans of eval uating
performance and determning the efficiency of use of available resources.

b. Control Wthin recognized nanagenment principles, the term
“control” signifies the actions which management nust take or the nethods
and “tools” 1t nust use to ensure that work which is performed matches
that which was planned. The systens of real estate work progress nonitor-
ing, work measurement, cost analysis, and performance evaluation as prescribed
inthis chapter are exanples of controls to be applied in the effective
execution of real estate program activities.

1-4, Responsibilty. It is the responsibility of Division and District
Engineers to adhere to sound and recogni zed management principles and
make optinmum use of existing controls provided by the real estate work
measurement, cost accounting, and reporting ifstens in the planning and
managenent of their real estate programs. Additional internal controls
or reporting and monitoring system may be instituted where the size,
scope, and conplexity of programs make such action appropriate to insure
proper managenent.
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SECTION 11. PLANNI NG
1-5.  General. Real estate_planning as outlined herein denotes al
actions taken by nmanagement in the devel opment of real estate prograns

and objectives and in the devising of means to attain those prograns and
obj ectives. It enconpasses the planning of resources, the establishing
of activity schedules, the determnation of timng and priorities,

and the planning of nethods and procedures to acconplish the planned work
in the nost efficient manner. It should be distiguished from project
acqui sition planning described in Chapter 2, dealing with devel opment

and preparation of technical reports and project data designed to obtain
l'and acquisition authorization, even though the foregoing activities are
al so elenents of planning. Sound planning principles nust be adhered

to at all levels of real estate management. It is especially critical

at the operating levels of Division and District organizations wth

PrinE responsibility to acconplish specific mssions. \hether for
ong-range purposes or in devel opment of annual schedules, real estate
pl anning decisions nmust consider all facets that bear on mssion
acconpl I shment. The recognition of constraints inposed by policy, |aws,
available resources, and the relationship with other features of project
devel opmmt is vital to proper planning. Planning nust also incorporate
the characteristics of flexibility so as to acconmodate changes, updating,
and alternatives that may be necessitated by various factors. Basic to
sound planning is the determnation and defining of objectives and goals
and the establishing of priorities. This requires extensive coordination
with Commands and agencies for which real estate services are bein? provi ded
It requires that real estate management be a full partner in overall project
pl anni ng, devel opment, and managenent. Budgeting of funds determ ning man-
power requirenents, planning for contractual services, and organizationa
pl anning nust be conpatible with activity schedules. Likew se,

activity schedul es nust be conpatible with project devel opment plans

and long- and short range plans of Commands and agenies. The conplexity

of real estate planning requires that managenent be fully conversant with
and make optinmum use of performance capabilty studies, cost experience
data, and other tools which the real estate activity and cost accounting
structure and work measuring systens provide

1-6.  Scheduling. Real estate schedules are designed to convey in terns
of work units anh dollars the planned acconplishnents, phased g& quarters

(cunmul ative) for the current fiscal year for real estate admnistration,
Honeowners Assistance Program adm nistration, rental payments, initial
alteration payments, restoration paynents, HAP paynents, relocation

assi stance paynments, and |and paynents. Schedules will be devel oped

to produce realistic work projections for the program year, recognizing
manpower capabilities and funding resources available. The fund

1-2



ER 405-1-12
16 Apr 76

aut horization document furnished by the Engineer Conptroller at the
begi nning of each fiscal year will be used by Division and District
Engineers in preparing mlitary schedules. In the preparation of

civil works schedules, close coordination will bhe exercised wth
project planning, construction, and operations elements to assure
compatibility with project devel opment and management plans

Acqui sition program schedul es nust be based on anal yses of each instal-
lation and project, taking into consideration the sequence and time-
phasing of prelimnary acquisition steps since each prelimnary action
I's dependent on conpletion of other prelimnary actions; e.g., mapping

| egal descriptions, title evidence and appraising. Schedules will include
all" current unconpleted directives and new directives and acquisition
and construction starts for which funds are expected to be appropriated
or made available for the current year. Chapter 14 provides guidance
for the preparation and subm ssion of annual real estate schedul es.
After the initial submssion of schedules, revised schedules will not
be furni shed. However, program or funding changes during the course

of the fiscal year which result in major deviations from schedule will
be reported as provided in Chapter 14.

SECTION I11. EXECUTION

1-7. Ceneral. Execution as used herein, is the achievenent of objec-
tives in accordance with a preestablished plan. To executive, managers
nust have sufficient controls and nust exercise managerial judgments in
maki ng sure that controls are used in a consistent and effective manner.
In work execution, enphasis should be placed on those controls or
reporting systems that produce performance data in a timely manner to

al low corrective action. O equal inportance is the use of controls

that identify factors that will have the greatest inpact on achievenent
or lack of achievement of objectives. To provide basic el enents essen-
tial to development of controls, real estate admnistrative actions have
been categorized into major activities, each with a defined unit of

work neasurenent. This activity structure corresponds “with the prescribed
real estate admnistrative cost accounting structure. From these
structures have been devel oped the scheduling, reporting, and performance
eval uation systems for use of real estate managenent. Further refinenments
to these systens may be essential to effective tracking of critical
factors in executing at the operating |evels. Review and anal ysis of

the concepts described in Section IV, this chapter, provide data hel pful
in the recognition of deficiencies during program execution. \Were

such anal yses and other available systens do not provide data in a tine-
|y manner, it is incunbent on managenent to develop and inplenent actions
or systens that will produce desired results.
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1-8. Reporting. The reporting systemoutlined in this panphlet is
designed to convey in ternms of work units and dollars the actua
acconpl i shnents, phased by quarters (cunulative) for the current fisca
year for real estate admnistration, Homowners Assistance Program (HAP)
admni stration, rental paynents, initial alteration paynents,
restoration payments HAP paynents, relocation assistance paynents, and

| and payments. Quidance for the preparation and subm ssion of rea
estate cost and perforance progress reports is provided in Chapter 14.
The reports provi de management with progress data and a comparison of
acconpl i shnments versus schedules for all program activities. They

also provide the data for conputation of work activity unit costs for
Perfornance analysis. In order for the systemto produce the benefits

or which it is designed, accurate and uniform reporting procedures

are essential. Division Engineers will nmaintain appropriate review

of reporting procedures to assure the uniform interpretation and
application by operating organizations within their respective Divisions

SECTION 1V. REVI EW AND ANALYSI S

1-9. Activity Control. The real estate activity scheduling and reporting
systems outlined in this chapter, together with cost information devel oped
by the cost accounting structure prescribed in ER 37-2-10 and 37-345-10
provide the basic data for analyzing and controlling real estate activ-
Ities. Program review and anal ysis documents using the progress and
performance data from these systens have been devel oped at various

organi zational |evels. Such docnents reflect current progress status,
provi de conparative analysis, and allow timely institution of renedial
measures where deficiencies are indicated. Program managers shoul d use
these materials continually to analyze and conpare projected and actual
level s of attainment and to identify problem areas and inbalances in
resource application. Further progress analyses and conparisons can be
devel oped at the Division or District levels to provide control data on

i ndividual installation and project activities. Acconplishments and
rate of progress experience are of value of realistically planning and
scheduling future year activities and prograns.

1-10. Performance Evaluation. The work measurenent units defined for
real estate activities in Chapter 14 in concert with the real estate
cost accounting structure, provide quantitative analysis of work
acconpl i shment and a nethod of eval uating performance. Mst review and
anal ysi s docunents provide unit admnistrative cost data which re-

flect the admnistrative cost of producing a unit of work in the various
activity categories. Such costs may be conpared at the different Corps
organi zational |evels. Were published review and anal ysis docunents
do not provide conparisons at the |owest organizational levels, i.e.
project or installation, the data may be devel oped locally for nore
detailed or accurate study. Published unit costs are not designed
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to establish performance standards. However, such performance
conmparisons afford management at all Ievels good indicators as to

the degree of efficiency or effectiveness of operations. They provide

a means of recognizing those areas or situations where nore intense
managenent efforts are needed to inprove performance. In ealuating
work performance under the work measurement system provided, considera-
tion nust be given to varying circunstances, conditions and conplexities
which affect unit costs at different |ocations. Such factors nust

al ways be recogni zed when conparing local performance against Corps-

wi de or other broad based perfornance data.

1-11. Manpower (Quidance. Rate of progress experience in acconplish-

ing various real estate activities within given dollar and manpower
resources, together with performance |evels devel oped through use of
the real estate work neasurement system provide guidelines in deter-

m ning manpower and staffing requirements. It is particularly

beneficial in the planning and staffing of new project real estate
progranms since performance data for simular programs are usually

avail able through locally developed review and anal yses documents and
studies. The number of units produced in one man-year effort may be
readily conputed from actual admnistrative cost data and the work

unit measurement system provided in Chapter 14. As an exanple, the
docunent published annually by DAEN-REP-R entitled “Review of Real

Estate Admnistration and Real Property Acquisition Program Activities”
provides such data on a Division basis for all Corps Divisions within

the continental United States. These data may be further refined by
computing at District and |ower levels to provide information froma
narrower base. Managers, however, should exercise care in the application
of performance data in the formof units produced in one man-year effort

I n assessing manpower requirenents. The technique should be considered
along with all other known factors or conditions that may affect performance.
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