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FOREWORD

This guide provides Regional Commanders, Commanding Officers, and Community Support Program (CSP) managers with guidance regarding the base closure process as it impacts CSP.  It incorporates lessons learned from previous BRACs.  

Both appropriated (APF) and nonappropriated fund (NAF) issues are discussed within this guidebook.  However, there is heavier emphasis on NAF than APF since most APF issues are already covered elsewhere by other Commander, Navy Installations Command (CNI) BRAC guidance. 

Comments or suggestions regarding this guide and how it might be improved are both welcome and encouraged.
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CHAPTER 1

Base Realignment and Closure Basics

101.  Introduction.  This guidebook is designed to help Community Support Program (CSP) managers at closing and realigning installations to identify and address the challenges in a Base Realignment and Closure (BRAC) scenario.  The underlying consideration is to meet all requirements that flow from the goals of the President and Secretary of Defense to close bases quickly, but in a manner that will preserve valuable assets to support rapid reuse and redevelopment; expedite the “screening” process, which identifies interests in excess and surplus property at realigning and closing bases; and make every reasonable effort to assist the Local Redevelopment Authority (LRA) in obtaining the available personal property needed to implement its redevelopment plan.  

102.  Base Closure Initiation.  Base closures are initiated either by the Service because the mission goes away or is no longer necessary/ viable or by the BRAC Commission.  This guide focuses on BRAC closures, although most of the principles would apply to either scenario.  

103.  BRAC Commission.  The Base Realignment and Closure Act (Public Law 100-526 and subsequently, Public Law 101-510) requires the President to nominate a commission to look at all potential base closures and submit a list of bases to be closed and realignments to be made.  Congress has a period to review this list and vote on it, “yes” or “no”, but cannot make changes to the list.   

104.  Base Closure Process.

    a.  General.  Although many commonalties exist, each base closure will be driven by local conditions and mission related requirements.  Once the base is slated for closure, the regional commander/commanding officer usually establishes a base closure committee.  This group includes a base closure transition office to formulate the base closure plan, including a timeline.  It also normally includes a CSP representative.  Having a plan ready at this point is essential.  Management pre-planning will go through adjustments but at this stage being the first one there with a plan is a winning strategy.

    b.  Timeline.  CSP managers should establish a timeline that works backward from the approved “mission cessation” date.  Suggested points on that timeline are provided in Appendix A.  The specific placement of these points will vary from base to base and the schedule will inevitably have to be adjusted based on circumstances.    

    c.  Facility Needs.  Numerous base closures involve the transfer of mission capabilities and the personnel who support them.  The Public Works Departments at the closing and receiving activities will identify new facility requirements generated by this transfer.  CSP managers at receiving regions and activities should ensure that any valid facility (including nonappropriated fund (NAF)) requirements generated by these transfers are identified for replacement and/or expansion.

    d.  BRAC Accounts.  The costs of base closure are normally funded through Base Closure Accounts.  These funds may be used to cover any cost directly attributable to base closure.  Appropriated fund (APF) and NAF requirements must be identified as early as possible and they must be directly related to base closure.

    e.  Property Disposal.  The original base closure legislation anticipated disposal of the government’s real property assets through sale (and anticipated revenues from these sales) but the reality is that this rarely happens.  Prior to disposal (i.e., sale) of land, the base has to be “surveyed” or reviewed by other potential Department of Defense (DOD) users, federal agencies, etc.  Historically, this survey process leads to a low-cost or no-cost transfer of the property to the new user.

    f.  Base Reutilization Committee.  Many communities find the prospect of base closure traumatic.  Base closures (especially CONUS) usually result in disposal of real property assets through transfer to the state, local community, or combined use in conjunction with business development plans.  Regional commands and bases establish liaison with the receiving community.  This is often referred to as a base reutilization committee and it is a very important part of the base closure process.  CSP managers should ensure that they are a part of this liaison process.

105.  Community Support Program (CSP) Responsibilities
    a.  Provide quality, customer-valued and demand-driven programs and services during the closure or realigning period to promote readiness and quality of life for the Navy.

    b.  Identify and safeguard all personal property purchased with APF and NAF throughout the closure period, and to dispose of excess items in accordance with applicable policies and regulations.

    c.  Identify facilities constructed and/or improved with NAF, and maintain financial records to facilitate the recovery of NAF investments, as provided by P.L. 101-510 Section 2906.

    d.  Identify other activities receiving the mission and/or personnel of the closing activity.  Work with the receiving activity to identify potential transfers of people and property and identification of facility replacement projects.

    e.  Submit reports, as required, to the regional command BRAC POC regarding CSP’s POA&M and updated status of actions.

    f.  Address functional questions to the local Public Works Officer, designated base closure officer, regional engineer, or Regional Facility Engineering Command (FEC) representatives as the first point of contact for these questions.  If CSP managers need more help, CNI staff members are available to assist.  Points of contact in each CNI (N2) branch are in Appendix B.

    g.  Stay abreast of the overall BRAC situation.  CSP is often called upon to play a role in sustaining relationships through the difficult period of closure.  The Regional CSP Director and local staff should be prepared to address this issue through open houses and other base sponsored community events.

    h.  Maintain early and continuing interface with regional command, installation BRAC managers and Base Transition Coordinators (BTCs) at installation level.  This will be necessary to provide information on unique aspects of CSP operations (e.g., NAF resources, which are unique) and to ensure a complete understanding of BRAC requirements that impact on CSP plans and actions.  

    i.  Obtain a copy of DOD Directive 4165.66M, Base Reuse and Implementation Manual, Office of the Deputy Secretary of Defense (Industrial Affairs and Installations).  This manual provides the public law basis for BRAC actions and many important provisions for NAF activities that are discussed in other sections of this guide.  

    j.  Follow procedures in this guide as well as all official OSD/Navy BRAC policies.    

    k.  Use Checklists I through IV, Appendix A, which reflect actions necessary for CSP programs to satisfy mission/customer demands while complying with base closure requirements.  The checklists are focused on actions to be taken or initiated during specific time frames within the closure period dictated by BRAC decisions.   

106.  Points of Contact.  The points of contact for this guidebook are Mr. Tom McFadden, Director, Community Programs Service Office, Commander, Navy Installations, Millington Detachment (N-25) at 901-874-6615 or Mr. Eric Kemp at 901-874-2971.

CHAPTER 2

Operational Impacts of Base Closure

201.  Overview.  Community Support Programs (CSP) play an important role in the quality of life of Navy personnel and they will also be important in supporting the closure mission.  This section provides general as well as specific operational guidance for major CSP units.   

202.  Marketing Guidance.  The following suggestions can help support the efforts of all CSP activities involved in the closure process:  

    a.  Continue to work closely with CSP managers to ensure that program newsletters contain current information regarding available programs and services, changing hours of operation, reduced staffing levels and program discontinuance.

    b.  Continue programming efforts to the very end.  Special events will likely become more cherished as closure draws near.  Work closely with programmers to ensure information about the event or activity reaches the target population in a timely manner.

    c.  Survey patrons at various intervals during the closure process.  As base closure progresses, patron wants and needs will change.  Patron surveys provide a valuable reservoir of information, which can be used to influence decisions on the continuation or suspension of CSP programs and services.  Work with CSP managers when developing the survey to ensure their interests are reflected.  Publish the survey results and subsequent changes to assure patrons their opinions are valued.

    d.  Help control the “closure anxiety” with information.  People want to know as much about what is going on as possible. Develop a public affairs POA&M in concert with the ones developed by recreation and clubs.  It is important to include planned news releases regarding leisure services program offerings.  Work closely with the command’s local public affairs officer to provide regular press releases for the base newspaper.

    e.  Don’t neglect those responsive corporate/commercial sponsors that MWR has dealt with in the past.  Additionally, any commercial sponsorship solicitation letters that have gone out regarding an event which will occur close to the closure should be followed up with a letter of information regarding the planned closure and of appreciation for their support.  This is particularly important if MWR managers have a verbal or written commitment from sponsors to be a repeat sponsor for a future event.  Many corporations plan their sponsorship budgets well in advance and would appreciate knowing that a base and/or event no longer needs to be considered as a potential recipient of scarce sponsorship dollars.

    f.  Each CSP activity should scale back marketing as programs and services are scaled back.  Reduce the size of print runs, review the information distribution channels, and reduce the number and size of drops.  Review the long-term marketing plan.  It may contain some items that are already begun started.  For example, equipment purchases, supplies or novelty items.  

    g.  Set the tone of promotional pieces and press releases positively.  Much of what is done in the end will become memories for perhaps thousands of Sailors and their family members.  Let patrons walk away from their duty station with the feeling that CSP really made life more bearable and were enjoyable during the difficult base closure process.

203.  General Guidance.  It is recommended that CSP managers take the following items into consideration (not in priority order):

    a.  Set and promulgate closure dates for facilities and services early in the planning process and give wide and early publicity to activity closure timelines.  Many people make their personal plans around the assumed availability of certain services, therefore stick with the dates as much as possible.

    b.  Provide events and services, which encourage socialization, enhance esprit de corps, support Sailors and families, and minimize frustration associated with change.

    c.  Be prepared for intense competition over APF dollars, which become very limited after closure is announced.  CSP managers need to factor this financial reality into their planning.

    d.  Know installation demographics by organizations, squadrons, homeported ships, etc.  As these are deactivated, relocated, or decommissioned, the loss of patrons will have a major impact on program participation.  To plan ahead, it is important to know numbers of single Sailors, married in base housing, children and ages, BEQ/BOQ residents.  

    e.  Know which programs are most important to Sailors and their families.  CSP managers should conduct periodic surveys and prioritize the results and make decisions about facility and program closure base on patron demand and need.

    f.  Match the level of program delivery and services to demand.  Consider reducing operating hours as patron usage declines.

    g.  Collocate CSP activities such as community centers, Fleet and Family Support Programs (FFSP), youth centers, outdoor equipment checkout, etc.  A planning committee of CSP specialists should be formed to assist in combining programs.

    h.  Begin reducing activities on a gradual basis.  

    i.  Explore integrating similar services in the local community before the closure of an activity or program.

205.  Morale, Welfare, and Recreation (MWR) Programs.

    a.  Category A Programs.  Category A programs include vital services that impact directly on mission accomplishment.  Key programs include fitness, sports, Liberty, fleet recreation, 8mm videotape program, and libraries.  

        (1) Most of these programs should be kept operational (with particular emphasis on fitness, sports, and Liberty programs) as long as there are enough patrons to support them.  

   (2) Creative solutions may be required.  For example, intramural sports may be maintained as population decreases by allowing civilians to participate.

   (3) 8mm Videotape Program.  Free admission 8mm videotape movie programs allow MWR managers to keep Sailors and their family members entertained in a multi-purpose facility and is cost effective to continue to operate, even after the base population begins to dwindle.  

       (a) Plan ahead for the closeout of the 8mm-videotape program in order to get all of the movies returned to CNI N220 and accounted for before the program is closed.

         
   (b) MWR managers should begin reducing the size of the videotape library six months prior to closure.  Return all tapes that are approaching expiration and any that are no longer played.  Reducing the size of the library program early will help make closure easier.   

        
   (c) Sample timeline for closing 8mm Videotape movie programs are addressed in Appendix A.  CNI (N220) POC for the movie program may be reached at 901-874-6537.

   
    (4) Navy General Library Program.  In order for Navy General Library Program to assist MWR activities with the closure of its library program and to dispose of its library materials, it is important that the installation’s library manager plan ahead and contact CNI N220 before executing any plans for disposing library materials.  CNI N220 POC for libraries may be reached at 901-874-6537.


b.  Category B and C Programs.  Category B programs (e.g., Information, Tickets, and Travel, Auto Skills, and outdoor recreation) exist on a combination of APF and NAF funding.  (Note: Child and Youth Programs (CYP) are also Category B programs but because of their unique nature are covered in more detail in a separate section below).  Category C activities (e.g., 35mm movie program, food and beverage, golf courses, and marinas) support themselves through the NAF that they generate from the services they provide.  Decisions on maintaining or closing these operations will be driven by their financial viability.  Additional specific guidance by programs includes:

(1) Special APF Funding Consideration for Category C BRAC Activities.  Department of Defense Instruction 1015.15, paragraph 5.7.8.4, states that “Category C activities at installations identified for closure under BRAC procedures may receive APF support authorized for Category B activities".  The timing of such authorization will be determined by the commander in coordination with the Region, in order to provide essential needs and support a reasonable level of service to the remaining population.

(2) 35mm Movie Program in Theaters.  Navy Motion Picture Service (CNI(N220)) will assist MWR activities in closing their movie program and accounting for all licensed products on loan to its facilities.  However, it is important for activities to plan ahead and adhere to the POA&M target windows listed in Appendix A for 35mm movie theaters.  CNI (N220) POC for 35mm Movie Program may be reached at 901-874-6536.

          
(a) Because 35mm movie theaters are a Category C Activity, MWR managers should continue to operate them as long as they remain profitable.  MWR managers must pay close attention to scheduled departure dates of military personnel and their family members to ensure that the exhibition schedules are gradually reduced as the need and demand for in-theater movies declines.

        

(b) In order to continue to meet the entertainment needs of the base population once it becomes a liability to keep the 35mm movie theaters open, MWR managers will need to plan ahead for alternatives.  Identify other options for entertaining smaller base populations.  Utilizing the 8mm-videotape program in a Liberty or community center could be one option.  MWR managers may also consider partnering with a local commercial movie theaters to come up with an attractive military discount package.

        

(c) Sample timeline for closing 35mm Movie Programs can be found in Appendix A.

        

(d) CNI (N220) should be contacted immediately if issues arise pertaining to disposition of movie equipment, inventory, contracts and personnel that are not covered in this guide.

    

(3) Food and Beverage Activities.

        

(a) Closure Dates.  MWR managers should plan their schedule for closure of food and beverage (F&B) activities early in the planning process.  The number of food service outlets on base (including NEX and contract operations), the speed of personnel draw down in numbers, services available outside of the base, and financial position of the F&B activity should all be considered when scheduling closure or curtailing any food and beverage services.  The amount/type of services provided should match the demand of the community (e.g., casual dining may need to be scaled down to quick service).  

        

(b) Programming MWR Clubs.  MWR managers should make a conscious effort to provide activities, which encourage esprit de corps, socialization and camaraderie during the closure process.  The level of programming and services will be influenced by the number of personnel on station, demographics of the customer base and other available sources of food, beverage, and entertainment.

        

(c) Local Surveys.  It is important to know which F&B programs are important to Sailors and their families.  Conduct surveys, or periodic surveys, and prioritize the results.  Make decisions about facility and program closure based on patron demand, need and utilization.  

        

(d) Customer Service.  MWR managers should sensitize their staff to the possible level of customer frustrations, anxiety, and special needs during the base closure period.  

        

(e) Administrative Tasks.  In addition to the sections provided on liquidation, disestablishment, etc., management should pay particular attention to resale inventories, stock levels, and contracts (e.g., managers reduce resale inventories and scope of the menu as demand decreases).  Increased emphasis should be placed on internal controls and schedules.

        

(f) Inventory.  Fixed assets and slow moving inventory should be identified as soon as possible.  If possible, assets should be transferred to the nearest Navy activity.  Unsold consigned merchandise and consumable inventory items should be phased out and the vendor should pick up remaining stock as base closure nears.

        

(g) Process Chart for Food and Beverage Closure.  The following process chart provides an idea of steps and considerations involved with the closure of a food and beverage facility.  This is an example and should be modified at the command to fit the needs of the community.

Process

Processes Needed to Continue

 Food and Beverage Services

Food and Beverage

Entertainment

Check Cashing

Bingo

Catering Services

Special Functions and Events

Meetings (e.g., Captain’s Call)

Party Functions

Impact of Closure

Continuation and Level

of Food and Beverage will be affected by:

Decrease in Personnel

Decrease in Revenue

Decrease in Number of Employees

Continuation of NEX Food Service and Commissary Services

Options/Countermeasures:

Maintain current level of service 

Acquire outside assistance

Streamline the operations by curtailing hours of operation 

and consolidating services/programs

Example Base Approach to POA&M Items
Monitor delinquent accounts so they do not exceed one percent of total revenues

Close food and beverage not later than (NLT) 3 months before base closure date (BCD) 

Inventory all property NLT 2 months before base closure

Turn in all property to supply department NLT 2 months before BCD 

Dispose of excess equipment NLT 1 month BCD

Consolidate all food/beverage services (where applicable).  Note: Breaking even financially is significant in determining which food and beverage services can be provided with a shrinking patron base.

Terminate membership dues (where applicable) and begin collection of outstanding accounts NLT 3 months before BCD

Contract off-base restaurant services into food and beverage

206.  Child and Youth Programs (CYP).

    
a.  CYP Services and Operation.  The decision to continue CYP services and operations should be made in the context of the possible extra operational costs to retain the services, the availability of off-base child care and the invaluable service it provides to Navy personnel who remain to deal with the stress of the transition.  Experience has demonstrated that CYP will be one of the last operations to close.  

b.  Options.  Examine the following options early in the planning property:  

         (1) Consider extending Child Development Center (CDC) hours to include evenings and/or Saturdays.  

         (2) Increase Child Development Home (CDH) support if possible.  If operating a CDC becomes too costly and difficult to staff, place children needing care in CDH.

         (3) Prepare former CDC caregivers to provide CDH care in their homes.

         (4) CYP staff should assist families in finding alternate care during base closure and childcare at their next duty station.

         (5) If the above cannot be accomplished, hire (or contract with) a Resource and Referral Specialist position/service to assist families to find alternate care during closure and childcare at their next duty station.

    
b.  Staffing.  Arranging staff schedules to meet OPNAVINST 1700.9D series age-group ration requirements will become a greater challenge.  If there is enough caregiver staff, utilize them for other duties (e.g., inventory storing/packing files, equipment, etc.).

        
(1) If it is necessary to release staff, refer to Chapter 4 for correct procedures.  (Note: To assist GS/NAF caregivers make a smooth and time efficient transition into a GS/NAF position at the next installation, it might be wise to put the departing caregiver in a leave without pay status.   Since there is no break in service, the next command can immediately hire the person, which benefits both the individual and the command.)

        (2) For the staff that remains, the goal will be to plan time and cost efficient schedules that take into account the decrease in children and staff.  

        (3) To ensure there are enough qualified staff with completed background clearances, health cards, CPR, First Aid, and child abuse prevention and identification training consider:

            (a) Terminating part-day programs and use that staff in the full-day program

            (b) Increasing flexible scheduled staff hours

            (c) Arranging multi-age classrooms

            (d) Detailing active duty to assist at CDC (ensure that NACs, local background checks and basic training are completed)

            (e) Being more flexible about staff utilization (e.g., using CDH providers in the CDC, youth programs (YP) or CDC caregivers providing care in their government homes as needed.)

            (f) Hiring extra staff in advance of actual need (to replace those who may be rotating) to ensure required background checks and training are completed.

            (g) Scheduling the senior CDC/Youth Program staff so each classroom has a staff person familiar with/to the children.

    
c.  Inventory.  Refer to Chapter 5, for procedures to turn in or sell excess property.  List NAF and APF property and supplies separately.

    
d.  Food Services.  Determine when the CDC should cancel the food preparation program (i.e., snacks and hot lunches).  Closure of the commissary and/or caterer (i.e., galley or MWR club) will impact CDC food services.  To continue the food service program, consider purchasing food from commercial food suppliers or implement “brown bag” lunches from home as the enrollment drops.  Evaluate food program (i.e., deplete food stock, who will supply food, cost effectiveness, pack out dates for the kitchen equipment and property).

    
e.  Financial Accounts.  Refer to Chapter 3 concerning all procedures to close out finances and accounts.  Collect outstanding fees.

    
f.  Quality Assurance.  Serious problems can develop if quality assurance standards are not maintained.  Thus, it is imperative that CSP directors ensure that all local inspections are continued; staff background checks are completed; and that CDH is monitoring continues.

    
g.  Surveys.
        (1) The demographics of the Navy community will be changing during the different phases of closure.  This will affect not only the number and ages of children needing care, but also the availability of Child Development Center (CDC) staff, Child Development Home (CDH) providers, and Youth Programs (YP) staff to operate child care services.  It should also be considered that some families who are not currently using Navy childcare now may need it due to changing circumstances.  

        (2) Survey the Navy community, as needed, to determine childcare need (i.e., number of and ages of children, date of rotation, anticipated need for childcare) preceding the base closure.  Survey CDC and YP staff and CDH providers to determine their departure dates and length of time they are willing to work.  

    
h.  Timeline for Closure.  The decision to operate CYP depends on need, staff availability, and amount of command financial support available.  As the closure date draws closer, each one of these elements will vary and must be monitored as the demographics of the Navy community changes.

CHAPTER 3 

Financial/Accounting Impacts of Base Closure Unique to Nonappropriated Fund Instrumentalities (NAFI)

301.  Overview.  The guidance below should help activities attain an orderly base closure by providing a framework for planning required accounting and finance actions incident to Nonappropriated Fund Instrumentality (NAFI) dissolution at base closure, including any integral part of a regional fund.  Its full implementation can ensure all required NAFI disestablishment actions are carried out and that NAF assets are protected during the close down process.  The financial integrity of the NAF operation and the accountability of command must be sustained throughout the process.

302.  Successor-in-Interest.  

a.  General.  The region in which a BRAC location resides assumes both the assets and liabilities of the installation being closed, i.e., successor-in-interest.  In cases where the region is being disestablished, the gaining region assumes the assets and liabilities of to region being disestablished.  The provisions of DoD 7000.14R, Volume 13 should be closely reviewed to ensure a complete awareness and understanding of local base responsibility for the management of NAF cash assets incident to base closure.

b.  Responsibilities.   

   (1) As soon as an installation is designated for closure, the responsible CSP regional director (successor-in-interest) will review all cash requirements of the Installation NAFI such as cash in bank, petty cash, and change funds balances.  Petty cash and change funds balances should be adjusted to a minimum anticipating a reduction in operations.  

   (2) Cash at the region should be at least partially encumbered by NAF employee accumulated annual leave balances, estimated severance pay and estimated costs for relocation of personnel and equipment.  

   (3) Installation capital expenditures will be frozen, with Regional approval required in all instances.  

   (4) All NAF employee pay adjustments, bonuses, reassignments, promotions, etc., other than those resulting from current statutes and regulations, also require region approval.  

   (5) The region will continuously monitor the Installation NAFI cash balances, expenditures, and receivables (balance of receivables should begin to decline).  

   (6) As successor-in-interest, the region may elect to transfer funds to NAFIs that gain eligible patron base due to gaining mission(s), as missions/troop units move and begin to impact gaining installations.  Final cash transfers to gaining installations will be addressed after Installation NAFI dissolution date/closure date of losing installation.

303.  BRAC Expenses.  

a.  BRAC related NAF expenses incurred by NAFIs authorized APF support.  They must be included in BRAC budgets submitted by the region.  Initial estimates of severance pay and costs of relocating employees and equipment are based to some degree on assumptions.  Periodic revision will be necessary as employees depart voluntarily by RIFs/business-based actions or as other factors change.  (Note: Department of Defense Instruction 1015.15, paragraph 5.7.8, specifies NAF realignment and closure costs are authorized APF funding from all BRAC accounts.  APFs may finance costs that are a direct result of an approved BRAC action.  APFs are authorized for such costs as civilian severance, civilian permanent change of station (PCS), outplacement, transportation of property, etc.  NAF requests for BRAC funding must compete with other Navy requests for BRAC funding so early planning in this area is crucial.)

b.  APF Authorized for Category C Activity During BRAC.  Department of Defense Instruction 1015.15, paragraph 5.7.8.4, states that “Category C activities at installations identified for closure under BRAC procedures may receive APF support authorized for Category B activities".  The timing of such authorization will be determined by the commander in coordination with the Region, in order to provide essential needs and support a reasonable level of service to the remaining population.

304.  NAF Financial Management Policy and Procedures For BRAC. 

    a.  Specific NAF bookkeeping actions to be taken by the local NAFI Accounting Supervisor are outlined in Appendix C, Section II.

    b.  BRAC Data Call Coordination.  Regional Commanders/COs should ensure that the regional or station comptroller chop all responses to BRAC data calls pertaining to CSP through CSP Directors prior to release. 

    c.  Recording Costs.  It is important that NAFIs collect and keep costs visible throughout the process.  (See Appendix C, Section I – NAF Bookkeeping Actions).  Ensure the undepreciated value of real property is addressed in response to BRAC calls as a BRAC expense.

    d.  Resource Allocation Process was established through a process which resource allocation issues can be resolved within Commander, Navy Installations Command (CNI).  For more information see Appendix D.
    e.  Recycling Reimbursements.  The Defense Reutilization and Marketing Service (DRMS) has authorized BRAC Installations to direct Resources, Recovery, and Recycling Program (RRRP) reimbursements to another military installations within the same military service.  Therefore, at those installations where MWR has been designated the office of operating responsibility, MWR should ensure DRMS has been notified where to redirect program reimbursements.

305.  Disposition of NAF Balance Sheet Accounts.

    a.  General.  Once a NAFI is apprised of its official closing date it can plan an orderly shutdown of its financial operations so that all assets and liabilities are liquidated or transferred out by the closing date.  The objective is to liquidate assets at the highest attainable values or, if not possible (such as with inventory or fixed assets), to maximize their transfer to other program NAFI’s.  The least desirable option is uncompensated relinquishment.  The general treatment for liabilities is to settle all valid claims and write-off the remainder.

   b.  Accounting treatment.  NAFI’s administrator is required to take every possible appropriate action to maximize asset utilization and minimize indebtedness.  Even so, under the best shutdown condition, there may be some asset/liability settlements over or under recorded values.  Such settlement differences for an active NAFI are normally recorded to the income statement.  In the case of the closing (BRAC) NAFI, however, with operations and revenues ceased or winding down, such a performance-based disclosure becomes largely irrelevant and actually distorts consolidated profit/loss values.  Accordingly, record differences between recorded values and received/paid values for asset/liability shutdown settlements in the BRAC – residual balances net worth account, or for transfers to another NAFI within CNI in the BRAC intra system transfers net worth account.  
Example

A.  SEALED BID SALE OF FIXED ASSET FOR LESS THAN BOOK VALUE






DR
CASH
10,000


DR
ACCUMULATED DEPRECIATION
13,000


DR
BRAC – RESIDUAL BALANCES
 4,000


CR
FIXED ASSET ACQUISITION VALUE

27,000






B.  TRANSFER OF INVENTORY TO OTHER NAFI



TRANSFEROR

DR
BRAC – INTRA SYSTEM TRANSFERS
 5,000


CR
INVENTORY

 5,000






TRANSFEREE

DR
INVENTORY
 5,000


CR
BRAC – INTRA SYSTEM TRANFERS

 5,000






C.  WRITE-OFF OF INVALID RECEIVABLES






DR
BRAC – RESIDUAL BALANCES
   400


CR
ACCOUNTS RECEIVABLE

   400






    c.  Equity Use Caution.  The equity use prescribed above is for asset/liability closeout, dissolution purposes only.  Normal operating revenues and expenses are still reported as such and are not to be delayed under the pretext of later reporting them as equity items when operations cease.  Example:  even though the NAFI is closing in 15 months, it must still report the prepaid supplies shortage discovered during a physical inventory in the normal manner.

    d.  Fixed Asset Caution.  If “zeroed-out” fixed assets are to be later transferred to another NAFI, the transfer entry must be preceded by an entry to reinstate the assets book value to the amount existing at the time depreciation ceased.  BRAC/dissolving bases discontinue fixed asset depreciation for the fiscal year of their closure.  For example, all FY-06 closing stations should exclude central depreciation expense from the FY-06 budgets.

    e.  Cash.
        (1) Once official notification of base closure is received, cash restricted for projects not yet under contract should be unrestricted, and any construction projects being designed or under contract should be cancelled concurrently.

        (2) Prior to the base closure date, NAF cash should only be expended for normal operating expenses.  New fixed asset purchases and contract obligations should only be made for emergency health and safety situations and to maintain code standards.  The Regional Commander should approve all such expenditures of $2,500 or more.

        (3) At overseas bases, one year prior to the base closure date, 100 percent of the local national employees’ Long-term Retirement and Severance Liability should be restricted, so that adequate local funds are available at base closure to pay off these obligations.  

        (4) For all other employees, one year prior to closure, determine the amount of accrued annual leave and severance liability of existing NAF employees.  This amount must be restricted to ensure cash is available for payment of these fund settlement costs.  Quarterly thereafter, this liability must be revalidated taking into consideration those people who have voluntarily left the activity.

        (5) As business operations decline or at least nine months prior to base closure, reduce petty cash and change funds to absolute minimum and redeposit any excess petty cash and change funds into the CSP local NAF bank account.  

   (6) Residual funds represent the money available after all known assets (including receivables), liabilities, income, and expense items are settled at base closure.  Residual funds will transfer to the region to which the installation reports or to the gaining region in cases where the region is being disestablished.  Regions are allowed to transfer cash assets from installation accounts into a region account anytime prior to closure. The region is also liable for any outstanding bills from the closing installation.  All transfers of cash should be approved by the CNI Millington Detachment (N252) in advance.

    f.  The Concentration Bank Account (CBA) and local deposit bank accounts are controlled by CNI, so no local closure action is required.  However, if the local bank closes prior to the base closure date, please notify CNI (N252) so that the NAFI can be placed on direct deposit to the NAF Central Bank.  Imprest bank accounts (e.g., payroll, foreign currency, credit card sales) are controlled locally, and should be closed as soon as they are no longer needed.  Deposit these funds and credit the applicable balance sheet accounts.  If Imprest Bank Accounts are unable to be closed prior to base closure, then pass responsibility to CNI (N-252).  All check signing authority will remain at the Region level.

    g.  Accounts Receivable.  Whenever base closure is definite, accounts receivable must be given special attention.  

        (1) Consider stopping in house credit (encourage use of credit cards) and attempt to minimize check cashing.  Regulations provide a maximum daily limit on check cashing of $100.  If desirable, the regional commander/commanding officer has authority to set a lower limit.  If a patron is on NEX bad check list, deny check cashing privileges.  

   (2) Collect accounts receivable early in the closure process.  A good place to start is the aging schedule.  Bear in mind, large amounts owed by a small number of individuals generally represent the most return for a given amount of collection effort.  Use all available resources when pursuing receivable collections/settlements, i.e., regulating good business protective, base legal, etc.  Contact CNI N-252 for information concerning use of Treasury Offset Program (TOPS).

    h.  Resale and Central Storeroom Inventories.  Efforts should be made by the CSP Director to reduce resale and central storeroom inventory levels at least nine months prior to base closure.  This will minimize losses from discount sales, etc.  

        (1) Where practical, merchandise should be returned to vendors for cash, not credit.  

   (2) If residual inventories cannot be sold through open discount (“going out of business”) sales or transferred to other NAFIs, they should be sold through quantity sealed bid sales to authorized patrons and to the general public.  

   (3) Ensure all sales of inventory and all transfers, regardless of where they are transferred to, are recorded to the inventory accounts to prevent overstating cost of goods.  

   (4) Any consigned merchandise should be phased-out at least three months prior to base closure, and the vendor should be contacted to pick-up any remaining stock. 

    i.  Prepaid Expense.  One year prior to the base closure date, it is advisable to prepay all non-rescindable NAF contracts to cover all months up to and including base closure.  At least six months prior to base closure, begin converting all excess prepaid supplies and tickets to cash, or transfer them, with Regional Coordinator and chain of command approval, to other CNI NAFIs.

    j.  Fixed Assets (Property).
        (1) As soon as practical, but not less than one year prior to base closure, coordinate through CNI(N252) the redistribution of NAF property.  The selling of NAF property must be approved by the Regional MWR Director and sold through local sealed bid to eligible patrons and the general public.  If a buyer cannot be found, then the excess property should be disposed of after coordination with the region and CNI(N252) for coordination of asset movement throughout the Navy regions.  If the items cannot be placed within Navy, then they should be turned in through the Defense Reutilization Management Office (DRMO).

        (2) CNI(N252) (Central Fund Account) is to be listed as addressee for receipts from DRMO sales due to the amount of time it takes for DRMO to process payments.  Remove fixed assets from the books of the NAFI as events occur.  For example, when an inventory is complete, adjust the books as necessary.  Sales and transfers should be booked promptly.  See Appendix E from BRAC bookkeeping information.

    k.  Loans Receivable.  All inter-NAFI loans should be collected by the dissolving NAFI at least six months prior to base closure.  If collection is not forthcoming, contact CNI(N252) for final disposition.

    l.  Contracts, Leases, and Blanket Purchase Agreements.  At least one year prior to base closure, a schedule should be developed for contract termination, and vendors notified accordingly.  Any contracts, leases, or Blanket Purchase Agreements (BPAs) renegotiated prior to the base closure date should clearly specify a contract termination date prior to the date of base closure.  Finally, request that vendors provide remaining invoices at least 30 days prior to base closure.

    m.  Liabilities.
        (1) Confirm accounts payable balances.  Once these balances are confirmed, the NAFI is obligated to pay all current liabilities prior to base closure.  Also, any funds collected in advance of services rendered (i.e., unearned income), should be repaid, or written-off the accounting books.  Long-term loans payable to CNI or another NAFI will be liquidated by the region (as successor-in-interest.

        (2) Regions must ensure procedures are in place to police any remaining liabilities either known or unknown.  Transferring accounts for final closure to the regional NAFI may be prudent considering past closures.  If any liabilities remain outstanding on the books of the MWR Fund at base closure, a list should be prepared noting same.  The list with accounting records must be sent to the regional NAFI at base closure.

        (3) The list should contain the following information: vendor name, address, phone number, contact person, purchase order number, invoice number if received, amount owed (specified FOB term and any transportation costs to be paid), date order placed with vendor, date goods or services received from vendor, outstanding disputes, if any, with vendors that remain at base closure, any outstanding credit memos available with any vendor and description of goods or services provided by vendor.

        (4) Any long-term liabilities with vendors must also be noted.  These liabilities may include leases, lease to purchase options, restricted rental agreements with buy-out provisions, etc.  Copies of the agreements with payment schedules and unresolved actions must also be sent to the Regional NAFI at base closure.  Ensure proper and complete contracting actions have been taken to terminate these long-term agreements prior to closure.  If the NAFI is serviced by a Public Works Center, Finance Center, Supply Center, etc., other than your local base, notify these centers at closure.

        (5) The regional NAFI will resolve all outstanding liabilities after base closure using residual NAFI Funds at the affected base.  The region will assume responsibility for all outstanding liabilities if residual funds are inadequate. 

        (6) As a result of the aforementioned closing actions, at NAFI dissolution, the only remaining open balance sheet accounts should be cash in bank and net worth.  However, if any other balance sheet accounts have an open balance, the accounting supervisor must ensure that sufficient documentation for each open account balance is available for subsequent follow-up action by the regional NAFI.  Contact CNI, N252 for other guidance such as when to cease telecommunications if operating on the BLAS system (may have to operate manually near the end of the closure period), and to coordinate final contact with the centralized payroll contractor if operating on that system.

    n.  Budgeting and Financial Management.
        (1) During the closure process, the annual NAFI operational and capital budgets will be critical planning documents.  NAFI requirements should be quantified using the budget exhibits.  CNI issues the budget call annually, in the Spring.  In general, operational requirements should decrease as the population support is reduced.  While maintaining quality of life at BRAC installations is an important Navy objective, it is expected to be done in a cost effective fashion, maintaining core programs while drawing down excess capacity and non-essential operations as the population declines.

        (2) Major capital spending (over $200K, and all new construction and renovation) should be halted, and outstanding contracts cancelled wherever possible.  Some local capital spending to address needed health/safety and code deficiencies may still be necessary, but those projects’ scope should be kept to an absolute minimum.  Capital spending for equipment and vehicles should be on an exception basis, with the regional CSP director or designee approving expenditures.

        (3) NEX dividends to MWR may be assigned to MWR, for operations or as deemed appropriate by the regional CSP director.

306.  Payroll and Personnel.
    a.  Payroll.  At base closure, the centralized payroll administrator will closeout the Internal Revenue Service (IRS) Employer Identification Number in accordance with IRS Circular E and on the Form 941.  This includes filing all forms and paying remaining federal, state, and local withholding taxes for NAF employees.  If not on the centralized payroll system, all departing NAF employees should be provided with IRS Form W-2.

    b.  Personnel.  All departing NAF employees should be counseled regarding applicable medical and retirement options.  One year prior to base closure, CNI should be advised of all NAF career employees requiring assistance in finding future employment.  CNI will then serve as a clearinghouse for employment opportunities.  For further discussion, see Chapter 4 of this guide.

307.  Forms Disposition.  For installations not on SAP/AIMS during closure, destroy all unused NAF Central Bank checks from already opened boxes and destroy all local bank checks.  Also, these installations should return unopened boxes of NAF Central Bank checks to CNI (N-252E).  Check destruction should be witnessed by the station Command Evaluation and Review Office (CERO), or other independent personnel.  CNI should then be advised in writing, with witnessing signatures, of the numbers of the unused checks destroyed.  If not redistributed for use by another CNI NAFI, all controlled forms should also be destroyed at base closure.

308.  Terminal Audit.  At least one year prior to base closure, the local NAFI Fund Administrator should contact the region MWR Business Office, and CNI(N25E) to schedule the terminal NAF Audit.  CNI (N25E) can help schedule audit assistance.  The NAF audit checklists in Appendix F and BUPERSINST 7510.1A will be used to conduct the audit.

309.  Closure of NAFI Activities.  At the earliest opportunity, after the official base closure announcement, NAFI inactivation schedule can be drawn-up by the CSP Director.  In planning the inactivation schedule, consideration should be given to closing underutilized, money-losing activities first, and closing activities with the highest patronage or quality of life importance last.  In any case, consideration should be given to consolidation of like activities into one facility (e.g., All Hands Club.).  These actions will help preserve the maximum amount of cash available for subsequent transfer, while still providing a quality CSP program during the phase down period.  For further discussion, see Chapter 2 of this guide.

310.  Records Disposition.  The dissolving NAFI should forward all accounting and NAF personnel records to the region for safekeeping and fiscal reconciliation.  When no longer needed, the region should forward all NAF non-personnel records and correspondence to the nearest Federal Records Center.  Personnel related records and correspondence go to the Federal Records Center in St. Louis, Missouri.  See Chapter 4 for Disposition of Personnel Records and SECNAVINST 5212.5D for further details on record disposition.

311.  Computer Equipment. 

    a.  MWR Accounting and Information Management System (AIMS) Equipment.  Reassignment/disposal of any computer equipment provided by CNI (N25) as part of the AIMS system must be coordinated and approved by CNI (N251).  POC is CNI, (N251) at 901-874-6500.  

    b.  All other computer equipment and supplies (computer hardware, printers, software, CDs and diskettes, etc.) should be processed using the same procedures for assets or property.  If there are procedures developed by the base Computer Services Department for closures, they should be followed.  Some computer equipment requires de-installation by the vendor or the provider of the maintenance of the equipment prior to transfer or disposal.  Schedule any de-installation processes prior to the base closure.  The following is a list of things to consider for computer equipment (hardware) and supplies (software) prior to transfer or disposal:

        (1) When notified of base closure, conduct an inventory of all NAF computer equipment, software and supplies for each activity.

        (2) For all licensed software, review the license software agreements for each product to determining whether it may be sold or transfer the software to another user or it requires to destruction of the software.  For further guidance, contact the vendor and/or your local computer services security personnel or NMCI.

        (3) Prior to equipment transfer or disposal, make copies of any data files for transfer to the Federal Records Center, where appropriate.  All other copies of the data should then be destroyed using procedures appropriate to the security level of the data.  Classified, financial, personnel and proprietary (Level II) data requires destruction procedures beyond merely deleting the files.  Electronic copies should be destroyed also.  Contact your local computer security personnel or NMCI for further details concerning these requirements.  

        (4) Remove any software packages that are not to be transferred with the equipment.

        (5) If any equipment requires de-installation, inform the appropriate personnel/vendor to de-install equipment prior to transfer.

        (6) Cancel any maintenance agreements if they exist.

312.  Plan of Action and Milestones (POA&M).  To facilitate the closure process, the regional NAFI Director should prepare a POA&M detailing steps to be taken to accomplish actions specified in the guide and in DOD 7000.14R, Volume 13, Appendix C regarding base closure.  The POA&M should also include proposed closure dates for all dissolving NAFI activities, the expected number of NAF employees to be terminated, and the anticipated amount of severance pay for each departing NAF employee.  This plan should be forwarded to the chain of command at closure notification, with a copy to CNI(N25).

313.  Timeline.  A detailed list of financial actions incident to base closure is provided at Appendix B.  Additionally, at base closure, forward a letter to CNI (N25), via the chain of command stating that all disestablishment actions have been taken.  If any outstanding liabilities exist, provide complete details for subsequent follow-up by the region.  Also, it would be helpful to provide lessons learned that might benefit other commands and attach a copy of the completed terminal audit.  

CHAPTER 4

Managing the NAF Personnel Program 

During Base Closure

401.  Overview.  The CSP Manager at a BRAC base or activity faces a challenge of providing adequate and quality service to customers throughout the phase-down or draw down.  While meeting such challenges, the manager is responsible for assuring that the workforce is provided all possible assistance in securing continued employment either in the community or elsewhere within the Navy CSP family.  APF Personnel procedures for CSP GS employees are the same as for other GS employees on base.

402.  Planning the Personnel Closure with a Plan of Action and Milestones (POA&M).   The importance of a POA&M cannot be overstated. 

A review of such plans shows the inclusion of major action items such as “Close Child Care Center by (date)” or “Close Galley by (date)”.

a.  Detailed POA&M.  While BRAC action items are useful for an activity-wide POA&M, they do not provide sufficient detail for personnel actions since many sub-action items must be taken.  For this reason, all BRAC activities should establish a separate and more precise POA&M based upon personnel action items contained in the activity-wide POA&M for the purpose of mapping out key personnel actions from phase down to close down.

    
b.  Example: a key action item contained in the activity-wide POA&M is “Close Club ‘A’ by (date).”  Some sub-action items that might be included for NAF employees in the Personnel POA&M under this key action item are:

        (1) Determine and establish the competitive areas for all club closures.  NAF Competitive area definitions must be in place 90 days before they can be used.

        (2) Brief employees on Club Closure POA&M.  Also discuss establishment of new competitive areas and reason for such.  Remind employees of the Interchange Agreement and the ability to apply for Civil Service positions.

        (3) Issue Business Base Actions (BBA) general notice.

        (4) Prepare BBA Retention Rosters.  Verify service computation dates, calculate dates and determine severance pay for each employee.

        (5) Prepare and issue specific BBA notices to impacted NAF employees.

        (6) Establish and disseminate to all DOD NAF activities in the  commuting area the required Re-employment Priority List (RPL).

(Note that each action item would also have an assigned action officer and an assigned date for completion of that action item).

    
   (7) While additional sub-action items would be used to “Close Club ‘A’,” it is advisable to construct a total and separate Personnel POA&M that supplements those major personnel related action items contained in the activity-wide POA&M.  Of course, where no such activity-wide POA&M exists, there is all the more reason for a CSP QOL/MWR/CYP department-wide POA&M to be developed which would include all personnel related action items.

    c.  Flexibility in POA&M.  Once the POA&M has been written, it represents the best “call” as to what has to be done and in what period of time.  Of course, the POA&M is always subject to change due to such factors as a diminishing customer base, or new direction from the activity regional commander/ commanding officer.  However, even under such circumstances, the POA&M would remain.

    d.  Union Notification.  A copy of the POA&M should be shared with union officials if the NAFI activity works under a negotiated agreement.  Under certain circumstances it might prove wise to have union officials involved in the formulation of the POA&M.  Nevertheless, such officials must be briefed on the total POA&M, and on all changes made to that document.

    e.  Communications with Workforce.  The total workforce should be provided with a comprehensive briefing of all action items in the POA&M that impact their continued employment, separation, or benefits.  This briefing should take place as soon as possible after the plan has been formulated.  However, this should not be the first meeting with employees concerning the base closure.  Instead, once the BRAC announcement was/is made, management should hold a meeting with all members of the workforce to discuss the announcement and what management knows up to that period of time, along with management’s plan and commitment to keep its workforce informed throughout the phase-down/close-down process.

    g.  The timeframe for closure should be geared to the closure of the CSP departments or functions and not to the total installation.  
    h.  Anticipating Impact.  Once the POA&M is formulated, it should include the dates that given functions are scheduled for closure.  For example, an activity might have three different clubs all scheduled for closure at different dates.  With this information in mind, management may re-examine earlier decisions as to the competitive areas previously established.  Does it make more sense, under the base closure action, to have each club as a separate competitive area, or should all the clubs be placed under one competitive area?  Such decisions can have a major impact on continuity of operations plus added or diminished employment opportunities for employees in those clubs.

    i.  90-Day Requirement for Competitive Areas.  Newly established NAF competitive areas must be approved and in existence for at least 90 calendar days before they can be issued in any BBA.

403.  Taking Employment/Staffing Actions.  As already mentioned, one of the many frustrations associated with managing a base closure is that the CSP staff is expected to provide undiminished service up to the date of closure.  Many BRAC employees will be finding other employment, creating vacancies that may be difficult to fill because the terminal nature of a closure does not make these vacancies attractive to possible applicants.

    a.  Employment Limitations.  In past BRACs, the APF side of the house has had restrictions on filling vacancies from "outside" sources.  The guidance for the current BRAC should be checked to determine limitations.  Normally, these limitations do not apply to NAF positions.  However, common sense should be the guide in filling regular full-time and regular part-time positions.  In the past, it has been suggested that activities only hire flexible employees once an activity is 12 months from closure.  While this guidance might make sense in most cases, CSP managers are not restricted from filling regular full-time or regular part-time NAF positions if that is the only way to get the positions filled.  

    b.  Promotions.  The same guidance mentioned above applies to NAF promotions.  Within 12 months of closing, CSP Departments normally should make promotions on a temporary basis.  However, this is not a hard and fast rule.  Management can take the necessary personnel action that will get the position filled with the best talent available to get the job done.  The CSP manager can approve temporary promotions for up to six months without competition and can do them for a longer period by using competition with the area of consideration restricted to CSP.  With all positions in NAF pay banding, management has greater latitude in filling vacancies (i.e., a promotion in paybanding only occurs when going from a lower to a higher payband).  This means that most positions can probably be filled on a non-competitive “reassignment” basis (a move of a qualified employee to another position in his/her payband).

404.  Using Details as a Method for Filling Positions during the Draw Down to Close Down.  

    a.  Details.  Management should keep in mind that another effective way to fill a “hard to fill” NAF position is by use of a detail.  By use of this approach, the on-board selectee need not be fully qualified to fill the position as is necessary for reassignment or promotion actions.  (Note: management may not “detail” an individual to a higher graded position.) 

    b.  Time Limits.  While a detail need not be competed, the maximum time of 6 months for such actions applies.  Contact CNI (N253) if this limitation becomes an obstacle to getting the job done.  Finally, assure that a personnel action form is prepared on each detail exceeding 30 calendar days since time spent on a detail is creditable for qualification purposes  when applying for future positions.

405.  Alternate Methods Useful in Obtaining or Retaining Required Skills during the Closure Period
    a.  Retirement Eligible Employees.  

        (1) Approach retirement eligible full-time and part-time NAF employees to see if they are willing to take early retirement.  Management may offer them flexible employment immediately upon completion of their retirement.  If they will be working more than the equivalent of 19 hours per week over the next year, contact CNI (N253) for waiver consideration.

        (2) Review civil service employees who have not taken a VSIP payment.  Civil Service employees who have taken as VSIP may not be re-employed as a NAF employee in any employment status for five years after receiving the VSIP.

    b.  DOD/OPM Interchange Agreement as a source for filling GS positions.
        (1) Subject to any other restrictions that might be in place, management can use Temporary Promotions of GS to GS, Details of GS to GS, temporary appointments and "TERM" appointments to fill the vacancies.  The Human Resource Servicing Centers maintain standing registers for most grades and series and should be able to provide referrals for competitive temporary promotions, temporary appointments and "TERM" appointments in a relatively timely manner.  GS non-competitive temporary promotions can only last 60 days.  Management may also detail to a higher graded GS position for up to 60 days.

        (2) Management should also consider using the Interchange Agreement to get existing NAF employees appointed in TERM GS appointments.  To do that:

             (a) Canvas current NAF employees currently on payrolls, or those who have been separated due to BBA within the year.

             (b) If a current NAF or recently BBA separated employee is interested and qualified for any GS position advertised to be filled on a “Term” basis, approach HRO and discuss the use of the DOD/OPM Interchange Agreement as a source for filling GS positions with current and eligible BBA separated NAF employees for “Term” type positions.  This approach not only provide some  known/proven-qualified applicants, but it also allow management to quickly fill “GS” (Term) positions on a non-competitive basis.

406.  Taking Business Based Actions (BBA).  The following information pertains to NAF activities that do not work under a union negotiated agreement.  Activities having such agreements must adhere to the conditions of the agreement that cover reductions in force or business based action procedures.  When this is the case, however, the negotiated agreement procedures will only pertain to positions as determined in the unit assessment.  Incumbents of all non-unit positions will fall under standard BBA rules/processes.  Call CNI(N253) at 901-874-6716 for additional guidance on this issue.

    a.  Sample BBA Letter.  BUPERSINST 5300.10A, Appendix D has a sample separation notice for a non-probationary regular employee.  The only changes in this letter for other categories of employees would be the modification of the information on benefits and the appeal rights.  These are specified in Appendix D of the above instruction. 

    b.  Benefits.  An explanation of all benefits and related matters and titled "BBA and NAF Employee Benefits" is available on the personnel area under the tab "Policy and Procedures" at http://www.mwr.navy.mil.  If any of these are changed in BRAC, the booklet will be updated with the changes.  This booklet should be downloaded, reproduced and issued with the BBA letters to each employee.

    c.  Time Period Exempt from BBA.  In parallel with APF policy BBA notices may not be issued nor made effective during the time frame from 15 December through 3 January of each year.  Such prohibition includes BRAC BBA notices

    d.  Additional Guidance.  Additional guidance is available in BUPERSINST 5300.10A, chapter 6 and Appendix D.  This instruction is on the MWR web page.

407.  Placement Assistance for NAF.  There are three vehicles that offer placement assistance to BRAC NAF employees. 

    a.  DOD Re-employment Priority List (RPL).  This DOD program extends placement assistance to eligible NAF employees separated due to BBAs.  However, MWR managers should not expect this program to play a major role in re-employing BRAC separated employees.  The reason for this is simply that the RPL allows for mandatory placement to eligible registrants only to the position or identical additional position (i.e., substantially the same duties) from which the employee was separated in the organization.  Other than meeting these criteria, RPL registrants only receive priority consideration from all DOD NAF activities in their commuting area for up to one year from the date of separation.

        (1) Priority consideration merely means that the RPL registrant was considered for any NAF vacancy in any DOD organization in his/her commuting area when the duties of the vacant position were substantially the same as those of the position from which the RPL registrant held prior to separation.  Such “consideration” does not carry with it a mandated placement right. 

        (2) DOD requires all eligible NAF employees separated due to BBA to be placed on an RPL.  The separating activity is responsible for accomplishing such, and for sending a copy of this listing to all DOD activities in the commuting area of the activity from which the employee was separated.

    b.  Defense Department Outplacement Referral System (DORS).  This program provides all APF and NAF employees with employment assistance whether or not they are involved in BRAC or BBA actions.  Registrants may seek assistance through this computerized placement system for positions in the private sector as well as with Federal and State agencies.  The system also allows for the registration for employment assistance to the spouses of registered employees.  Please visit http://www.dmdc.osd.mil/dors for further guidance.

    c.  DOD/OPM Interchange Agreement.  This is an important placement tool.  Currently employed NAF employees and other eligible NAF employees who have been separated due to BBA (for up to one year from date of separation) can use this tool to seek and obtain a direct and non-competitive appointment into Federal Service positions without having to go through the normal system.  There are many ways the Interchange Agreement can be used to fill vacated APF positions and it is a great source for placement of our employees into the Federal service.  

        (1) Eligible current employees and those separated by BBA (for up to one year from date of separation) can be appointed directly into a Federal position for which qualified by use of the DOD/OPM Interchange Agreement.  An eligible NAF employee is a regular or flexible NAF employee without a time limited appointment that has completed a one-year probationary period or such employee who has completed one year of continuous NAF service.  Such service could have been completed at any time (i.e., need not have been completed immediately prior to appointment into the Federal service).

        (2) If the new BRAC includes a restriction on filling vacant APF positions, the Interchange Agreement should be very helpful. Should the hiring action be from OPM registers (i.e., bringing new hires into the Federal service to fill these “Term” type of appointments) NAF management should meet early on with HRO personnel specialists.  Management should especially stress the use of such approach in the filling of “GS” MWR vacancies.

        (3) Once separated, due to BBA, eligible NAF employees may continue to use the Interchange Agreement for up to one year from date of separation.  Prior to separation of eligible employees, MWR top management should ensure that the local servicing HRO provides specific and clear information to employees scheduled for BBA separation about how to find employment in the Federal system.

408.  Placement Assistance for APF employees.  Civil Service employees seeking placement assistance should contact their installation HR representative.

409.  Disposition of Personnel Records.  The major personnel “record” that needs to be disposed of is the Official Personnel Folder (OPF) of each employee.  The general rule is that an OPF is held by an activity for 90 days from the date of an employee’s separation.  If such employee is rehired during this 90-day timeframe, the new employing activity requests such OPF from the activity that has the file on hold.  If, however, a former employee’s OPF is not requested during the 90-day period, at the end of that time, the OPF is sent to the Federal Record Center at:



National Personnel Records Center



Civilian Personnel Records



111 Winnebago Street



St. Louis, MO  63118

Here are some exceptions to the guidance mentioned above:

    a.  Prior to the closure, the BRAC activity will send all OPFs on hand to either the Federal Records Center or a successor activity identified by the region that will be responsible for the maintenance and disposition of such records.

    b.  OPFs of employees with workers' compensation claims, disciplinary or BBA appeals and EEO complaints should be sent to CNI (N253).

CHAPTER 5 

Facilities/Personal NAF Property Issues 

501.  Disposition of personal property on closing and realigning bases. 

a.  Personal property purchased with NAF may be removed from any BRAC base, however, the community should be aware the NAF personal property belongs to the Sailors collectively and is subject to rules different than those for APF personal property.

     b.  Assets should only be offered for reutilization on other bases if the item is in good condition, can withstand the shipment, and if it is economically prudent to redistribute.  Back haul opportunities should be exercised whenever available.

     c.  Property that no longer supports the function to which it was originally intended, may be reallocated to fill other on base or regional NAF needs at the discretion of the regional commander.  Property determined excess to the needs of the base will be reported to the region for possible reuse within the region.

    
d.  See Appendix G for additional information concerning the disposition of NAF personal property.

502.  Actions to Ensure Fiduciary Responsibilities Met.  Installation CSP managers must monitor all plans and actions involving disposal of the Navy’s real property.  

a.  Disposal of CSP APF real property follows standard Navy BRAC guidance.  

b.  The following actions are vital to the fiduciary responsibility of each region’s chain of command regarding stewardship of NAF real property:

    
   (1) Prior to the sale or transfer of any real property that includes a NAF investment, an updated listing of the NAF investments must be provided to the CNI(N25) by the installation NAFI or regional CSP office.  Data must be submitted for all facilities constructed or improved with NAF, to include fixed assets designated to remain with a facility.  It must be accurately quantified, reconciled with Public Works Real Property records.  It must also be depreciated in NAFI financial documents. 
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   (2) CNI(N25) will establish a central clearinghouse on its web site for other regions to review for NAF equipment that is not placed within the successor-in-interest region.  Pick-up and delivery of any equipment placed outside the region would normally be at the expense of the gaining activity. 

    
   (3) CSP facilities should be retained as long as demand and usage continues.  When facilities constructed or renovated with NAF are declared to be excess to government needs, negotiation options with potential purchasers are severely limited.  Consider consolidation/sharing to conserve NAFs.

   (4) Hardware, software, and other components of the central MWR Management Information System (MIS) program are exempt from automatic data processing equipment (ADPE) disposal procedures and must be transferred to the regional CSP director.    

    
   (5) The sale of lost, abandoned and unclaimed property by the installation is authorized by Defense Authorization Conference Report, Section 374, 13 December 1995 that amends 10 USC 2575.  Detailed plans will include actions required to establish ownership/title, and meet other legal requirements prior to time of sale.


   (6) In order to transfer firearms and ammunition between two MWR activities, both must be licensed as dealers by the Federal Bureau of Alcohol, Tobacco, and Firearms (ATF). 


   (7) Fixed assets purchased with NAF and left in place for appraisal and sale/transfer of a facility will be transferred to the PWC and NAF property records will be annotated to reflect the date of transfer.


   (8) NAF personal property may not be transferred to the LRA via Economic Development Conveyance (EDC), unlike APF property.  However, if the LRA secures a "right of first refusal" (see next paragraph), it should be set up to time the NAF transfer to coincide with the EDC transfer.


   (9) Local Redevelopment Authorities (LRA) may negotiate with the installation and regional command to secure a "right of first refusal" for purchase of NAF personal property at fair market value.  Major requirements, critical to preserving NAFI resources, are that the fair market value must be determined by the NAFI and there must be a time limit for the LRA to exercise this option.
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  (10) NAF personal property that has been identified as "not available for reuse" may be sold or transferred to other MWR child/youth programs or visitors quarters activities.

       (11) Economic development conveyances (EDC) of real property often occur at or below the estimated fair market value.  Processing procedures for EDC applications have been revised to require that reviewing and approving officials are made aware of NAF investments.

       (12) NAFs expended to acquire, construct or improve facilities on BRAC installations will be partially recovered IAW P.L. 101-510 Section 2906, as amended.  This law requires that a portion of the disposal proceeds equal to the depreciated value of the NAF investment in real property will be deposited in a special reserve account in the U.S. Treasury and will be transferred to the appropriate Service Nonappropriated Fund Instrumentality (NAFI).

   (13) Several goals in the DOD BRAC policy relate to making installation personal property available to the local community for use in economic redevelopment.  Personal property items owned by the NAFI may ultimately be sold to the local community or transferred to the gaining activity with disposal processes discussed in the BUPERSINST 1710.11C taking precedent.    

        (14) Installation CSP managers should be familiar with the DoD 4165.66-M, "Base Reuse Implementation Manual", which states that NAF-owned property will be excluded from the installation inventory provided to the local community.  Immediate and periodic inventories by NAFI managers are essential.
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Chapter 6 

Lessons Learned from Previous Base Closures In the Words of Base CSP Staff Members

601.  QOL/MWR/CYP Concerns.  

Background.  Early in the disestablishment, procedures were made and dates set for the closure of each section (i.e., stop ordering food, beer, etc.).  We attempted to keep most MWR facilities open in order to make as many activities as possible available to the afloat Sailors as long as possible.  We planned the ordering of supplies and the reduction in force notifications around those dates.  Fortunately, our MWR operation was well off financially and we could afford to operate at a loss for some time.  

    a.  The problem was the early, unplanned loss of key trained personnel (cooks, bartenders, and childcare givers).  We lost our MWR director, financial manager, and club manager with nearly 12 months left before closure.  We were fortunate that the retired MWR director had not yet left the country and agreed to work for us during the final 12 months.  We consolidated food and beverage operations under the assistant manager (local national) and paid for frequent TAD visits by another MWR financial manager to assist with our financial records.  

    b.  The result, frequently, was the early necessity of drastically reducing service hours, consolidating food and beverage services with little or no notice to customers.

Recommendations.  Set and promulgate closure dates for your MWR facilities early in the planning process.  

    a.  Many people make their personal plans around the assumed availability of certain services (child care, eating facilities, ITT, etc.)  Stick with the dates as much as possible.  

    b.  Watch your employee status carefully.  Be prepared to consolidate or reduce service hours immediately if employee levels, quality of service, or financial status mandates.  

    c.  The early promulgation of the closure schedule for all MWR, NEX/commissary, housing area, banking, etc. facilities gave all hands the information they needed to make decisions about their personal financial and family travel plans.  

602.  Reduction in Force (RIF) Regulations.  

Background.  The pending announcement of the base closure was known only by a select few; we were not even permitted to speak with the civilian personnel office to seek guidance on how to respond to anticipated civilian personnel issues.  It took us nearly four weeks to research, verify, and promulgate this policy as it applied to local nationals.  By the time we had promulgated the information, our employees were left with the perception that civilian personnel office was staffed with incompetents.  We also delayed too long having an on-site civilian personnel office team to answer questions about approximate termination dates, sick leave, and time-off for job hunting, etc.  Our original logic was that it was better to tell them nothing than to give them the wrong answer and then have to retract.   

Recommendation:  On the day of the announcement, have a handout prepared for all employees outlining their rights and a summary of general actions the U.S. Government plans to take to assist them in finding new jobs.  The regional commander/commanding officer and representatives from civilian personnel office should be immediately available to document the questions.  If you don’t know the answer, tell them; if you’re not ready to make a policy statement, tell them why.  At least they will know you are being as open as possible with them.

603.  Establishing Reduction in Force (RIF) Dates.  

Background.  Civilian employees will begin to lobby immediately to learn their RIF dates.  Providing this information to employees prior to the dates established by local POA&M is unwise.  The civilian workforce will begin to plan around these dates, will desire exceptions early/late release, will not begin to look for work until the last minute, and will generally and quite naturally expect management to keep to the dates proposed.  Experience has shown that these dates will change, in some cases drastically as closure progresses and some functions are closed earlier or continued later than expected.

Recommendation.  Management should keep individual RIF dates confidential until local notification periods set by POA&M. 

604.  MWR Labor Force.
Background.  The MWR department required additional laborers to dismantle, pack, crate, and ship their material.  To a certain extent, we were able to use people who were no longer needed in their old jobs to assist with these efforts, however, it was necessary to augment the MWR labor force using SEABEE and reserve ACDUTRA carpenters, plumbers, and electricians.

Recommendation.  Additional personnel should be assigned or hired to accomplish the task of MWR equipment removal.  [CNI(N-25) recommends that temporary hires be used if additional personnel are required.]

605.  Clerical Positions.

Background.  Almost every department needed additional clerical assistance.  Since bases under mandate of base closure were eventually exempted from the hiring freeze, we created a general clerk/typist PD for up to five temporary GS-3 positions, which we advertised and filled.  The PD’s were written in such a way that we could rotate the clerks to any department that needed emergency assistance and assignment was controlled by the XO.  We had no difficulty filling the positions with spouses who had basic typing, clerical, and telephone answering skills.

Recommendation.  Establish a temporary clerical pool that can be rotated to various departments needing temporary assistance.

606.  Civilian Payroll Planning.
Background.  Within three weeks of the initial closure planning conference, we produced a proposed closure plan, which, among other things, included a tentative draw down plan for both the military and civilian workforce.  We thought we would have time to refine and modify those estimates as our plans solidified.  What we found, however, was that these initial plans w3ere immediately used by higher authority for civilian payroll planning.  The initial plan was naively based on people going away as functions went away, without any consideration for the fact that additional people would be needed in certain functions.  As a result, the numbers that were provided by the command converted directly into the civilian payroll budget provided by higher authority and became very hard to change. 

Recommendation.  Be careful when you submit your initial closure plan.  Even the draft can come back to haunt you.  You can always release civilian staff early if you find yourself ahead of schedule; finding the money to keep civilians longer than planned is close to impossible.

607.  Job Descriptions.
Background.  We frequently found that as the base wound down, certain functions could be performed with fewer people.  In some cases, functions went away entirely long before disestablishment (e.g., NEX clerks; MWR cooks, waitresses, gym attendants; public works facility planners; housing referral specialists; etc.).  Yet other areas were in desperate need of help as employees left early or simply needed extra assistance to accommodate increased workload (e.g., warehousemen, general laborers, housing and household goods inspectors, clerks, etc.).

Recommendation.  Informally survey your spousal hires to see if they intend to depart the area before the need for their services goes away.  Ask your employees if they would be interested in doing work outside their normal job description if their job goes away early.  You cannot force a civilian to do work outside their general job description (i.e., a housing referral specialist cannot be forced to perform the work of a housing inspector or a clerk) unless they are willing to do so.  Some simply are not trained to do certain types of work.  You will find that your willingness to be flexible will greatly enhance your reputation in the local community while fulfilling a mission need at the same time.

608.  Sick Leave Abuse.

Background.  Civilian employees are paid at separation for unused annual leave but are not paid for unused sick leave.  Some employees begin to use sick leave to save their annual leave balances as the balance converted to money on separation.

Recommendation.  At the very least, immediately and frequently remind all employees that even perceived abuse of sick leave will be taken into account when considering employee performance awards, spot awards, or written recommendations to prospective employers.  Educate your department heads and supervisors to begin immediate close monitoring of all sick leave requests and ensure they take immediate action with verbal and written counseling if an abuse occurs.  

609.  Communication.

Background.  We discovered very early the benefits of getting all hands involved in planning and executing the closure.  Each department was tasked with identifying all actions required for closure of their department.  We insured that the departmental process was done in an “all hands” environment, from the most junior to the most senior.  It was amazing how much detail came out of these meetings and was ultimately added to the automated closure plan for each department or function.  It was usually the junior personnel who were in positions to recognize immediately how an action on the part of their department impacted on another department.  In addition, we made frequent use of the Spot Cash Award Program as incentives for our civilian employees and letters of appreciation and commendation for our enlisted.  We also had frequent picnics, parties, social events, award ceremonies, etc. to keep up morale.

Recommendation. Keep the process transparent and lines of communication open.  Keep your people motivated and reward them frequently.

610.  Fiscal Year Funding
Background.  In order to close the base, numerous TAD visits to the regional commander will be required.  Your TAD budget may be significantly higher than previous years.  Close liaison with the fiscal office of the regional command is necessary.  By identifying budget areas of excess and shortage promptly, there is greater latitude in transferring funds within activity/subactivity groups. 

Recommendation.  By identifying major expenses early in the closure process, you limit the number of crises that invariably happen.  A major area of concern is funding for civilian redundancies.  By identifying the dollar value of the redundancy early, you can liaison with the regional commands to ensure funds are available.

611.  Travel Budget.
Background.  Disestablishment caused numerous unexpected meetings out of the area.  We identified early those commands from which we would need frequent (HRO, regional fiscal, MWR, PW, General Council, LANTDIV, etc.) and insured they covered the proposed visits in their budget submissions for the year of closure.  Just in case, we also increased our travel budget for the year and still exceeded our budget.

Recommendation.  Identify your travel requirements for the year of closure.  It is better to over estimate than under estimate.  Ensure your supply officer maximizes the travel budget during the final year of closure.

612.  Management Controls  

Background.  Base closure requires the close out of all fund accounts.  Without adequate controls, this is an invitation for possible abuse.  The potential for other problems, such as telephone abuse, is also present. 

Recommendation.  Increase the periodicity of required fund audits from quarterly to monthly, in order to detect any problems earlier.  Closely monitor the status of the various fund accounts to ensure your people do not find “creative” ways to dispose of their funds.  We changed the periodicity of telephone bills from quarterly to monthly to detect any unauthorized long distance telephone calls.  This, coupled with a strong anti-crime education program, prevented any abuses.

613.  Lease Negotiations.
Background.  Some leases will require an early termination agreement.  Such an agreement must be negotiated.  Negotiations can take a day or a year.  

Recommendation.  Start lease negotiations early, preferably right after the announcement.  Some negotiations will take a long time.  (Note:  CNI (N-25) recommends contacting the Judge Advocate General (JAG) and the Public Works Officer (PWO) to arrange negotiation dates with lessor.  Meet with the JAG/PWO to formulate acceptable pre-negotiation positions).

614.  Lease Termination Clauses.

Background.  Base closure will necessitate premature termination of some leases.  Some termination clauses may limit the circumstances under which accompanying compensation agreements apply.

Recommendation.  All leases should have termination clauses, which cover early terminations under any circumstances, and should outline and limit what the lessor gets if the government exercises its right of early termination.

615.  Local Real Estate Law.

Different countries have different real estate laws and customs.  Lease buy-out agreements can be interpreted in different ways depending of the origin of the lawyer.  Also, dependence on American experience in a foreign real estate agreement can cause you to miss important host country legal and tax requirements.

Recommendation.  Hire a lawyer trained in the laws of the country in which you are negotiating the lease by-outs.  Use the lawyer when negotiating the buy-out, and to review settlement documents. (Note:  CNI (N-25) recommends that the activity Judge Advocate General and the Public Works Center be utilized vice hiring a lawyer.)

616.  Dilapidation at Lease Termination.

Background.  In Scotland, “dilapidation” is the condition and related costs of a lease property when it is returned to the lessor.

Recommendation.  “Dilapidation” is a big-ticket item at the end of a lease or at early termination, if you have the responsibility to maintain the property.  Remember the lessor requires that you have to maintain the property to the standards specified in the lease, not those in Navy maintenance manuals.  Where possible, it is best to have the lessor perform maintenance on leased properties.  Consult a local lawyer (Judge Advocate General) to advise you.  The use of a local surveyor is also helpful.  “Dilaps” should be part of your government estimate for buy-out costs.

617.  Government Vehicle Leases.

Background.  Your local Public Works Transportation Office will probably not have the extra government vehicles to check out or the maintenance personnel to keep up with the additional wear and tear on the government vehicles, even if they had them.

Recommendation.  Get authorization and funding from your regional NAVFAC office to lease vehicles for these additional people.  Plan on leasing all your vehicular needs for at least the last 90 days, so your maintenance staff can have time to begin preparing the government vehicles for shipment to the various receiving activities.

618.  Departmental Plant Property Representative

Background.  The orderly disposition of minor property was a daunting task.  Other Navy commands toured each department to pick and choose minor property for transfer to their command.  Different commands picked up minor property at different times.  A departmental point of contact for minor property disposition coordination was required.

Recommendation.  The appointment of a departmental minor property coordinator was an excellent idea.  He was able to ensure that all property for that department was cataloged and coordinated all “shopping visits” and property pickups.

619.  Contracts Closure Plan.

Background.  At closure announcement, there will be numerous contracts in place, which will have to be terminated.  Also, you will find the need to contract out some base closure necessities.  

Recommendation.  Make a contract closure plan.  There are many ways you can make it all work out.  For instance, you can award partial options periods.  Plan to use small purchase contracts at the end to get the grass cut that last time.  Use the concept of the acquisition plan, except this is a de-acquisition plan.  Remember, NAVFAC must approve all terminations for convenience.  Get your ducks in a row early.  Renting (leasing) vehicles towards the end of the closure process allows you to transfer government vehicles and allows DRMO to auction unwanted vehicles, and you can still get around.

620.  Extension of Contracts Beyond Termination Dates  

Background.  Contracts, even those with option periods, have finite terms due to the requirement for competition.  New contracts must be awarded when the term of the contract ends, unless special permission is sought and granted.  

Recommendation.  Some contracts will end before you want them to.  You can get permission form the NAVFAC local Engineering Field Division (EFD), or Regional Navy Engineering Command (FEC) to extend the contract beyond its final completion date.  This is much easier and makes more sense than re-advertising.

621.  MWR Plant Property and Records Processing
Background.  We discovered that there were very few instructions outlining the closure of MWR plant property, financial, payroll, and other records, and what was available was vague and open to interpretation.  Vast amounts of equipment needed to be redistributed or discarded with no guidelines for movement or redistribution of those assets.  However, two things were clear:

    a.  All MWR assets belong to the regional commands

    b.  Plant property acquired with non-APF could be sold and the proceeds deposited to the MWR account.  Property acquired with APF could not.

To avoid the appearance of favoritism, an extensive inventory was conducted immediately after the closure announcement.  The inventory list was provided to the regional command MWR office and announced to all regions that requests for our MWR property had to be made directly to the region.  The property was shipped to the commands directed by the Region.

Recommendation.  The regional MWR office should monitor the closing MWR program closely and be prepared to provide guidance and TAD assistance where required.

622.  “Tiger Team” Approach to Plant Property Disposition

Background.  As you begin phasing out equipment, utilization of personnel becomes a major concern.  With a workforce comprised of 80 percent civilians, the movement of furniture and equipment can be a problem.

Recommendation.  A dedicated “tiger team” should be formed, including at least one qualified forklift operator and a storekeeper with warehousing/transportation background, utilizing these two, a cadre of additional petty officers should be assigned to coordinate the pick up and shipment of property.  This cadre should be the nucleus of a group that grows larger as the closure date approaches.  All departments will want to keep property until the last minutes.  This also applies to their personnel.  Close liaison with the base closure officer is required to keep a handle on removing property expeditiously and utilizing command personnel to the maximum.  Assistance can also come from the reserve forces.  A request for reserve support to COMNAVRESFOR, at least 12 months in advance of base closure, will result in assistance provided throughout the base closure process.

623.  Personal Property Related to Excess Real Property
Background.  The NAVFAC P73 gives alternatives for disposing personal property associated with your excess buildings and lands.  The Navy policy for disposition of personal property on closing or realigning bases is outlined in Appendix G.

Recommendation.  NAVFAC P73 (Chapters 14 and 23) gives the EFD authority to do things with “personal property related to excess real property.”  You can even get permission to donate such personal property to local civil authorities, if it is economically justifiable. Excess stoves, refrigerators, and loaner furniture can be donated to the local social services department.  The public relations benefits of donation are great during the base closure period.  It helps balance out the negative aspects of the closure with the local community.  The procedures in NAVFAC P73 are in opposition to normal supply procedures and defense disposal regulations; DRMO will insist you can’t do this!

624.  Liability Period for Real Property

Background.  Land and buildings must be guarded and maintained until they are returned to a lessor or turned over to another government entity.  Buildings can be budget busters if vandalism occurs.

Recommendation.  Return leased property as early as possible to limit your liability.

625.  Packing Materials
Background.  Because OPTAR/Imprest fund accounts will be closed out prior to dis-establishment, it became impossible to order last minute supplies, forms, etc.  In spite of repeated warnings, departments failed to order sufficient boxes for all the files that had to be forwarded.  (Special boxes for command files going to archives can only be ordered from archives!)

Recommendation.  Establish contact early with your local Federal Records Center; learn their record retention, crating and storage requirements.  Order all supplies, forms, packing boxes, etc., as early as possible to ensure that they arrive in time and are ordered far in advance of termination of OPTAR/Imprest funds.  Order significantly more than you expect to use.  Another command can always use them.

626.  Telephone Services
Background.  Anticipate the need for cell phones as office telephones are removed and key staff is temporarily relocated to consolidated office areas.  Key departmental personnel need to be reached, regardless of the status of the removal of commercial telephones.  Our key personnel also required portable phones after hours (CO, XO, security officer, duty officer, etc.) as they packed out and moved to hotels.  They were also used during the numerable VIP visits and for logistics support during the base closure ceremony.  

Recommendation.  Decide which of your key personnel will require cell phones and have your supply officer purchase them well in advance. 

627.  Successor Activity Appointment
Background.  Massive amounts of budget, financial, and contracting records will have to be sorted and decisions will have to be made on who will be receiving these records.

Recommendation.  Have the regional commands specify in writing at least six months in advance which command will receive fiscal, contracting and supply records.  At least three visits will be required to identify how the transition will occur, when it will occur and what the responsibilities of the parties involved will be.  The actual transition should take place approximately one month prior to base closure to ensure that if there are questions by the receiving activity, there is an adequate amount of time to resolve any emergent problems.

628.  Pre-Turnover Meeting
Background.  There will be some things, which will not be completed by your closure date, and there are also some items, which must be kept handy after you are gone.  A “successor” command will be designated to tie up the loose ends after dis-establishment.

Recommendation.  Hold a pre-turnover meeting with the command that will be finalizing your payments and answering questions after you are gone.  This will give them advance warning as to what lies ahead.  They should be able to see what property they will be getting so they can find space for it.  They can also tell you what supplemental information they will need at the time of turnover.

629.  Destruction of Files

Background.  All files not transferred to an alternate command at dis-establishment must be shredded or otherwise destroyed.  This can be very time-consuming and should not be put off until the last month.

Recommendation.  Stress the need to destroy/shred unnecessary files as early as possible, as there will be a significant number of files, which can not be shredded until the final week.  If possible, organize a burn run to destroy large amounts of material.  Ensure sufficient shredders are available throughout closure, as well as a classified material shredder.  Rent shredders if you need to.  Based on past experience, two personnel will be required for this effort.

Appendix A
CHECKLIST 

ACTIONS REQUIRED IMMEDIATELY AND CONTINUOUSLY AS APPROPRIATE THROUGHOUT THE CLOSURE PERIOD:

CHECKLIST I

ACTIONS REQUIRED IMMEDIATELY AT DATE OF APPROVAL, AND CONTINUOUSLY

(*INDICATES REQUIREMENT FOR FREQUENT REVIEW/APPROPRIATE ACTION)
CHECKLIST I

Closure Actions for MWR Activities
At Date of Approval & Continuous
1-2 Years Before Closure
180 Days Before Closure
NLT Date of Closure

CSP MANAGERS:





Participate in installation BRAC planning process as a “BRAC Committee Member,” or monitor that process.
X




Establish MWR closure team to carry out Commander instructions and unique MWR requirements; and be responsive to Local Redevelopment Authority (LRA).
X




Schedule a series of “Town Hall” meetings for all MWR employees.
X*




Project MWR program/function termination dates, and last duty day for all personnel.
X




Designate a single point of contact (POC) for closure of each MWR activity.
X




Review policy for civilian superior performance awards to ensure adequacy during BRAC period, and adjust if necessary.
X




Use all Command Information and other Public Affairs communication channels to ensure on-and off-post customers receive pertinent information in a timely manner.
X*




Prepare to cope with and compensate for the early loss of qualified personnel.
X*




Determine mission termination and departure dates for troop units.
X




Review available funding levels during closure period, including alternative uses of NAF and APF in support of Category C MWR programs IAW DODI 1015.15 (para 5.7.1 through .5).
X*




Schedule meeting with CNI N-253 to establish acceptable procedures for MWR managers to seek candidates for temporary jobs (APF and NAF) during closure period.
X




Recommend to Commander that APF employees have access to Priority Placement as soon as possible.
X




CHECKLIST I

Closure Actions for MWR Activities
At Date of Approval & Continuous
1-2 Years Before Closure
180 Days Before Closure
NLT Date of Closure

Ensure that eligible NAF employees (NF-4 and above) are aware of job placement opportunities available through the Priority Consideration and MWR Central Referral Programs.
X*




Schedule meeting with CNI N-253 on required timing of a RIF (if required) for APF and NAF civilian personnel (see Action III-7).
X




Increase awareness of possible thefts of government and personal property.  Strengthen controls as necessary (amend/update Risk Management Plan).
X




Develop a closure plan; project organizational structure; consider consolidating activities; work with customers to plan for a reduction in operating hours instead of closing.  Provide plan copy through the Region.
X*




Provide events and services, which encourage socialization, enhance esprit de corps and minimize frustration associated with change.
X*




Construct time-phased projection of demographics; determine impact of unit departures, e.g., loss of customers, loss of employees (military family members).
X*




Refer to last Leisure Needs Survey; use focus group to assess impact of BRAC announcement on leisure needs demands.  Prepare frequent demographic updates; review facility usage data for accuracy and appropriateness to determine need for program changes.
X*




Review DOD policy on MWR and Resale Support Operations on closed installations, and monitor developments, which could result in retention of MWR activities after closure.  
X*




Review services currently provided and evaluate the possibility of obtaining services elsewhere or contracting for needed services.  Coordinate with surrounding communities to establish alternative services.
X*




Contact APF and NAF contracting offices to identify all outstanding MWR purchase orders and service contracts, e.g., copiers, etc., for possible cancellation.
X*




Ensure IMPAC credit cards are used for  NAF purchases up to $2,500.
X




Formally cancel NAFMC construction and CPMC programmed for out years and Congressionally approved projects not yet under construction.  Forward requests for exception to the Region for limited out year CPMC if necessary to sustain operations. Make decision to stop or complete ongoing NAF construction.
X




Monitor expenditures of activities for assets; limit to items essential to operations during closure period.
X*




Ensure that activity managers perform inventories of resale items more frequently on a regular basis; reduce and control.
X*




Review controls over cash in larger activities; reduce activity cash funds as operations scale down.  NOTE: Reduction in activity personnel could have an adverse effect on financial operations.
X*




Establish patron policies, payment procedures and refund policies for closing activities.
X




Network with Reserve/National Guard commands, retiree groups, former MWR employees and local community to identify candidates for temporary jobs (FOR REFERRAL ONLY.
X*




Review outstanding contracts; execute timely cancellations when necessary.
X*




Before termination of a construction type contract, ensure that there are plans to protect and preserve the health and safety of the site, e.g., cleanup of site, protection of serviceable materials, and removal of hazards.
X*










Ensure there is a place reserved for access and storage of contract files for the required periods of time (transfer to successor-in -interest if necessary).
X




Establish criteria for retaining petty cash and change funds under closure scenario; recall at appropriate time.
X




Coordinate with the Command’s Staff Judge Advocate to review/resolve any problems affecting MWR programs.
X




Update surveys/focus group data to identify priority of needed service.

X



Include members of military and civilian communities in planning process.  Support is needed for ideas/plans.

X



Establish closure team to include volunteers from both the military and civilian communities.   Meet regularly to keep all informed (core members should be the POCs identified upon notification of BRAC)

X



Establish priority and date for closure.  Obtain Regional approval.

X



Develop projected organizational structure.  Obtain regional approval.

X



Develop/publish closure plan.  Complete coordination and obtain regional approval.

X



Develop/publish plan for disposal of assets.  Obtain regional approval.

X



Finalize plans for: Audit, personnel inventory: 100% NAF/APF property inventory, successor-in-interest, NAF property sales/auctions.

X



Use all available media to inform the community.



X



Ensure that release of personnel does not conflict with completion of closure actions.



X



Review needs for borrowed manpower and use when available.



X



Cease operation of activities based on patron demand.



X



Determine disposition of MWR facilities in coordination with Director of Public Works.

X



Plan the major step-function decrements based on updates of survey/focus group data and assessments of workforce capabilities.


X


Develop plans for the internal reallocation of resources as the BRAC mission evolves.


X*


Coordinate with CNI N-253 to ensure copies of Individual Development Plans (IDP) for MWR staff members are maintained in official personnel files.


X*


Make provisions for combined retirement ceremonies.


X*


Start biweekly commander’s call. 


X*


Monitor progressive reduction of exchange, commissary and medical services.


X*


In coordination with CNI N-253, conduct a “Mock RIF” to gain a better understanding of how the actual RIF will affect capabilities.  OCONUS - Local National Works Council coordination.


X


Create a Personnel Reutilization Organization (PRO) to apportion or detail the residual APF/NAF personnel force as required.


X


Ensure that closeout audits of local private organizations are completed.


X


Adjust operating hours based on demand and manpower resources, reassign employees to demand driven operations.





Ensure closure team is coordinating closure actions with affected tenants, patrons, vendors, contractors and civilian communities.



C-120

Actively assist NAF employees who desire relocation to other positions (on-post, other NAFIs) as facilities are closed.  Impose freeze on all other personnel actions.



C-120

Continue to work with representatives from both military and civilian communities.



C-90

Develop transfer plan for NAF employees to maximize employment opportunities.  Coordinate with other NAFIs to facilitate retention of valued NAF employees.



C-60

Submit notification of disestablishment of NAFI through Regional commands to CNI N-25, with effective date.



CD

ALL MWR PROGRAMS:





Work with surrounding civilian communities and agencies to secure alternative services, to include contracted services.

X



Determine, which programs can be eliminated or continued.  Priority should be given to programs run by volunteers and self-directed programs that support military mission and family readiness.

X



Automotive Skills Program:

    a. Develop plan to scale down patron projects to ensure completion before closure; phase down other tasks except those taking only a few hours to accomplish, establish/enforce abandon vehicle policy IAW DRMO policies.

    b. Maintain staffs of recreational and skills centers programs at levels to meet demands and assist in the reduction of stress levels in individuals.

    c. Reduce levels of resale inventory in proportion to reduction in program offerings.

X



Installations with "franchise" theme operations coordinate with CNI, N222 for closure procedures.

X



Develop closure plan for the Single Sailor program, to include transfer of "seed money" to regional MWR Directors for redistribution.

X



Establish/revise personnel requirements document.

X



Review internal controls to prevent misappropriations.  Seek Internal Review assistance/guidance.

X



Require/monitor changes to Contracts.  Update monthly.

X



Coordinate environmental actions with Public Works.

X



MWR Movie Program:  a. Develop plans to reduce movie viewings.  b. Contact CNI N220 to obtain current listing of all 8mm and 35mm movies in MWR’s possession.  c. Reduce levels of resale inventory in proportion to reduction in program offerings.
X*




CHECKLIST II

Closure Actions for MWR Activities
At Date of Approval & Continuous
1-2 Years Before Closure
180 Days Before Closure
NLT Date of Closure

Develop a financial incentives program in support of closure efforts; provide input to final operating plan (see Action II-61).

X



Reconcile fixed assets against inventory.  Dispose of excess items.  Develop procedures for “Property Found on Installation”.

X



Provide listing of NAF fixed assets to regional MWR Directors.

X



Identify records not needed for final audit and transfer to records holding area or destroy if regulations permit.



C-120

Coordinate insurance cancellation, reduce insured amount as assets are disposed of.



C-120

Assist in recruitment of volunteers to assist in management of minimal operations.  Continue to meet and work with representatives from both military and civilian communities.



C-120

Implement the financial incentives program in support of closure efforts.



C-120

Reevaluate staffing needs.



C-120

Monitor progress of cancellation or transfer of leases on fishing waters/ranges.



C-120

Conduct a 100% inventory of NAF/APF contracts to ensure appropriate cancellations, renewals, etc., are affected.



C-120

Consolidate community resources within one building, if feasible.



C-90

Begin actions to terminate leased equipment and maintenance contracts.



C-90

Continue actions to terminate lease and maintenance contracts



C-60

Return all 8 mm videotapes to CNI N220



C-30

Return all 35mm prints to appropriate film depots



C-7

Submit ashore videotapes Annual Attendance Records to CNI N220



C-15

CHILD & YOUTH PROGRAM (CYP):





Develop plan for consolidation of family support activities at appropriate times.
X




Conduct early screening of CYP records (children/youth staff members, FCC providers), which require special instructions and initiate appropriate action.
X*




Ensure installation has viable Installation Child and Youth Operations Plan (ICOP) so CYP programs can "right size".

X



Coordinate the following strategies with the MWR manager, the Directorate of Resource Management (DRM), and the CNI N-253:

    a. No resignation required prior to recruitment of a replacement employee.

    b. MWR manager and N-253 expedite all recruitment action for CYP. 

    c. Initiate a concentrated marketing campaign to attract additional applications.

    d. Prioritize CYP positions as among the most critical to retain during downsizing.

    e. Consider using two 20 hour per week employees, or intermittent instead of one 40-hour employee when possible.

    f. Consider recruiting borrowed military manpower (when available and appropriate) to fill positions vacated by family members.

X



Identify community resources available to Sailors/families transitioning out of the Navy.

X



Identify strategies for providing child care as services are being reduced:

    a. Cut back or eliminate CYP programs that do not meet mission requirements of the community. Focus on programs and organizations directly involved in supporting downsizing efforts for working parents. Freeze waiting lists.

    b. Ensure CYP programs meet mission requirements or quality of life initiative of the community.

X



    c. Consider using vacant quarters as Child Development Homes in lieu of maintaining large Child Development Center (CDC) or School Age Services (SAS) facilities.

    d. Consider developing Neighborhood Activity Homes in lieu of operating Youth Services facilities.





Strategies for CYP:

    a. Streamline CYP certification process.

    b. Ensure monitoring staff members carry full caseloads or double function as management staff in center programs.

    c. Use/increase CYP subsidies to recruit providers.

X



Other strategies for CYP programs:

    a. Accept payment of fees only during limited hours and require patrons to pay by check or money order to reduce staff time required for processing.

    b. Minimize required reports at all command levels except those related to or required by law.

X



Expand the spouse employment program to include assistance to CNI N-25 in recruiting local temporary personnel, emphasize assistance to all installation military and civilian personnel with career assistance and employment opportunities. 

X



Ensure transfer of additional manpower authorizations (received as a result of the Military Child Care Act) back to Installation CO for redistribution or transfer to gaining installations.


X


Establish a child care priority policy to ensure relocating families have equal access to care.


X


Identify suitable off-post care options through Resource and Referral as portions of CYP close or, if necessary, to expand services.


X*


Use Navy-wide CYP Resource and Referral to facilitate coordination between losing and gaining installation CYP Coordinators/YS Directors.


X*


Monitor CYP program usage and determine child care/youth supervision needs. 


X*


Conduct relocation and job fairs.


X*


Review/clarify patron policies on:

notification prior to withdrawal of children, payment procedures, refund policies, debt liquidation, etc.



C-120

CYP:





    a.  Continue required local CYP inspections (maintain standards until closure to avoid serious problems).



C-120

    b. Be flexible about staff utilization (e.g. consider hiring CDH providers as CYP employees).

    c. Increase flexible scheduled staff hours, if needed, to cover required staff to child/youth ratios.



C-90

    d. Maximize space and staff usage, e.g. combine children and arrange multi-age classrooms.   

    e. Develop closure plans for food program (e.g. deplete food stock, designate dates (after closure) for disposal of kitchen equipment and property).



C-60

FIDUCIARY RESPONSIBILITY:





Update five-year plan; consider budgeting for about half of Dividend received in the FY prior to withdrawal/transfer of Sailors.
X




Track dividend payments and adjust budgets based on closure of NEX facilities.
X*




Estimate liabilities for severance pay and unpaid leave for NAF employees.  Monitor/adjust continuously.
X*




Estimate relocation costs for NAF personnel/property/equipment affected by realignment of mission/function.
X*




Ensure accounting for depreciation of NAF real property (construction, renovation) and personal property continue within prescribed guidelines, with no change after BRAC approval date.
X*




Work with successor-in-interest to continuously monitor the NAFI’s day-to-day working cash requirements to ultimately meet BRAC-related obligations/liabilities. Also monitor expenditures and receivables to ensure maximum preservation of funds. 
X*




Develop final operating plan/budget. Obtain REGIONAL approval.

X



Restrict and control expenditures. 

X



Collect outstanding account receivable and personal debts.

X



Establish dates to cease check cashing for activities and Fund.

X



Determine changes in budgets and submit revised requirements to regional for consideration.

X



Coordinate Fund's final operating plan with Regional MWR directors.

X



Installations with Navy operated amusement machines or slot machines notify CNI N-223 of base closure plan.

X



Notify local banks of intent to close accounts.


X


Coordinate with operators on final cash collections from vending machines; commercially operated machines.


X


Reduce on site change funds to reflect decrease in operations, increase physical security checks.


X


Coordinate for terminal audit.


X


Notify vendors of dissolution of Fund; invoices must be presented NLT 15 days prior to dissolution.



C-120

Increase coordination with successor-

in-interest.



C-120

Adjust amounts required in severance pay liability account.



C-120

Coordinate with Central Accounting Office.



C-120

Monitor current accounts receivable and collect outstanding receivables.



C-120

Ensure the Region provides POC for terminal audit.



C-120

Provide community a list of refund policies, rental cutoff dates, and similar information.  Include list of local military and civilian businesses where services are available.



C-90

In coordination with CNI N-253, compute cost for employees to be separated.



C-90

Review status of outstanding NAF/APF purchase requests.



C-90

Recall petty cash and change funds as facilities and activities close.



C-90

Write off assets to be abandoned in place or transferred to APF.



C-90

Stop all check cashing and payment by check and credit cards within the NAFI.



C-90

Notify the region of all contracts that cannot be canceled.



C-90

Coordinate with NAFI activities for insurance cancellation.



C-90

Again notify vendors to present invoices 15 days prior to dissolution.



C-90

Review status of outstanding NAF/APF purchase requests (cancel/modify).



C-60

Finalize changes needed in budget and submit requirements.



C-60

Determine liability for unpaid annual leave.



C-60

Finalize financial incentive program.



C-60

Provide information/documentation to CNI N-252 for financial statements for final accounting period.



C-30

Pay severance pay to eligible separated employees.



C-30

Coordinate with and provide needed information/documentation to auditors conducting terminal audit.



C-30

Forward all closure documents to CNI, N-252 for final statements.



CD

Conduct joint/terminal inventory with successor-in-interest.



CD

Regions inventory, liabilities and receivables.



CD

66. Close local and central bank accounts and transfer assets to successor-in-interest.



CD

Relocate all accounting records to Regional MWR activities.



C+30

Fund manager verifies validity of financial records and statements.



C+30

Auditors complete terminal audit of fund and render final report within next 30 days.



C+30

Regional MWR Director determines amount(s) of cash available for transfer to NAFIs of installation(s), which gained missions/troop units/MWR patron base.



C+90

Final audit out briefed to Installation CO, local BRAC representative.



C+90

Transfer accounting records/open items and documentation to regional MWR director; close out accounts.



C+90

GENERAL/ADMINISTRATION:





Notify all correspondents/customers of activity closure date and the new address where services will be available (if applicable).
X




Coordinate with the Security Officer to have safe combinations changed upon departure/separation of any employee knowing the combination.
X*




Coordinate the turn-in of all government-or NAFI-issued credit cards by departing employees. 
X*




Identify unnecessary files, which can be destroyed immediately, and those to be destroyed at various times throughout the closure period.
X*




Review key controls to all activity and storage facilities, and coordinate turn-in of all keys by departing employees.
X*




Schedule termination of commercial telephone service/cable/etc. Consider use of cellular telephones.


X


Review key control to facilities and storage areas.  Restrict usage.



C-120

Monitor cleanup of facilities and disposal of unneeded supplies and equipment.



C-120

Monitor cleanup actions to prevent liability for environmental damages.



C-120

Coordinate with other related activities to ensure continuity of services IAW closeout dates.



C-120

Coordinate environmental actions with Public Works.



C-60

Review concessionaire contracts to coincide with closure dates.



C-60

Coordinate the elimination of electronic-mail accounts with the Directorate of Information Management.



C-30

Coordinate with Information Management personnel to provide instructions for handling official mail received after NAFI closes.



C-30

Cancel or transfer the bulk mailing permit.



C-30

Ensure that activities close mailboxes and turn in keys.



CD

LOGISTICS:





Inventory all items of NAF personal property, including components of the MWR MIS program, and affix tags to identify as “NAF-Owned Property.”
X*




Ensure that items in 71 above, as well as equipment owned by (1) firms under contract to NAFI; (2) vendors; and (3) Civilian Welfare Fund (CWF)/Post Restaurant Fund (PRF) are excluded from the inventory required by the Commander’s Guide for Personal Property Disposal, and marked accordingly.
X*




Write off assets that will be abandoned in place or transferred to other Federal, State and local activities.
X*




Coordinate with the Directorate of Public Works for inspection and turn-in of real property.
X




Identify items of NAF personal property, which become excess during the closure period, to the Region.  The Region will coordinate disposition of excess NAF assets.
X*




Transfer library materials of historic interest and dispose of worn, obsolete, and unserviceable library materials. 
X




Dispose of excess NAF personal property IAW provisions of BUPERSINST 1710.11C, e.g., transfer, sale to local community, turn-in to DRMO.  Coordinate disposal action with the Regional MWR Director.
X*




Develop a plan for the sale of lost, abandoned, or unclaimed personal property.
X*




Emphasize safety continuously. 
X*




Notify CNI N220 of the movie theater’s closing date.
X*




Develop a plan for disposal of all vehicles owned/used by the NAFI.

    a. Turn in all unserviceable vehicles to DRMO.


X*




    b. Identify all APF and abandoned vehicles on loan to the NAFI that must be returned to DRMO.

    c. Identify vehicles donated to the NAFI; ensure proper registration with installation’s state and locality.

    d. Take vehicles out of use or commission at a rate commensurate with reduction in activities (see checklist Actions I-4 and I-21).

    e. Upon disposal of MWR-insured vehicles (to include vehicles leased from GSA), notify CNI, N-25 immediately to certify destruction of NAFI plates.

    f.  For all other vehicles (cars, trucks, campers, trailers, etc. to be sold) ensure that all records required by the installation’s state and locality are in order.

    g. Consider replacing (based on need) mission essential vehicles scheduled for disposal with leased vehicles near closure date.





Provide NAF MWR fixed asset information to Public Works.

X



Reconcile NAF MWR real property and fixed asset data with Public Works Real Property Office records to ensure that acquisition costs and book values of facilities and improvements are properly documented as NAF, for recoupment of NAF investments and deposit in separate U.S. Treasury Account, as provided in Public Laws.  Provide copy through Regional commander to CNI N-25.

X



For each NAF fixed asset left in place (renovations, improvement, and equipment). Complete a separate DD Form 1354, Transfer and Acceptance of Real Property.  Provide to Public Works for inclusion on Engineering Base Form 1354 Part II.  Do not remove from NAF property records and annotate date of transfer.

X



Transfer building improvements/renovations to Public Works listed on fixed asset inventory. Determine disposition of structure(s) with Public Works.

X



Coordinate cataloging of equipment available for transfer.

X



Review BUPERSINST 1710.11C responsibilities for disposition of excess library collections. Report availability of excess book collection to CNI N-220 through Regional Com.

X



Coordinate dates for inspections of all buildings by the Environmental Office to ensure the buildings are clear of all hazardous material.


X*


Identify and account for all NAF MWR fixed assets, improvements and equipment.


X


Walk thru installation with Public Works real property representatives to physically identify MWR fixed assets.


X


Coordinate disposition of excess library collection with CNI N-220. Begin transfer of items to authorized accounts. Prepare for terminal audit of remaining library property account.


X


Coordinate with owners of vending machines to remove them.


X*


Develop plan to ensure that all components of the central MWR MIS program are transferred or turned in per instructions from CNI N-251 Program Manager.


X


Determine last 35mm movie delivery date.


X


Determine last 8mm videotape shipment date


X


Establish contract with local dealer for sale of lost, abandoned, or unclaimed personal property, unless other procedures apply. 



C-120

Ensure NAF building improvements, renovations, and equipment left in place are listed separately.



C-120

Transfer all library materials requirements are met, collection may be transferred to other MWR activities by working with Regional MWR Director.  Notify CNI N-220 through the region of completion of deletion of library property.



C-120

Conduct terminal audit of the library property account.



C-60

Ensure a plan exists for the disposition of property that was supplied by vendors.



C-60

Schedule fund cash collections from MWR operated machines and date of machine removals. Schedule turn-in of installation fund-owned vending machines and video games, etc.



C-60

Coordinate then disconnect and turn-in of telephones and facsimile machines with Information Management personnel.



C-30

Conduct a joint/terminal inventory with the Region.



C-30

PERSONNEL (APF AND NAF):





Generate a list of APF and NAF employees showing the last day each employee will be on the MWR payroll (see Action 1-4).
X*




In coordination with CNI (N-253), prepare and deliver notices of separation to excess MWR employees (APF and NAF).
X*




Coordinate personnel actions with CNI, N-253 to ensure that release of closeout personnel (audit POC, program managers, etc.) does not conflict with completion of closeout schedule.
X*




Develop time line roster of employee termination’s or transfers.


X*


Establish/coordinate Employee Referral Program with local businesses.


X


In coordination with CNI, N-253, officially notify employees of pending disestablishment of NAFI.



C-120

Identify personnel to be retained for NAFI closeout; coordinate with CNI, N-253.



C-120

Determine termination costs for personnel to be terminated (severance pay plus transportation if applicable); coordinate with CNI, N-253.



C-120

In coordination with CNI, N-253, prepare and deliver notices of separation to excess employees.



C-90

In coordination with CNI, N-253, terminate or transfer unnecessary personnel.



C-90

Recruit and train volunteers to assist in closure process.



C-90

Monitor transfer or termination of unnecessary personnel; coordinate with CNI, N-253.



C-60

Plan to transfer closeout personnel to successor-in-interest fund; coordinate with CNI, N-253.



C-60

In coordination with CNI, N-253, accomplish separation of surplus employees under notice.



C-30

























APPENDIX B

POINTS OF CONTACT

The following is a list of specific points of contact for any additional questions regarding base closure.

Navy Motion Pictures (N220)
              901-874-2489/DSN 882

Mission Support (N221)
                   901-874-6620/DSN 882

Finance (N252) 
                        901-874-6592/DSN 882

NAF Personnel (N253)
                   901-874-6704/DSN 882

Business Activities (N222)
              901-874-6640/DSN 882

Facilities/Acquisitions (N254)
         901-874-6670/DSN 882

Information Technology (N251)
              901-874-6500/DSN 882

Legal/Commercial Sponsorship (N25L)
    901-874-6538/DSN 882

Community Support (N23)
                   901-874-6699/DSN 882

Defense Base Closure Commission             202-433-4670

APPENDIX C

NAF BOOKKEEPING ACTIONS PRIOR TO BASE CLOSURE

1.  This appendix provides summary bookkeeping advice and specific steps required for balance sheet account closure actions.  This advice is for accounting supervisors of dissolving Nonappropriated Fund Instrumentalities (NAFIs).  Additional bookkeeping guidance is available in the RAMCAS User Handbook and AIMS hands-on guides for those NAFIs on the CNI centralized accounting system, and by direct consultation with the region and/or CNI (N-252) personnel.

2.  Balance sheet account closing actions to be taken prior to base closure are summarized as follows:

    a.  Close Imprest Bank Accounts:  When these accounts are no longer required, the Accounting Supervisor should ensure the account is closed and collect any residual funds.  Deposit these funds in the deposit bank account-local (or direct deposit if applicable) crediting the proper imprest bank account number.

    b.  Deposit Change and Petty Cash Funds:  When no longer required, deposit the change and petty cash funds.  Credit the change and petty cash fund balance sheet account numbers to write-off.  Any overages and shortages found at the time of deposit should be accounted for in net worth.

    c.  Write-off Uncollectible Accounts Receivable:  After confirmation, all accounts receivable judged to be uncollectible should be written off.  Credit the appropriate receivable account and debit the bad debts or bad checks expense accounts.  All other collectible accounts receivable balances should be referred to the TOPS program.

    d.  Close Resale and Central Storeroom Inventory Accounts:  Resale inventory returned to the vendor or sold for cash should be recorded as a credit to the applicable inventory account and a debit to cash.  Inventory disposed of via free transfer should be recorded as a credit to the applicable inventory account and a debit to loss on disposition of fixed assets or miscellaneous expense-extraordinary. 

    e.  Close Prepaid Expense Accounts:  Cash received from sale of prepaid items should be recorded by debiting cash and crediting the prepaid expense account.  Any prepaid expense items (e.g., supplies) transferred to another NAFI at no cost should be recorded by crediting the prepaid expense account and debiting miscellaneous expense-extraordinary.  Any remaining balance in the prepaid expense account should be written off by debiting miscellaneous expense-extraordinary. 

    f.  Close Fixed Asset Accounts:  Fixed assets disposed of by sale of the items should be recorded as a credit to the asset account, a debit to the accumulated depreciation account and a debit for cash received.  If cash is in excess of book value, this difference shall be recorded as a gain on disposition of fixed assets.  Cash received that is less than the book value would necessitate recording this difference to loss on disposition of fixed assets.  Fixed assets disposed of by no cost transfer to another NAFI should be recorded as a credit to the asset account, a debit to the accumulated depreciation account, and the difference (if any) recorded as a loss on disposition of fixed assets.  Any other dispositions (reports of survey, etc.) should be recorded as a credit to the asset account, a debit to the accumulated depreciation account, and the difference (if any) recorded as a loss on disposition of fixed assets.

    g.  Write-off Liabilities.  After confirmation of accounts payable, any recorded liabilities not found to be valid are to be written-off to miscellaneous income-extraordinary (i.e., debit the liability account or Vendor and credit miscellaneous income-extraordinary).  Any unrecorded liabilities identified as a result of confirmation should be recorded and then paid.  For NAFIs on RAMCAS, use an AJV/GJV, as appropriate, to debit the liability account for the amount paid.  AIMS users will follow the instructions to pay according to the AIMS hands on guide for accounts payable.

    h.  Write-off Unearned Income.  If the records do not show from whom funds were collected in advance, write-off these balances as a debit to unearned income and a credit to miscellaneous income-extraordinary.

3.  As a result of the aforementioned balance sheet closing actions, at NAFI dissolution, the only remaining open balance sheet accounts should be cash-in-bank and net worth.  However, if any other balance sheet accounts have open balances, the accounting supervisor must ensure that sufficient documentation for each open account balance is available for subsequent follow-up action by the Regional MWR.

4.  Sections I and II of this appendix provide the appropriate BRAC account to be used and an accountants balance sheet check-off list for base closure proceedings.

SECTION I.  BRAC ACCOUNTS

Record all BRAC related expenses/transactions using the proper BRAC accounts as follows:

RAMCAS Account
AIMS Account
Description

00-293-00
293000
BRAC – RESIDUAL BALANCES

00-294-00
294000
INTRA SYSTEM TRANSFERS

00-830-00
830000
BRAC – EXPENSE REIMBURSEMENT

00-930-00
930000
BRAC – SEVERANCE PAY EXPENSE

00-931-00
931000
BRAC – ANNUAL LEAVE PAYOFF EXPENSE

00-932-00
932000
BRAC – PCS EXPENSE

00-933-00
933000
BRAC – OUTPLACEMENT ASSISTANCE EXPENSE

00-934-00
934000
BRAC – ASSET TRANSPORTATION EXPENSE

00-935-00
935000
BRAC – BASE CLOSURE TEAM EXPENSE

00-936-00
936000
BRAC – OTHER PERSONNEL EXPENSE

00-937-00
937000
BRAC – OTHER NON-PERSONNEL EXPENSE

SECTION II.  ACCOUNTANTS’ BALANCE SHEET CHECK-OFF LIST FOR BASE CLOSURE PROCEEDINGS.

See Chapter 2 for priorities and guidance to consider before making any adjustments.  Use the following check-off list to insure final balance sheet closing action and entries related to the base closure have been executed.

1.  RAMCAS Accounts 101, 102, 103, 104.

AIMS Accounts 101000-104999

These accounts are controlled by CNI and will be closed to the Central Fund by N-252.

2.  RAMCAS Accounts 105, 106, 107.

    AIMS Accounts 105000-107999

These accounts are controlled by the base MWR fund and should be closed when no longer needed and as soon as possible.

3.  RAMCAS Accounts 108, 109.

    AIMS Accounts 108000-109999

These cash on hand accounts should be cleared, reconciled and deposited when no longer needed and as soon as possible.

4.  RAMCAS Account 110.

    AIMS Account 110000

This account is controlled by CNI and will be closed to the Central Fund by N-252.

5.  RAMCAS Accounts 131, 132, 133, 134, 135, 136.

    AIMS Accounts 131000-136000

After final collection actions, write off residual amounts.  [Information regarding receivables which may be collectable at a future date should be passed to the Region as applicable (See Chapter 2 for guidance.)]

6.  RAMCAS Accounts 151, 152.

    AIMS Accounts 151000-152999

Return unsold inventory to vendor for cash, then deposit cash.

7.  RAMCAS Accounts 161, 162, 163, 165, 167, 168.

    AIMS Accounts 161000-168999

If possible, return prepaids to vendor for cash, then deposit cash.  Prepaids not returnable may be transferred to another NAFI through Net Worth account RAMCAS 294, AIMS 294000.

8.  RAMCAS Account 169.

    AIMS Account 169000

Work with CNI – RAMCAS personnel to resolve all suspense items prior to base closure.  Entries depend upon problem resolution.

9.  RAMCAS Accounts 170-179

AIMS Account 170000-179000

Preferably fixed assets are to be sold or transferred to another NAFI.  The least preferred from the NAF recoupment standpoint but sometimes unavoidable, disposition of fixed assets is their relinquishment to DRMO/APF.

10.  RAMCAS Accounts 180-188

 AIMS Accounts 180000-188000

These accounts will be cleared as the fixed asset accounts listed above are disposed or transferred. 

11.  RAMCAS Accounts 191-193.

 AIMS Accounts 191000-193000

These accounts usually represents a loan between two MWR NAFIs or CNI.  Arrange with CNI (N-252) to have these accounts settled and cleared.

12.  Account 201, 202.

 AIMS Accounts 201000-202999

These accounts need to be verified and paid as soon as possible.

13.  Accounts 203, 251, 256

 AIMS Accounts 203000-203999, 251000-251999 & 256000

Return all deposits and unearned income promptly.  

14.  Accounts 204, 205.

 AIMS Accounts 204000, 205000

Verify and prepare to pay employees these amounts promptly.  During closure, employees terminate rapidly and sometimes are difficult to locate if there is a problem.

15.  Account 210.

     AIMS Account 210000

Verify and prepare to pay employees these amounts promptly.

Final wages paid to employees will eliminate this account balance.

16.  Account 211.

     AIMS Account 211000

This is a normal accrual account for unpaid wages.  Final wages paid to employees will eliminate this account balance.

17.  Account 212.

     AIMS Account 212000

This is a normal accrual account for unpaid leave.  Final leave payoffs to employees will eliminate the account balance.  To track this cost as a BRAC, process annual leave payoffs through ADP.  After posting the payroll summary, reclassify the expense lines as shown below. 

DR  BRAC – Annual leave payoff expense 

$1300



 RAMCAS acct 931, Aims acct 931000

CR  Prior Fiscal Year Expense 


$1300



 RAMCAS acct 914, Aims acct 914000

18.  Accounts 213, 214, 215.

     AIMS Accounts 213000-215000

Resolve all unpaid withholding tax issues with ADP.  ADP will file the final returns with payment and the notation that no other returns will be forthcoming.

19.  Account 216.

AIMS Account 216000

This is an employee accommodation account and should be phased out several months prior to closing.

20.  Accounts 217, 218, 219, 220, 221, 222, 223, 224, 227, 

228, 230.


AIMS Accounts 217000-224000, 227000-228000, 230000

These accounts are central fund collection accounts and normally carry no balances.  If a debit balance exists, N-252 will take for action.

21.   Account 225.

AIMS Account 225000

Verify and pay all bonuses in final wages to clear this account.  See Foreign National Agreement if bonuses are tied to any other payoff arrangements.

22.  Account 226.


AIMS Account 226000

This account balance may require payment to a foreign government.  Pay promptly and file the necessary forms with the notation that it is the final return.

23.  Account 229.

AIMS Account 229000

This account should be verified and paid promptly.

24.  Account 271.

AIMS Account 271000

This account is controlled by CNI and N-252 will take for action.

25.  Account 272.

AIMS Account 272000

These accounts usually represents a loan between two MWR NAFIs or CNI.  Arrange with CNI (N-252) to have this account settled and cleared.

26.  Account 281.


AIMS Account 281000

When base closure is certain, bring this liability up to its full amount.

DEBIT - BRAC Severance Pay Expense – 930, Aims 930000

CREDIT – 281, 281000

27.  Accounts 291 - 299.

AIMS Accounts 291000-299000

These accounts contain no balances which require base level action and will be closed by N-252 personnel.

Note to Accountant:  After clearing accounts of verified and known amounts through entries and payments, any remaining balances are written off to BRAC Residual Balances Account – 293, Aims acct 293000.
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CNI INSTRUCTION 7131.1

From:  Commander, Navy Installations Command

Subj:  RESOURCE ALLOCATION PROCESS

Encl:  (1) FY06 Business Rules

       (2) Resource Allocation Module Operating Instructions

1.  Purpose.  Establish a resource allocation process through which resource allocation issues can be resolved within Commander, Navy Installations Command (CNI).

2.  Background.  The CNI Resource Allocation Process (RAP) integrates the various DON Programming, Planning, Budgeting, and Execution System (PPBES) components. RAP is an interactive process that affords all stakeholders the opportunity to participate in PPBES. The unique challenges of Shore Installation Management (SIM) and the dynamics of program centric management demand an aggressive, coordinated resource allocation process. The RAP enhances and supports CNI's program centric allocation processes.

3.  Scope.  The CNI RAP is inclusive of both Regional and CNI Headquarters' financial processes. Several elements integral to this coordinated effort are the FY06 Business Rules, enclosure (1), and Resource Allocation Module (RAM) Policy and Procedures, enclosure (2).

4.  Responsibilities.  The interactive nature of the RAP requires that both HQ and Regional personnel properly utilize process components as delineated below.

    5.  Decision Making Authorities:

a.  Regional Oversight.  Regions will submit emergent requirements and realignment requests through the RAM. Regions may resolve resource allocation decisions within a single special interest code (SIC) and between installations. RBMs, RPDs, and RFMs will abide by and enforce the directives as established in enclosures 1 and 2.
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PD Oversight.  CNI Headquarter Program Directors 

establish enterprise wide program unfundeds in with RAP instructions. HPDs will validate and 

adjudicate all unfundeds submitted by the regions. HPDs can realign funds between their SICs as provided in enclosure 1.  HPDs will abide by and enforce business rules as established in enclosures 1 and 2.

b.  CNI BFM Oversight.  CNI Headquarter Business Financial Manager (HBFM) will review and validate all reallocation recommendations. HBFM will notify affected RBMs and HPDS will notify affected RPDs. CNI Headquarter Financial Manager (HFM) will take direction from HBFM to realign and reallocate resources. CNI HBFM will abide by and enforce directives as established in enclosures 1 and 2.

6.  Resource Allocation Module (RAM).

a.  The RAM is the primary vehicle for collecting and processing funding requests and program realignments. The RAM will be utilized for OMN, OMNR and OPN issues. All other appropriations will be handled separately by the responsible PD.

b.  Both HPDs and regional personnel have specified duties as established in enclosures 1 and 2. Format and timelines must be strictly adhered to.

c.  Enterprise and regional issues will be resolved on a quarterly basis. Realignment requests and associated issues will be processed monthly within five business days.

7.  Resource Allocation Board (RAB).

a.  The Resource Allocation Board (RAB) shall be chaired by the Chief Operating Officer (COO). In the absence of the COO, the Chief of Staff (COS) will chair the RAB. Membership shall consist of the HPDs, the HBM, the HBFM and the Comptroller.

b.  The RAB will convene on a quarterly basis.  An initial requirements meeting will be scheduled following the annual CBB submission, with quarterly meetings scheduled for October, January, April and July.
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    c.  The RAB will address three major areas: the establishment of controls, unresolved issues which propose the reallocation of funds between SICs and the allocation of funds. Issues will be submitted by HPDs with input from regional personnel.

    d.  HBFM is responsible for executive management of the RAB and shall establish meeting agendas, procedures, disseminate schedule information, maintain records of meetings, and publish records as appropriate.

    e.  CNI Resolution. Issues that cannot be resolved by the RAB will be forwarded for CNI decision.

8.  Summary.  The RAP integrates the various components of the PPBES process while supporting both regional and programmatic requirement. Effective use of the RAP will ensure the success of CNI's program centric management.
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C. E. WEAVER

Rear Admiral, U.S. Navy
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FY06 Business Rules

Resource Allocation Decisions

· Resources include all labor (FTE, MPN and associated cost), non-labor, and contractor costs.

· Resolve resource allocation decisions at the lowest level possible - region, Special Interest Code (SIC), program, core business.

· HFM will take direction from HBFM when reallocations are requested from HPDs.

· HBFM/HBM will validate and approve all realignments and reallocations(labor and non-labor)

Regional

· A region may resolve non-labor resource allocation decision within a single SIC and between installations. 

· Regional PDs shall obtain concurrence of RBM for resolution and reallocation of funds.

· RFM will take direction from RBM to move resources within a SIC (or cost center for RN and CA), with the exception of the labor (which is centrally controlled at CNI HQ)

CNI HPDs

· HPDs will establish program level unfunded priorities after the RAB releases controls. CNI HQ PDs will coordinate and communicate these priorities to the regions during control establishment.

· The HPD is the approving authority on reallocation of funds within a SIC (or cost center for RN and CA). (Labor to Non​Labor and Non-Labor to Non-Labor)

· HPDs can realign between their program's SICs. Inter SIC Realignments are permitted up to 1% of a SIC's (or cost center's for RN and CA) total control, but cannot exceed a program total of $2,000,000 annually.

· SRM funds can be moved within SRM at the discretion of the Facilities PD. It is not required to validate such movements with the HBFM.

· HPD shall obtain concurrence of HBFM for resolution, reallocation and realignment of funds. (Labor to Non-Labor and Non-Labor to Non-Labor)

Enclosure (1)
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RAB

· The RAB will address issues that require realignment of funds between a program's SIC that exceeds to of the SIC control or $2,000,000 annually.

· The RAB will review recommendations to realign funds between programs and is the control establishing authority.

· Marks

· SIC specific marks will be passed to the CNI HQ PD for appropriate resolution.

· Undistributed marks will be proportionally spread across all programs unless specifically excluded by the RAB, including SRM.

· Marks will be deducted from controls prior to issuance to PDs and regions.

· Costs designated as "Must Fund Bills" by CNI HQ will not be subject to Marks

                2
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General Administration

Resource Allocation Data Calls

Data calls are non-recurring routine reports

Resource Allocation Data calls issued from CNI HQ will be handled as follows:

· Cross-functional resource allocation data calls will be issued by HBFM

· All program specific/SIC unique data calls will be issued by the HPD after consultation with HBFM

· All resource allocation data calls will be copied to HQ Comptroller and Regional Deputy Comptrollers.

Recurring Reports

RBMs/Regional Deputy Comptrollers (RDC) will jointly submit quarterly labor projections in an assigned format.

Labor analysis reports will be submitted in December, April and July

HBFM will issue deadline dates as appropriate in December, April and July

The format will be designed by the HQ Comptroller/CIVPERs division and distributed by HBFM. Comptroller will forward the format to RDCs.

Regions who fail to submit by the deadline will not be allowed to transfer or realign funds.

                                       6
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Resource Allocation Module Policies and Procedures

· The RAM is the primary vehicle for collecting and processing unfunded requirements and realignments. Both the processing of unfundeds and realignments has been reengineered for FY06.

· CNI PDs will establish program wide unfunded priorities for the entire enterprise.

· Realignments will be utilized to fund program-approved issues.

· Issues previously reviewed and eliminated through CBB and POM cycles should not be re-submitted and will be rejected. D All realignments must address an emergent requirement or a program unfunded.

· A realignment must support an emergent requirement or an established unfunded request or the issue will be automatically rejected.

· Realignments will be reviewed on a monthly basis as described below. All other issues will be processed by the RAB on a quarterly basis. Exceptions will be handled on a case-by-case basis as recommended by the CNI PD.

Realignment Schedule

· A Realignments will be processed once a month within a five-day timeframe. The cycle will begin on the first Friday of every month and conclude on the second Friday of every month.

First Friday- regions will submit issues

Monday & Tuesdays - HPDs will conduct reviews 

Weds - BMO validates

Thurs and Fri - HFM processes approved requests.

Classifications/Definitions:

· Emergent requirements (EM): defined as new issues not identified in the POM, CBB or RAB. Both regions and CNI PDs can enter such issues.

· Program Unfunded (PU):  issues input to CBB but not funded by the RAB. Such issues will be identified prior to 1 October and entered into RAM by CNI PDs.
(HPDs will consult with RPDs)

Enclosure (7)
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· PD identified realignment (PIR)- a realignment requested by a PD to resolve an emergent requirement or a Program unfunded

· Regional identified Realignment (RIR) - regionally identified funds applied to an emergent requirement or program unfunded.

Realignment Request Definitions

· Realignment - the reallocation of funding between regions fund type (labor/non-labor, or SIC. All BOS realignments must be approved by the CNI HQ PD and validated by the CNI HQ BM.

· Inter-SIC realignment - realignments between SICs but within specific program. Only under extraordinary circumstances will the RAB consider inter program realignments.  

· Intra-SIC realignment - realignments within a SIC. Includes Labor to Non-Labor and Non-Labor to Non-Labor.

                                    8
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APPENDIX E

BASE CLOSURE MWR and VQ NAFI TERMINAL AUDIT CHECKLIST

1.  Prior to Base Closure.  Regional commands are responsible to ensure disestablishment occurs in accordance with Navy Comptroller directives (e.g., DOD 7000.14-R).  In order to ensure that a nonappropriated fund instrumentality (NAFI) activity is disestablished effectively, the attached base closure checklist for use on the terminal audit has been developed as a helpful tool for use by commands undergoing the closure process.  CNI oversight personnel are available to provide audit assistance.  A plan of action and milestones (POA&M) should also be developed and approved by the Regional commands to monitor the accomplishment of all actions that need to be completed by closure.  Some items on the checklist that deserve special attention include the following:

    a.  Safeguard all accounting and payroll records and ensure that they are transferred to the regional commands for use in resolving open transactions and safekeeping until they are no longer needed.  Subsequently, the regional commands should transfer those records to the appropriate Federal Records Center.

    b.  The closure audit team should examine all material disbursements from the NAFI during the closing period to ensure that they are properly authorized and reasonable, including payouts to departing personnel.

    c.  The regional commands should ensure no transfers of MWR or VQ Funds are made to other NAFI activities outside the region without prior authorization by the affected regions, CNI(N25) and CNI(N20) for VQ funds.

    d. Regional CSP directors should ensure that a base closure POA&M, to include each base closure checklist item, is prepared upon official announcement of closure date.  A copy of the POA&M should be provided to all concerned parties for follow-up action.

    e.  The regional command POC and base closure regional coordinator should identify their designated representatives, who will be responsible for ensuring each item of the base closure checklist is completed, and report the names and position titles of each designated POC to N25 for information.

    f.  The regional/local command should ensure that the designated local base closure POC CSP remains on board until all base closure checklist items have been completed and the final base closure report is provided, via the regional commands, to N25 for information.

    g.  Regional commands should specify in writing to the local base closure POC and N25, at least six months in advance of closure which successor command(s) will receive fiscal, contracting and supply records, assets and obligations.  The regional command POC should ensure actual transitions of all specified records, assets, and obligations to each designated successor in interest occurs at least one month prior to closure so that emergent problems are resolved prior to actual base closure.

    h.  Regional commands should direct the local command base closure POC to report the status monthly for each (open, closed, and nonapplicable) item on the base closure checklist until each item has been completed.

    i.  Examine any payments for conversions from U.S. dollar currency to foreign currency (and vice versa) to ensure they are properly authorized and reasonable.

    j.  Ensure all payments to foreign national employees are properly authorized and reasonable.

    k.  At closure, the base closure POC should submit a letter to (N-25), via the regional commands, certifying that all required disestablishment actions have been completed and naming the organizations) and accountable person(s) designated for settlement of any open accounts.

    l.  The base closure regional commander or commanding officer is responsible for ensuring a report of terminal audit is prepared and issued to the regional commands and N25.  All NAF accounting and personnel records must also be transferred to the regional commands POC for safekeeping until the records meet Federal Records Center storage requirements.

    m.  Perform an on-site base closure inspection by the N25 fiscal oversight team (and the regional command’s POC) within 60 days of the announced base closure effective date.

    n.  The MWR director should be kept on board until the lights are “turned out.”  Should the MWR director detach or terminate prior to closure, recommend an interim MWR director be appointed to ensure all required closure actions are properly completed.

    o.  Personal check cashing for cash only should cease six months prior to base closure.  Use of personal checks in the exact amount of cost of merchandise or services is authorized until six months before activity closures.

    p.  The regional CSP director/regional commander must sign and submit a letter to N25, via the chain of command, certifying that all required disestablishment actions (including terminal audit, accounting/payroll record close out, and disposition of accounting/payroll records) have been completed.

    q.  Ensure all unused NAF “Remittance Statements with Checks” (RSWCs) are accounted for and destroyed prior to base closure.  Report accomplishment of check stock destruction and numbers of destroyed and missing checks to the RAMCAS central banking section as of the date of closure.

    r.  Ensure local foreign currency bank accounts kept open after base closure, for payment of residual foreign liabilities, have signatory authority passed to the regional commands or a party designated by CNI (N25).

    s.  Ensure the successor for payment of final bills (e.g. regional command staff) is on site at closure, obtains open order and accounts payable files and a reconciled bank statement.

2.  Liquidation Procedures.

    a.  Ensure a plan of action and milestones (POA&M) has been established and approved by the Regional commands and a copy forwarded to the Financial Management Branch (N252).  Arrange to communicate the status of completed and planned actions to the regional commands at least monthly.

    b.  During the period between proposed inactivation and actual closing, the regional CSP directors/commanding officer will take such actions as deemed necessary to limit disbursements to a minimum to meet operating needs.

    c.  Ensure future commitments and contractual agreements have been cancelled or renegotiated to protect the NAFI’s interests.

3.  Disposition of Records.
    a.  Arrange to dispose of NAFI records in accordance with the Records Retention/Disposition as stated in this guidebook.

    b.  Determine which Federal Records Center will service your NAFI records and establish a relationship with a point of contact representative to discuss their records disposed and retention requirements.

    c.  Refer to SECNAVINST 5215.5C Appendix C – Appendix I to become familiar with the Federal Records Center’s transfer procedures for nonappropriated funds records.

    d.  Obtain the National Archives and Records Administration field bulletins from the Federal Records Center that describe services available to the Federal Community.

    e.  Arrange to throw out any duplicate and extraneous copies of NAFI records prior to closure.

    f.  Determine from the Federal Records Center which size boxes they will accept and any weight restrictions for contents of each box.  (IMPORTANT – One closing station had to repack their boxes because original containers were not accepted by the Records Center.)

    g.  Arrange with your regional commands for space and location of record retention facilities designated for your NAFI Records.

    h.  Ensure arrangements have been made to forward all records (e.g., open orders, accounts payable, accounts receivable, personnel, payroll and accounting) and related correspondence remaining after the terminal audit to the regional commands.

    i.  Arrange to have regional commands forward all the files to the appropriate Federal Records Center after all reconciliations and final settlement matters have been resolved.

    j.  Arrange to assign accession numbers to each box of records and communicate the accession numbers, location, and box contents to the regional commands and Community Programs Service (N25).

4.  Cash.

    a.  Eliminate restrictions for all cash for all construction and other projects not yet under contract.

    b.  Ensure all construction projects under contract have been terminated unless cancellation penalties (if any) exceed total contract expense to completion.

    c.  Ensure fixed asset purchases and contract obligations are only made for emergency requirements.

    d.  Ensure that 100 percent of the Long-term Retirement and Severance Liability account have been restricted, so that adequate funds are available at base closure to pay off this obligation.  Arrange for authorized BRAC funds for payment of severance payments to terminating NAFI employees.

5.  Bank Accounts.

    a.  Should the local depository bank close prior to the base closure date, N252 should be notified in advance so that NAFI nonappropriated fund receipts can be placed on direct deposit to the NAF Central Bank.

    b.  Ensure all local returned checks and other imprest bank accounts have been closed when no longer needed (i.e., payroll, foreign currency, credit card sales, etc.).

   c.  Ensure the NAFI local currency bank has been officially notified in writing to forward final bank statements to N25.

   d.  If the activity is not on RAMCAS, ensure the local bank has been advised to forward the final bank statement to CNI(N252).

6.  Accounts Receivable.

    a.  Ensure all accounts receivable have been collected, or uncollected receivables have been charged off to operating expenses.

    b.  Construct a current aged-accounts receivable schedule as a basis for clearing accounts.

    c.  Have accounts receivable balances been confirmed with NAFI customers?  Ensure all transportation and insurance closing owed the activity have been settled or paid from BRAC funds for inventory items sold or transferred to gaining activities.

    d.  Audit to ensure uncollectible accounts have been written off and take action no later than 60 days prior to closure to reconcile and close open items.

    e.  Ensure uncollectible accounts have been reported to the base legal office or TOPs at least 120 days prior to closure for collection assistance.

    f.  Stop credit sales to patrons and other customers for other than preapproved credit card transactions that immediately transfer funds from NAFI patrons accounts to the NAFI six months prior to base closure.

7.  Resale and Central Storeroom Inventories.

    a.  Ensure all merchandise surpluses to the ongoing operating needs of the NAFI Fund have been sold to other activities or returned to vendors for proper credit.

    b.  Ensure resale and central storeroom inventories have been reduced to minimum operating levels six months before closure and liquidated as of business shut-down.

    c.  Provide a list of all excess inventory items and arrange for the regional commands to communicate their availability for sale or transfer to other NAFI activities and neighboring DOD and other government organizations.

    d.  Ensure excess merchandise has been returned to vendors for cash or credit, as appropriate.

    e.  Residual inventories should be sold through discount sales or transferred to other NAFIs at cost (receiving NAFI covers transportation expenses).

    f.  Remaining merchandise should only be sold through sealed bid sales to authorized patrons.

    g.  Ensure merchandise purchased on consignment has been phased out commencing six months prior to base closure.

    h.  Make arrangements in writing with the consignment vendors to pick up any remaining stock on hand and provide receipts to the NAFI no later than 90 days prior to base closure.

    i.  Ensure arrangements have been made with receiving activities to confirm they are prepared to accept responsibility for payment of all expenses incident to packing, crating, and movements of NAFI merchandise or home expenses paid from BRAC funds.

    j.  Arrange to have proceeds of inventory dispositions that occur after base closure to be transmitted to the Navy MWR Central Fund bank accounts.

8.  Prepaid Expenses.

    a.  Prepay all non-rescindable NAF contracts to cover all months up to and including the base closure.  Attempt to renegotiate to minimize the liability to only that which is essential.

    b.  Convert all excess prepaid supplies and tickets to cash or properly transfer to other NAFIs, as appropriate.

9.  Property.
    a.  Ensure an independent local inventory of all NAFI and NAF assets has been scheduled and completed by an inventory team appointed in writing by the commanding officer or NAFI manager.

    b.  Ensure a list of NAF property available for transfer has been prepared and forwarded to the regional commands within six months of base closure.  CNI will be provided a copy and will assist in the disposition of assets upon request of the regional commands.

    c.  Ensure transfers of NAFI Fund property to other activities have been accomplished properly and the results reported for the command’s attention.

    d.  Ensure arrangements have been made with receiving activities to confirm that they are prepared to accept responsibility for payment of all expenses incident to packing, crating, and movements of NAFI property or home expenses paid from BRAC funds.

    e.  Ensure non-transferable property has been identified for sale through local sealed bid sales to authorized patrons and the public. 

    f.  Ensure any residual property, for which no buyer can be obtained or no transfer arranged, has been reported to the regional commands (e.g., normally transferred to Defense Reutilization Service Activity).

    g.  Ensure CNI is designated on all turn in documents as the addressee for receipt of the proceeds from DRMO sales of excess NAFI Fund NAF property.  Form 1348 submitted to DRMO should clearly state proceeds are to be sent to Central Fund Accounting (N252).

10.  Loans Receivable.

    a.  Ensure all loans receivable from other NAFIs have been collected at least six months prior to base closure.

    b.  Ensure  Regional commands have been contacted for assistance in collecting loan receivable, if collection is not forthcoming.

11.  Contracts, Leases and Blanket Purchase Agreements.
    a.  Prepare a schedule for contract termination within six months of base closure.

    b.  Notify all vendors on the termination schedule.

    c.  Ensure vendor notification requires vendors to provide any remaining invoices at least 30 days prior to specified base closure date.

12.  Liabilities.

    a.  Ensure that no outstanding liabilities exist with creditors and arrange to have outstanding payables liquidated.

    b.  Confirm all outstanding NAF accounts payable with the vendors commencing 120 days before base closure and complete actions no later than 60 days prior to closure.

    c.  Ensure arrangements have been made to pay all current liabilities prior to base closure.

    d.  Ensure all funds collected in advance of services rendered (such as unearned income, membership dues, and deposits) are repaid, or written off the accounting books, if appropriate.

    e.  If any outstanding liabilities exist, ensure complete details have been documented and provided separately to the regional commands, with copy to N25, prior to base closure.  Arrange to have utilities and other payable s that come due after closure paid by the regional commands or N-25 from residual funds.

    f.  Provide revised delivery directions and/or paying office address when it is anticipated material and/or invoice will be received after base closure.

13.  Payroll and Personnel.

    a.  Ensure final payroll withholding and social security tax payments have been remitted to the appropriate agencies.

    b.  Make arrangements to close out the IRS Employer Identification Number.  The regional commands will follow up with IRS to ensure this has been accomplished upon assumption of activity final reconciliation documentation.

    c.  Ensure all required federal and state tax forms and returns have been prepared and submitted as of bas closure.

    d.  Ensure all departing NAF employees are provided their final statements of earnings, payroll deductions, and IRS W-2 Forms.  Arrange with the regional commands or N25 to have another MWR Department process payroll records and employer inquiries after closure.

    e.  Ensure CNI is notified of the number of NAF employees to be terminated, including all NAF career employees who may desire assistance in finding future employment.

    f.  Arrange to have severance payments due terminating NAFI Department employees paid out of BRAC funds to conserve Sailors NAFI Funds.

14.  Forms Disposition.

    a.  Arrange to destroy or redistribute excess stocks of NAFI checks and other critical forms, such as purchase orders, mess requisition DARs, and any other forms that could be used to make transactions affecting the NAFI Fund.

    b.  Three days prior to closure, ensure that all unused NAF Central Bank and local bank checks have been destroyed or redistributed to the regional commands for settlement of final obligations.

    c.  Ensure evidence of destruction is documented and witnessed by an independent person and forwarded.

    d.  Ensure that all unused and destroyed check numbers are reported to CNI (N252) to confirm bank reconciliation closure baseline.

15.  Final Arrangements.

    a.  At base closure, the regional commander/regional CSP directors, and commanding officer must sign and submit a letter to CNI (N25),  certifying that all required disestablishment actions (including terminal audit, accounting/payroll record close out and disposition of accounting/payroll records) have been completed and naming the organization and accountable person designated for settlement of any open accounts.

    b.  Regional CSP directors  must ensure a report of terminal audit has been prepared and submitted to the Regional commands and CNI.  Ensure that all recommendations reported during the terminal audit have been implemented and reported.

    c.  Have Regional NAFI representatives been contacted to determine follow-on fiduciary/check-signing authority for disposition of remaining NAF liabilities?

    d.  Have arrangements been made to transfer all NAF accounting and personnel records to the Regional commands NAFI representatives for safekeeping until point at which records can be sent to the Federal Records Center?

    e.  Have lessons learned from base closure experience that may help other Navy closing actions been communicated to (N25) for publication in Undercurrents and inclusion in revisions to this guide?

APPENDIX F

RECORDS RETENTION/DISPOSITION GUIDELINES

Activities are required by SECNAVINST 5212.5C to maintain 3 years of accounting and 10 years of payroll documents.  Records exceeding this requirement should be destroyed.  In order to facilitate problem resolution after base closure, certain records are to be sent to the regional commands for temporary holding prior to forwarding to the Federal Records Center (FRC).  

The following chart lists the disposition of the final 3 years worth of accounting and 10 years worth of payroll records/documents that are to be forwarded to the Regional commands and to the FRC in accordance with SECNAVINST 5212.5., regional commands are to hold documents for a period of 12 months after base closure or until all claims, disputes, and outstanding balances are resolved, and then send the documents to the FRC.


Send to Regional commands

(Number of months of most recent records)
Send to FRC

(Oldest months of records)

GENERAL ACCOUNTING DOCUMENTS



· Final Audited Financial   

   Statements
Final Month
35 Months

· Detail General Ledgers
18 Months
18 Months

· General Journal Vouchers
 None
36 Months

· Accrual Journal Vouchers
 None
36 Months

· Budget Records
 None
36 Months

· Subsidiary Records
18 Months
18 Months





ACCOUNTS PAYABLE



· Paid bills in vendor sequence with check, purchase order and receiving documents
18 Months
18 Months

· Numerical file of checks issued
18 Months
18 Months

· Numerical file of purchase orders
18 Months
18 Months

· Open purchase order file
All
N/A

· Entertainment and personal services contracts
18 Months
18 Months


Send to Regional commands

(Number of months of most recent records)
Send to FRC

(Oldest months of records)

RECEIPTS



· Daily Activity Record Summaries with supporting documentation (Daily Activity Records, cash register tapes, sales slips, credit card and charge slips, private party contracts, etc.)
18 Months
18 Months

· Numerical file of private party contracts and sales slips
18 Months
18 Months





FIXED ASSETS AND INVENTORIES



· Property listings or cards
12 Months
24 Months

· Certificates of disposition
12 Months
24 Months

· Documentation of final disposition of merchandise inventory, prepaids and minor property
All
All





ACCOUNTS RECEIVABLE



· Accounts receivable listings and balances by account
18 Months
18 Months

· File of outstanding receivables
All
N/A

· File of bad debt write offs
18 Months
18 Months

· Documentation of collection efforts
All
All





BANK ACCOUNTS



· Cancelled Checks
18 Months
18 Months

· Bank Statements
18 Months
18 Months

· Bank Reconciliations
18 Months
18 Months

· Bank Contracts and Authorized Signatory Letters
18 Months
18 Months





PAYROLL



· Individual Earnings Records
3 Years
7 Years

· IRS completed forms 941, W-2s, W-3s, W-4s, W-2G, 8027(tip report) and 1099
3 Years
7 Years

· Payroll Summaries and Journals
3 Years
7 Years

· Time sheets and cards
3 Years
7 Years

· State and city quarterly returns
3 Years
7 Years





OTHER DOCUMENTS NOT LISTED ABOVE



For documents not listed above, comply with the requirements of SECNAVINST 5212.5c.



Attachment 1 is an excerpt from SECNAVINST 5212.5C covering records transfer procedures.

APPENDIX G

FEDERAL RECORDS CENTERS’ TRANSFER PROCEDURES

1.  Federal Records Centers.  The National Archives and Records Administration (NARA) operates a system of Federal Records Centers’ (FRCs) authorized by sections 2903, 2907, and 3102 of Title 44 of the United States Code for the economical storage of non-current records of Federal agencies, pending their deposit in the National Archives of the United States or other disposition authorized by law.  Non-current records are defined as records that are no longer required to conduct current business.  Figure C-5 lists the mailing addresses and commercial telephone numbers of the record centers and the geographic areas they service.

2.  FRC’s Records Transfer Requirements.  The FRCs screen all incoming records boxes.  If correct transfer procedures are not followed or proper records transfer paperwork is not provided, the entire records shipment will be returned to the transferring command or the immediate supervisor in command (ISIC) for correction.  Adhere to the following requirements when preparing records for record transfer to an FRC:

    a.  Records must be covered by an authorized records retention standard of this instruction and have a minimum of three years retention period at the FRC.

    b.  Standard Form (SF) 135, Records Transmittal and Receipt, must be sent to the FRC for approval prior to shipping records. 

    c.  Records must be received by the FRC within 90 days of their approving an SF 135.

    d.  Shipment of records must be in standard records center cartons marked with appropriate accession and agency box numbers.

    e.  Records of a given accession number must be covered by the same disposal authority and have the same disposal date.

3.  Evaluating Records.  Prior to packing boxes for transfer to an FRC, conduct a thorough evaluation of the records using the following guidelines:

    a.  Remove all duplicate copies and unnecessary material, i.e., notes, drafts, and working papers, or reference material such as instructions, notices, publications, etc.

    b.  Separate Records into Series.  A series is defined as a “block of records having the same disposition authority and same disposition date.”  This will ease the process of applying the proper records retention standards of this instruction.

    c.  Before packing classified records, make every effort to declassify or downgrade them under the provisions of SECNAVINST 5510.36, Department of the Navy (DON) Information Security 

Program (ISP) Regulation, of 17 March 1999.  Those records that cannot be declassified should be carefully inventoried and shipped per security regulations contained in SECNAVINST 5510.36.

4.  Preparing Records Transmittal Document.  Complete the SF 135 in triplicate following the instructions listed below:

5.  Packing Records

    a.  Use the proper size records center carton when packing records.  For legal and letter size material, use standards-sized records center cartons.  Use half-size or designated specially boxes only for microfilm, index cards, or other designated purpose.  Contact the FRC regarding shipments of odd-sized material (bound volumes, ledgers, maps and charts) that will not fit standard FRC cartons or fragile items (glass plate negatives) that require special handling.   Discuss with the FRC the packing requirements dictated by the size or nature of the records.

Note:  Use only standard records center cartons available through General Services Administration.  FRC’s will reject any shipment of records not in authorized records center cartons.

    b.  Pack records in standard FRC cartons preserving the original file arrangement.  Leave a half-inch space per carton to permit easy withdrawal of folders for reference.  Pack letter-size folders upright facing the “front” of the carton, legal-size folders facing the “left” side of the carton.  (The “front” is the 10” x 12” end opposite the stapled end.  

    c.  Place a copy of the FRC approved SF 135 inside the front of the first carton (agency box number 1, if there is more than one carton in the accession).

6.  Marking Cartons.  Using a permanent black felt-tip marker, white the full accession number (items 6(a), (b) and (c) of the approved SF 135, i.e., 187-87-134) in the front upper right corner of each carton. 

7.  Shipping Records

    a.  Ship the records to the FRC as soon as possible after receipt of the FRC approved SF 135.  Delays of more than 90 days will result in the FRC canceling the accession number and rejecting any shipments received after 90 days.  In this case, the transferring activity will be required to resubmit the SF 135, obtain approval for shipment, and renumber the cartons with the new accession number.  

    b.  Accession of more than 500 cubic feet require advance space and manpower planning.  In such instances, notify the FRC in writing two weeks prior to planned shipment.

    c.  After the records have been shelved at the center, the FRC will return a copy of SF 135 annotated with the location.  Keep this copy as a receipt.

8.  Maintaining Record Copy of the FRC Stored Records.  Use the FRC-acknowledged copy of the SF 135 as a record of material transferred.  This eliminates preparation of separate inventory lists of records stored at the FREC, simplifies getting reference service to the stored records and eases answering various FRC notices. 

APPENDIX H
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DEPARTMENT  OF THE  NAVY
                              OFFICE   OF   THE    CHIEF   OF    NAVAL   OPERATIONS

                          WASHINGTON,   DC   2O350-2OOO
                                                                                                                                                                                                                                             IN REPLY   REFER   TO
                                                 11000
                                              Ser N444/4U594317 

                                                4 Feb 94
From:  Chief of Naval Operations

Subj:  NAVY POLICY ON DISPOSITION OF PERSONAL PROPERTY                                                                  

       CLOSING AND REALIGNING BASES (BASE CLOSURE 029)

Ref:   (a) National Defense Authorization Act of Fiscal for Fiscal  

           Year 1994

Encl:  (1) UNSECDEF Memo of 28 Jan 94 Subj: Interim Policy on 

           Disposition of Personal Property on Closing Bases

1.  The closing and realignment of military installations is a necessary consequence of the end of the Cold War and the right sizing of the Department of Defense and the U.S. Navy.  These military installations have been a significant source of direct and indirect employment for many communities and their closure or realignment has the potential to cause severe economic hardship on the surrounding communities.  Since the country's economic strength is a significant factor in our national security, assistance to affected communities to aid their economic redevelopment is a Defense Department obligation.  The President's Five Part Program provides a roadmap to support these efforts.

2.  Personal property associated with closing bases is an asset to the nation and its citizens.  One way we can enhance the reutilization and redevelopment of the bases is to make available personal property to speed the reuse efforts.  Reference (a), which was signed into law on 30 November 1993, provided new rules for disposition of personal property.  Policy guidance for implementing its provisions are being developed under the interagency review process.  Once developed, the proposed policy guidance must be published in the Federal Register for public comment.  This is expected in the first quarter calendar year 1994.  Comments will then be incorporated, as applicable, and issued as a final DOD policy in the second or third quarter of 1994.

3.  Enclosure (1) superseded the previous interim policy on personal property issued on 14 September 1993 and established new interim guidance which is effective until the policy guidance to implement all the provisions of reference (a) is published in the Federal Register.  At that time the policy guidance published in the Federal Register will become the new interim policy.

4.  In the meantime, reference (a) has a number of legal requirements including a requirement to inventory personal property on closing military installations by 31 May 1994.

5.  Therefore, the following Navy guidance, with regard to disposition of personal property is effective until the proposed policy guidance is published in the Federal Register:

    a.  Each Commanding Officer of a closing base (that portion of a closing or realigning base where real property is expected to be excess to Department of the Navy requirements and not designated for Federal reuse) will have an inventory of personal property taken on the applicable property as soon as possible but prior to 31 May 1994.  The purpose of the inventory is to identify personal property--any property except land, fixed-in-place buildings, ships, and federal records--which is related to the available real property, and is likely to support the economic redevelopment of the base.  This inventory can be done in conjunction with other required inventories.

    b.  The inventory and identification of personal property will be done in consultation with local redevelopment authority officials or in the absence of a redevelopment authority, local or state government officials.  Based on these consultations, the base commander will determine the items or category of items:
        (1) Needed to support a realigning unit, function, component, weapons or weapons system.
        (2) Needed to support the community redevelopment plan.
        (3) Available for redistribution.
Disagreements should be resolved within the chain-of-command, with final authority on resolving personal property issues resting with the Assistant Secretary of the Navy (Installations and Environment).  Requests for resolution to ASN(I&E) should be submitted via OPNAV (N44),
    c.  It is Navy policy to make every reasonable effort to assist affected communities in obtaining the personal property needed to redevelop closing bases where real property is available for economical 1y-viable enterprises.  Personal property that would likely be useful to support the economic redevelopment of the base will not be removed from a closing base until one of the following time periods applies (whichever comes first) unless the personal property qualifies for one of the exceptions in paragraph d below:
        (1) One week after the date on which the redevelopment plan is submitted to the Navy.
        (2) The date on which the redevelopment authority notifies the Navy that it will not submit such a plan.
        (3) Twenty-four months after the completion of the personal property inventory.
         (4) Ninety days before the operational closure of the base.
    d.  The exceptions to this are that personal property may be removed with the approval of the base commander, if the personal property:
        (1) Is required for the operation of an organization (unit, function, component, weapon or weapon system) at another installation.  To meet this exception, the personal property must be required to meet valid readiness requirements of the major claimant whose subclaimants own the personal property.   The base commander will take into consideration the potential impact of the removal on the community reuse plan, make every effort to meet community reuse requirements and keep the redevelopment authority or other appropriate local or state officials informed.  Generally, the base commander should favor the communities for any available personal property that is low cost and routinely available from commercial sources or redistribution among DOD organizations.  For a, realigning organization, all personal property may be removed, however, consideration should be given to the coat effectiveness of buying new low cost items vice paying the cost and wear and tear of moving.

        (2) Is uniquely military in character, and is likely to have-no civilian usg (other than use for its material content or as a source of commonly use components).  Classified items, nuclear, biological, chemical items (NEC items), weapons and munitions, and similar items normally should not be transferred to the community.

        (3) Is not required for the reutilization or redevelopment of the installation (as jointly determined by the base commander and redevelopment authority or other appropriate officials).

        (4) Is stored at the installation for purposes of distribution (including spare parts or stock items).  This exception includes materials or parts used in a manufacturing or repair function but does not include maintenance spares for equipment left in place.

        (5) Meets known requirements of another Federal department or agency for which expenditures for similar property would be necessary and is the subject of a written request by the head of the department or agency.  To meet this exception, the requirement must be known by the base commander and the written request in hand at the time of the inventory.
    e.  Personal property purchased with Non-Appropriated Fund (NAF) may be removed from any base at any time, however, the community should be made aware that the NAF personal property belongs to the Service members collectively and is subject to rules different than those for appropriated fund personal property.  As a courtesy to the community, they should be informed prior to removing any NAF personal property.  NAF should be reimbursed for any NAF personal property remaining on base at the time of real property disposition.

    f.  If specific personal property requested by the community conflicts with the requirements of paragraph 7(b) below, the base commander will make every reasonable effort to obtain functionally equivalent items for the community's use.  In this context, "functional equivalent" means the original and the proposed substitute item are designed and constructed for the same specific purpose (e.g., fire truck).  However, prior to substituting another item for the one being requested, the base commander will notify the community reuse official.

6.  This policy applies to all major bases scheduled for closure or realignment where real property is expected to be excess to U.S. Navy requirements.  It does not apply to minor closures that have little or no community economic impact such as a reserve center in a large community.
7.  In simple terms, the priority for personal property on a closing or realigning base is:
    a.  Requirements of a relocating function, unit, system or organization.
    b.  Requirements of the major claimant whose subclaimants own the personal property.
    c.  Requirements for community reuse of the excess real estate.
    d.  Requirements of the rest of the U.S. Navy.
    e.  Requirements of the rest of Department of Defense.
    f.  Requirements of the rest of the Federal Agencies.
    g.  Requests of the community for any personal property regardless of use.
    h.  Disposal through the Defense Reuse Material Office.
8.  Transfers of personal property from a closing base should always be done in a cooperative partnership with the community. If there is any doubt as to reuse potential of the personal property and delaying the transfer does not slow down the "Fast Track" closure of the base or is 

not required to meet an essential requirement of the major claimant that paid for the personal property, delay the removal of the personal property until the proposed policy guidance is published in the Federal Register.
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SUBJECT:  Interim Policy on Disposition of Personal Property 

          on Closing Bases


The enactment of Subtitle A, Title XXIX of the National Defense Authorization Act of Fiscal Year 1994, has superseded the guidance in my September 14, 1993, memorandum on the above subject.


We are in the process of drafting regulations for implementing the Title XXIX provisions and plan to have them issued as interim guidance and published in the Federal Register for comment within 90 days.


Until these regulations are published, the Military Departments must comply with the provisions of Section 2902 of Title XXIX which restrict the transfer of personal property located at closing installations except under certain conditions.  These provisions also prohibit the reduction in the level of maintenance and repair of facilities and equipment below certain levels.


The Military Department should implement Section 2902 in ways that foster the goals of President Clinton’s five-part plan for revitalizing base closure communities.  If transfers or a relocating unit’s personal property allowed the provisions of Section 2902 are not essential, such transfers should be delayed until the interim guidance of Title XXIX is issued.
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