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U.S. Customs Service

Department of the Treasury

The Customs Service is moving 35 employees
frc:n the customhouse in San Pedro to its “
regional office in downtown Los Angeles
primarily {1} to improve supervision and
control of regional employees, {2) to improvc
coordination of field activities, {3) to improve
communicauon among field managers, and
{4) to consolidate communication activities,
v GAQ questioned whether it is necessary to
move 19 of the employees who are involved
in auditing and security investigations.

Customs does not believe ‘it would be good
management to leave the audit and
investigative staffs at San Pedro. Also,
Customs 1s trying to redirect its audit effort
to broader program areas which might resuit
in less audit work at the San Pedro office.
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The Honorable Glenn M. Anderson
, ,\%iThe Honorable Alphonzo B21ll
-~ ¢ The Honorable Charles H. Wilson
Th= Honorable Mark W. Hannaford

House of Representatives

This report is in response to your joint letter of

July 2, 1975, concerning relocation of U.3. Customs Service
employees from ti..e customhcuse in San Pedro to the Federal
Building in downtown Los Angeles--a distance of about 25
miles, You asked us for our cowments on the most appropriate
and convenient location oc the several functions of the

' Customs 3ervice, including both the district and regional

s offices., :

Your le:ter also noted many detriments to the move that
had been nointed Lut to you. We have summarized below our
views on th. move and on the detriments and other factors
merntioned in youir letter, More detailed information on these
matters is included in the appendix,

We made our review of the U.8., Customs Service activities
at the customhouse in San Pedro, region VII headaquarters in
the Federal Building in downtown Los Ang:les, and U.5. Customs
Scrvice headgrarters in Washing on, D.C. We discussed the
move with various Customs and 3Seneral Services Administration
officials, %We obtained dats relating to space and staffing
at both lccations, and examined documents and records per-
taining to the move.

AT ANSAMTAY DANT AUDDS MmN TAC
RELULALLN Lo, VILLS 1U LUJD 4.

15

Y

The relocetion of 35 Customs =2mnlovees from the custom-
houss in San Pedro to the Federal Buildirg in.downtown Los
Anjeles is the culmination of two separate agency actions,
Since :974, the regional office haz activily planned to
vrov7ide space in the Federal Auilding for the Sector Commu-
nications Unit that is located in 33an Pedro. The principal
banefits of relocating tais Unit, which was staffed by eight
enployees at the time of our review, apvarently are: (1)
to improve supervision and control by physi-cally locating

FWYTIVAY INAANA 1amn
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this unit in the same “Huilding with the Regional Director

of Enforcement 3upport who is responsible for directing

this support activity and (2) to consolidate comrunications
activities at the regional office which could then function
as a true command center fo- Customs law enforcement =fforts
on a round-the~clock basis.

The others action wias taken to implement a 1972 directive
by the Commissioner of the Customs Service requirino field
managrers {Pegicnal Maiagement Team) to e located ia the samne
city, the same building, and, if possible, in the sane suite
of offices. The objectives of this directive are to improve
(1) coordination of field activities and (2) communication among
tinld managers. This resulted in the novement oL 5 people in
the Office oL the Rejgional Director of Investigations--the
Director, 2 assistant Jdirectors, an administrative assis-
tank, and 2 secretaries--and 21 people in the Office of
Internal Affairs--the Director, 2 assistant directors, 7
auditers, 3 investigators and ' ecretaries,

We agree with the basic concepts of (1) having the
renders of the Management Team in the samne location, and
{2) not separating the superviscrs from their subordinates.
We, therefore, agree with Customs® decigion to move the
Sector Communications Unit and the six people in the Office
of Investigations to Los Ange'es.

. The dJdecision to move tiie entice Office of Internal
Affairs, consisting of 21 people, to Los angeles gives us
some nroblems, It seened to us that the Regionel ¥anage-
ment Team concept could have deen accoaplished hy aoving
only the Director and his secretary to 7os Angeles and
leaviany the 2 assistan“ Jdirectors and the 17 other em-
ployees in San P2dro. If the 2 assistant liractors were
left in 3an Pedro, they could continue t> supervise the
investigators and auditors and negate what we saw as the
orincipal reasod for moving the 19 other employees; i.e.,
to have the auditors and investigators in the sane location
as Lthair supervisors.

We discussed with Customs headquarters officials our
views on moving the entire Office of Internal Affairs to
Los Angeles. Thev disagreed with us., It was their opinion
that it is necessary for the assistant directors to e :

@
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They al.'n did not believe that it would bHe J00d management
ty physi~ally separate the Reqgional Director from his two
afsistanc dJdirectors or the assistant directors Erom. the
a.ditors and investigators whom they sugervise, Also,
cccording to-headauarters officials, the emohasis of their
review effort has recently changed and will necessitate
more contact with other field offices. Also, there was
concern that if the auditors were located at the aistrict
office there would he a tendency to concentrate review
efforts at that office to the neglect of other offices in

the region.
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The 2xpected benefits cited by Customs officials are
intangible and thus we cannot determine whether Customs
is correct in its bhelief that the long-term benefits will
outweigh the cost and inconvenience in relocating the staff.
Moreoyar,; it is not clear at this time what effect Customs'
efforts to redirect its 2udit e“fovt will have on reducing
the audib work carried out at the Los Aageles district
otfice and increasing the work performed At other (Cield
locations,

OPHbR MATTERS

Your letter also noted sowme d2triments and other factors
that had been pointed out to you concerning the move. We ob-
tained the following infocmation on these matters.

Your letter gnestinned vhether the regional and the dis-
trict nffices should Lotr be located in the customhouse in

San ?édfc. J.Ile LUbCUmﬂOCoe ‘“UEL'"HCLY la(.!(b SUIIlClenC OLEl(‘
space to accomodate the regional headcuarters staff even if

Fha tarm Padaral sAasnriaa wha ~urrankly 1A klas mAsark Fanilibdianm
Che el vrediadl ageniics, Wi CUdlaniday Use Cae DOrT Ladiriclies

were evicted. 2lso, there appears to be some questicn of
whether the customhouse's location is suited for a regional
neadguarters

Newsp: per accounts of the planned move had cited dif=-
ferent cost estimates,  The diffecence in the estimates seemg
to be principally attributable to changes in the nunber of
people that would be involved in the move. 1In May 1975, the
initial plans t. centralize the Regional Management Team

BEST DOCUMENT AVAILABLE
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provided for relocating 83 employees-—-62 from the Office

of Investigations and ?1 from the Gffice of Internal Affairs--
at an estinated cost of 5721,000. Final plans i{cr implementing
the Regional “anagement Tean concept provided for relocating
27 eanployees. While only limited Jata was available, General
Services Aduninistration and Customs estimate that for these

27 employees altering the Federal Building and relocating
telephones and offices will cost $162,715,

The above estimates Jo not include the cost to relocate
the Sector Communicationg Di.it, The regional office, in re-
questing authorization frowm headquarters, to relocate this
Unit, estimated that it would cost $41,500. This estimate
was based on relocating six emplovees and was never revised
upward to cover all eight emplovees that are being relocated,
Also, Customs egtimates that additional costs could be
incurred if employees decide tc relocate their residence
due to the caange in official duty station.

A new 35-11 position will he established in San Pedro
to supervise the Jffice of Investigations' emplovees who
will ramnain there. We also believe the cost of this posi-
tion should be consid- red as a cost of collocating the
Regional Hanagement Tean,

You had also exnressed concern Lhat the wove will force
lower paid clerical =aployvees affected by the move to seek
new jobs., rive of the 35 employees scheduled for relocation
are classified as clerical., We discussed this matter with
Customs officials in September 13975 and wore advised that
none of the clerical employees had obtain»d other nositions
but that three of the five employvees had indicated that
they would seek other jobs rather than relocate.

One area of concern surrcunding the pnlanned wove was
whether thic was the initial phase of ay plan tc move the
entire or ¢ major vortion of the Los Angeles district
office located in San Pedpo to the Federal 2uilding in Los
Angeles., Information furnished to us during our review
Jdiu not sustain this allegation. ' .

BEST DOCUMENT AVAILABLE
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ww have discussed the matters contained in this report
#Lth the U.3. Customs Service and ha.e considered theit

views in preparing it.
. z/‘;;f;

Comptroller General
of the United States

§
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GAQO REVIEW OF RELOCATING 1.5, CUSTOMS
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OM SAN PEDRO_TO_LOS _ANGELES

Headaguarters of :he 0.8, Customs Service, under th2
supervision of the C~inmissioner of Customs who is appointed
Dy the Secretary, . ithe Treasury, is located in “lashington,
D.C, The Serviie 1is decentralized and most of its nersonnel
are stationad througheout the country, where its ogerational
functions ace perforued.

usta)lasnnont JL

regional and district

The Regional and District Office Fierld Organization,
as it is xnown today, resulted from a 1964 comprehensive
managenent study. The study report, wnicn contained 230
¢c2coagendations, gained wilde distribution and review and
becane the subject of .auch public discussion and congres-
siona® interest. Some of the recommendations in the report
concerning reorganization were formally submitted by the
President [or congressional approval as Reorganization
Plan No. 1 of 196:C.

The report included many recommendaticns to effect
reorganizing the headguarters and field secvices which were
not specifically included in the Reorganiration Plan, bHut
which depended on the Plan for their effective implementa-
tion. 3Such recommendations included ‘hose pertaining to
realining district officas and estavlisning six reqgions with
headyuarters at 3oston, Wew York, Baltimore, Wew Orleans,

T oo el .’".\1n an

M ament amn =Y
SQil U Lativioliyy, At CLriieayiu,

During the congressional hearings on the Reorganization
Plan, the establishment and location of the p-n:osed regional
offices was questioned at length. s a result, the Secretary
of the Treasury ini.iated an additional study of regionaliza-
tion and subsequently established nine regions rather than

six, including one at LoOs Angeles.

The proper fi2ld structure has been a continuing aues-
tion for the Customs Secvice. For example, in 1970 the De-
partment of .he Treasury concluded that the number of re-
gions should be reduced from nine to six and that Los Angeles
was one of the offizes that should be abolished. However,
no action was taken.

BEST DOCUMENT AVAILABLE
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Generally, the cegional office is located in the largest
port in the geogrephic boundaries of the region. The re-
gional office, headed by the Regional Commissioner, directs
and supervises all Customs activities within the cegion,
except those relating to the Office of avestigations aad
the Qffice of Intevnal Alrairs., Some o. the specific func-
tions of the regional office include:

~--Directing anrd functionally supervising regional
operations, such as assessing and collecting
inport duties ard taxes and controlling carriers,
persons, and articles entering or departing the
U.cs.

~-Directing the administration of the

vatrol operations.

~ —

ustoms

--Directing and fuacticnally supervising budget,
accounting, end peisonrl programs.

~-0Operating the Customs information system and
all enforcement communication systems within
the region.

The regional office administers and orovides resources
and adninistrative support to the distric:s, ports, and
stations. Wnile not under the 0ffice of Regional Cumais-
sioner, the Office3 of Internal Affalrs and Investigations
deverd on the regional office for all their administrative
support, Operationally, the reqgicnal office is responsible
for liguidating conples change and drawback entries and
reviewing importers' grotests of decisions on (he classifi-
cation and value of merchandise.

As of August 30, 1975, the Los Ange.2s regional office's
staff (region VII) consisted of 209 emplorces (including 2n
that were temporarily employed during the summer of 1973), of
which 143 were stationed in the Federal Bu lding in downtown
Los Angeles. Of the 61 regional staff not stationed in the
Federal Building in Los Angeles, 21 were stationed in San
Pedro, California; 22 were stationed in Tuc.ion, Arizora;
and 138 were stationed in 5-n Diego, California,
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gistricts

District offices provide opecrational a toction to ports- |

of-entry and Customs stations under their ju.isdiction,
Posts-of-entry are places Jesignated by the Secretaery of the
Treisacy at which a Customs officer is assianed wit- avthor-
ity to accept =2rtrizs of aerchandise, to collect duties, and
to enforce the vuacioils provisicns of the Custors ané relatked
laws. <Custeons stations are olazes other than oorkts of-entrv
at wnich Customs officers or employees perfaca the aflore-
mentioned duties. The significant difference bDetween a vort-
cf-entry and a station is that the salary and eupenc3s of
the Custoans officer reaquired for entering a2 vessel at a sta-
Eion aust bYe reiqbursed to the Government Dy che owner, nas-
ter, or ajent of the vessel.

District officees, in addition to nroviding administra-
tive and operational sunervision to other ports-of-eavcy
within their geographniczl brundaries, are Aalso portg-of-entry
and, as such, ongage in a wide variety of activities. These
activities include inspz2cting and releasing imported carqo,
clearing passa21gers traveiing Ly all types of carriers,

ccepbin estinated dutizs and wexes at tine of entsy  and
entering and clearing vessels and aircraft,

A Dreaxkdown of the pecananenv staffing as of August 38,
1375, by districts, ports-of-entry and scations under the
jucisdiction of e 7,03 Jig2les fegion is as follows:
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AR
AR
S
huanber of
Locations empiloye«s
o)
Los Aagales district office (note z,: 345
Ports-of-entry: .
Los Angeles International
Airport, California 189
Port San Luis, California 1
Las Vegas, Nevada 24
San Diego district office: 38
Ports-af-entry:
Calexico, Califoinia 101
San Ysidro, California 248
Tecace, California 24
Andrade, California 5
c
Mogales district office: 153 i
Ports-of-antry:
Phaoenix, Arizona 12
TLukeviila, Arizona 19
. Naco, 3irizon 7
Douglas, Arizona 42
Yuna, 3iArizona 25
San hLuis, Arizona 23
Sasabe, Arizona 2
Statioas:
Tucson, Arizona 4
Lochiel, Arizona 1

A

Located at 3an Pedro, lalifornia.
v

o)
D2 individual located at the Vngales district offica,

o

ree individuals located a3t the Los Angeles Jdistrict office.

Regional Counsel

Tu= Reglional Tounseli provides legal adv.ce and support
to-the Regional Commissioner and his staff. Howaver, &
Jffice of Ragional Counsel revorts to the Chief {ounsel

DEfice at Customs neadguacters.

o]
ne
's

o~
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Zome Cf the specific ac:ivities engaged in by the
Peyional Counsel in.lude

-~Reviewing civil ~tty and forfeiture decisions
to insure pcopar .erpretation and application
o f gtatutes, -2jusiations, and headjvarkers guide-
Ji.23,

-~"rapariay anl/.r ceviesing nanuals aal training
materials on the suhiect of criaiaal aid civil
iaws enforca1 "y ustonas.

~--Consulcing and maiantaining liaison with attorneys
of the Justice Departmnent on Justons cases conding
before the courts.

--Handling legal questions coaczraning reimbursable
cowpensacrin under the Zustons overtims laws,

In regiun VII, the Regional Coursel Office was staffed
by three attorneys and one2 clerical nerson as of August 3,
1975, and was _ hysiceily located with The rejional office
in _os Angeles.

The Office oFf Investigztions is the professional in-
vestigative arm of rba Curcoms Service and is responsible
for invescicating 11 v.olations of Customs laws and regqu-
lations applicaule Lo tne importing public. These include
smeaaling, waterfront pilferage, misrepresentation of im-
norts, and special a.iloccement programs. Regional inves-
tigating activities are (directed Ly a Regiosnal Director of
investigation., who reports directly to an Assistant ThHa-
nissioner Ear Investijyations In Washington, D.C. The Re-
Jional Dicector of Investijat:i:cns has thrse k2y operational
responsivilit ' ~s: \

-~-Tn dicact and coonrdinate all Office of Inves-
tigations activities within the region.
i

--To maintain a close working relatiorsnip with
othie members of the Regional Manageient Tean
to insure that Investications field ectivities

- are nroperly ccordinated with olher Cistoas
Service field operations.

-

" - 10 -
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-~-To function as the special agen*~in-charae
within the district office having the same
name as the reqgional cicy.

The P~gional Director of Inves-igations may be assisted
by nct m than two senior special agente--one functioning
as an as -ant for aqenerel investications and the other
functin 4, as an assistant for fraua investigatiors. Thes:
assistants maintain close contact with the special agents-~in-
charge at the vacious district offices in the reaion and
their counterparts 4t headguarters to insure that field in-
vestigations ace cacrind out in conformance with program and
policy Jdirectivses established by headguarters Office of In-
vestigations. ’

Staffing of professional ivvestigators in regicn VII
for the Office of Investigations, as of August 30, 197C, is
chown below:

.

Investigators
Tocation of staff assigned

Dis*rict offices

san Pedro, California 54

Nogale3, Arizona 7
BQEEE:QE:E!EEX

San Y:1i1dro, Califo.nia 19

Calex.co, Caiifornia 5

San Luis, Arizona 2

nouglas, Arizona Y3

Phoenix, Arizona 3
Stations

Tucson, Arizona ) _4

Total 97

Fach district is supervised by a special acent-in-charge,
who reports to the Reylonal Director of Investigations. Field
offices at ports-olf=-entry having a port directur are supervised

by resident agents, who report to the distri~t spe~ial agent-
in-charge.

Unlike the Office of Investigations, Internal Affairs per-
sonnel in region VII are not dispersed at district and field

- 11 -
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offices. The staff is currently stationed at the custom-
house in San Pedro and travel to the various district and
field oflices throughout the region. The objectives of the
Office of Inte+nal Affairs are to assure

~--personnel integrity,
~--prudent expenditurs of resources, and
--i .0ducrive, cost beneficial progrars,

These objectives are accomp. shed with the use of internal
auditors and criminal .nvestigators.

In each region, Int=rnal Affairs activities are under
the direction of a Regional Director of Internal Affairs
who reports to the Assistant Commissioner for Internal
Affairs in Washington, D.C. The Regional Director has the
following responsibilities

—Plans, implements, and evalvataes the internal
secrrity and internal azedit activities in the
region.,

--Reconmends changes in prograns, goals, and
policies to headquarters

-2Zstablishes and maintaine continuin~g communi=-
citions with other members of the Regional
Management Teanm,. :

The Regional Director of Internal affairs is assistad
by two assistant regional directors; one for internal an?..

QasaoLillne L0HIUIGRE Lol TRl S (SR8 -1 ~ Ul R R B B

and the »thwer for ==curity. The A551s§ant Regional Director
of Audit advises the Reyional Director of Internal aAffairs
on all internal audit matte.s in the region and acts for the
Reai~nal Director in hi: absence. He also reviews sabordi-
nates' wirk, pians and assigns work, evalvates work perform-
ance, interviews condidates for vacant positions, and 1en-
tifies and provides for developmertal and craining needs of
subordinctes. The Assistant Regional Director of Securi:y
advises the Regional Tirwactor of Internal A*fairs on ﬂat'ers
relating to the over.ll management ¢€ the regional securi:l
program. In addition, he has firct-line resvonsibility for
stpervising a staff of investigators. As of vul: 25, 1973,
tte :taffing for region VII 0ffice of Internil Affairs was
as follows:

-12 -
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Pesition Nunber assigned
Director 1
Assistant Director 2
Investigator 3
Auditor 7
Secretary 3

: Total 21

»

HISTORY OF PROPOSED MOVE

The relocation of 3% Customs c¢mployees from the custom=-
house in San Pedro to the Felerul Building in downtown Los
Angeles is the culmination o! _wo separate agency actions.
Since 1974, the reqgional office has actively planned to
provide space in the Federal Building for the Sector Com=~
munications Unit that is located in San Pedro. The other
action was taken to implement a 1972 d'rective by the Com-
missioner of the Customs Service regui . ing field managers
(Regional Management Team) to *te located in the sam2 city,
the same building, and, if possible, in the sai2 suite of
offices.

Relocation of regional
office staff

o —— v——— - -

In 1974, Customs concluded that the space for the Los
Angeles reglional office personnel was insufficient due to
significant inc¢reases in staff. Plans were developed with
the (ieneral Services Administration for certain alterations
and «dditional space at the Federal Bu.ld:ng. Space was
prov.ded in these plans to house the Sector Communicationg
Unit which is hcused &t the custornhouse in San Pedro.

Ccnsiderable revisions were nade in the plans during
1974 and 1975. By the middle of Septeaber 1975, about
40,000 sguare feet cf space had been allocated to lustoms
in the Federal Building and although some work remained

to be done, most of the space had been substantially re-
novated.

} Before the Presidential Reorganization Plan No. 2 of
1973, effective July 1, 1973, which transcerred from
Customs to the Crug Enforcement Admini-tration, certain
re®ponsibilities fo. anforcement of narcotics laws, the
Cffice 0f Investigac.cns directed and supervised t:e
Sector Cowwmunicstions Unit., At that time, the Unit's
primary responsibyility was to provide radio coqmunication

% - 13 -
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services for the agents in the field and coordlnate com-
munication services for special projects,

Since the implementation of the Reorgenization Plan,
the sector communications units are now supervised Ly the
Regiconal Commissionnes and provide all cowmmunication support
for a'l Customs personnel. The services provided include
radic communicavion, teletype, facsimile, and TECS (a so-
phisticated Treasury telecommunication network used in many
enforcoemeni programs). Current plans provide for estab-
lishing 12 conmunications units-~1 in each of the 9 Customs
regions and 1 each in Alaska, Hawaii, and Customs head-
quarters in Washington, D.C. To date, five unites have been
moved to correapond with this plan.

Oon March 31, 1975, the Regional Commissioner in region
VII requested aporoval from the Assistant lommissioner (En-
forcement Support! to relocate the Sector Communications
Unit to Los Anryeles, The Regional Commissioner pointed cut
that By locating the Unit in the 'egional office all commu-
nications furctions would operate from one location, ang
that it then would operate as a true command center for
Customs law enforcement efforts on an around-the-clock
basis. Tho Reqglonal Commissioner also wnointed out several
administrative benefits from locating the Unit at the
regional office including better managerial control.

On June 2%, 1975, the Assistant Commissioner (Enforce-
ment Supovort) approved tihe Regional Commissioner's reguest |
to locate the 3ector Communications Unit in Los Angeles,

Collocating Regional Management Teams

As noted previously, the responsibility for Customs
activities within a region is divided among the Regional
Commissioner, Reglonal Counsel, Regional Director of Internal
Affairs, and Regional Director of Investigations. Customs
refers to these officials as the "Regional Management Team."

To alleviate problems in coerdinating Customs field
activities, the Commissioner cf Customs, on September 26,
1972, issued a directive reauiring ths Assistant Commissioner
for Adminlstration, with the participation of -he Assistant
Commissioner [or 3ecurity and Audit (now titled Assisiant
Commissioner for Internal Affairs), the Assistant Commissioner
for Investigations, the Chief Counscel, and all Regional Com-
missioners, to immecdiately begin to develop a plan to locate
in the same buildirg the Regional Coumissioner, the Regional
Counsel, Director of Security and a.dit (now Kknown as Regional

- 14 ~
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(now known ag the Regional Director of Investigations). Tane
first formal plans to implemeut the Commissioner's directive
in region VII were prepared in May 1975, These plans provided
for relncating the Offices of Internal Affairs and Investiga-
tions from San Pedro to dowrtown Los Angeles--a distance of
about 25 miles. The move would have involved 83 persons--

62 from Investigations and 21 from Internal Affairs--at an
estimated cost of $721,000. Curing the next few months the
plans were revised several times. On May 27, 1975, the Com-
missioner advised the Regional Management Team of his deci-
sion that the entire Internal Affairs staff should be relo-
cated but only the regional staff of the Office of Inves-
tigations would be relocated. The Regional Director of In-
vestigations interpreted this to mean himself, his two
assistant directors, an administrative assistant, and two
secretaries.

Prior to collocation, Customs headquarte.s had plans to
establish a Deputy Regional Director of Investigations (sub-
sequently titiad Assistant Reqgional Director of Investiga-
tions), whr would concurrently assume both a second-in-command
responsibility for the region and the recsponsibility as spe-
cial agent-in-charge for the investigative activities at San
Pedro. Before implementing this plan, the Commissioner di-
cected collocation of the Regional Management Team staff.

The Ascsistant Commissioner fcr Investigations decided that
the person appointed to the new position would also be sta-
tioned at the Federal Building in Los Anceles, thus pre-
cluding the deputy from functioning in the duel role as first
planned. As a result, another position was established for
a special agent-in~-charge who would be stationed at the
customhouse in 3an Pedro and would supervise the Office of
Investijsations staff remaining at San Pedro.

AT T A~NaRls AW

In June 19751 GgA ‘\'\,as C’dv; ’3 f\L.l. J..I.U\.,GL_.LUIL
and 9,000 sgquare feet of. additional offi space in the
Federal Building in downtown Lrs Angelec was recvested for
6 persons from Investigaticne and 21 from Internal Affairs.
An additional 23 parking spaces were alsc reguested.

Taem
410

ﬂ)
[}

'U

Based on estimates prepared by the General Services
Administration and Customs, the costs for :=ollocat:ing In=-

vestigations and Internal Affairs will amouvnt to $162,715
for the following items:
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General Services Administration

Alterations at tae Federal Building $160,000

Customs
Telephone relccation 1,715
Relocation st offices 1,000
Total $162,715

I

According to Customs officials, the General Services 2d-
ministration estimuated that the cost of relocating six peo-
ple of the Sector Communications Unit will be $41,500. No
revised-estimate was available for relocating the eight em-
ployees of the Sector Communicacions Unit.

In addition, as noted above, because of ‘he separation
of duty stations between the supervisor and his employees,
a new G5-14 position was es"ablished to supervise the Office
of Investigations staff remaining at San Pedro. Therefore,
an annual recurring cost for the new GS-14 position (the
current annual salary for that grade at the entry ctep is
$26,861), including the cost sor office space, furniture,
and supplies and any associated cost of the position,
such as secretarial costsg, should also be considered a
cost of collocating the Office of Investigations.

" Additional costs could be incurred under the Admin-
istrative Expense Act of 1946, as amended (5 U.S.C. 5724
and 5724a) which provides that Federal empvloyees who meet
certain qualifyina conditions may be reimbursed by the
Federal government for certain expenses for relocating
their residences due to a change in official duty station
The Customs Servi~e estimates that about $4,500 would be
reimbursed to each qualifying employee who moved,

}

In October'1975, we were informed by Customs offi-
cials that they were not awarce of any firm plans by em-
ployees involved in the relocation to change their places
of residence.

. On January 7, 1976, ve were advised by a Customs
official that final implementation of the Regional Man-
agement Team concept ip region VII was expected to be com-
pleted in February or March 1976. The stacus of Customs!
effor«s to collocate its field managers ¢. other regions
in the United State., was as Jollows:

- 16 -
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~egion Status
san Francisco Underway
Miami Underway
New Orleans Underway
Chicago Completed .
T Baltimore Completed
- 'Houston Completed
voston : Completed
New York Completed

The decision to wollocate the Regional Management Team
was not based on a formal study nor has any formal analysis
beern nade where collocation has been implemented to ascer-
tain the advantaces or disadvantages of the collocation con-
cept, Various Custcins headquarters officials have expressed
the view that whe.e collocation has been achieved, ccordina-
tion of field activitivs and cooperation among field managers
has greatly improved. We were advised that these views were
developed primarily »Hy the Headguarters officials through
discussions with field managers.

Statnug of move

The status of Customs collocation efforts in the Los
Angeles region as of December 18, 1975, was as follows:

--Other Federal agencies which had occunied the
seventh flocr of the Pederal Building in down-
town Los Angeles have been relocated elsewhere
in downtown Los Angeles.

--Renovation of the seventh floor of the Federal
Build.ng has been virtually completed.

-~-Customs persconnel previously located on tne second,

third, and f~arth floors of the Federal Building
have been moved to the seventh floor.

-~-The only remaining task to complete collocation
involves moving equipment, furniture, and records
of the 35 people from San Pedro to the Federal
Euilding in downtown Los Angeles. Customs expects
to complete this task by March 1976.
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OPINION OF MOVE

In your letter you asked for our opinion as to the most
aopropriate and convenient location of the several functions
oF the Customs 3ervice, including both the district and re-
gional offices. We have not reviewed this matter on a
Service-wide basis, but the following are our views on this
guestion insofar as the Los Angeles region and the proposed
wove 1s concerned.

We adopted the following criteria in judging whether
the proposed move would result in the most appropriate and
convenient location of the Customs Service functions in the
Los Angeles region:

-~Although the benefits »f locating the members of
Llin MNoamiarmadl oo emooo. M~ im bt aama TAam~abiAam
Lile “':'HLUHd.L uauag"uc.u. 2 At Ll Liie 2d e LAUC AL LU
are intangible, we acceoted Customs' view that the
location of all the members of the team in the same

o
building makes good management sense.

-=-8upervisors should he located with the enplovees
fesponsible to them. .

--The primary consideration insofar as convenience of
Jocation is concerned should be the convenience of
the Government. If two locations are about egqual
inc.fur as Governmental convenience is concerned,
the convenience of the employees saould be considered
because of the effect it can have c5n the aj>ility of
the Government to hire and retain capable zmployees.

-~Consideration of cost-benefit factors. In this in-
stance most o. the henefits are intangible and,
therefore, cannot be compared dlreutly with the
costs, We obtained cost information only to deter-
mine if it appeared reasonable in relation to the
supvosed benefits,: ,

UJsing the above criteria, our views ¢n thé vroposed move-

ment of each of the activities involved follow.

Sector Communications Unit--The Unit svrvices the enti'e
region and in our view chould be located in the same building
as-the person respaonsivble for its operation.
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It is our understanding that the Unit is being moved to
the Regional Cffice becavse (1) that office is now responsible.
for its operations and desires closer control and supervision
of the Unit, (2 the Unit will provide ccwmunications support
for all Customs activities in the region, and (3} communica-
tions systems are now being expanded to suprort the Regional
danagement Team. The Assistant Commissioner for Enforcement
Support, in approving the move of rthe eight people, expressed
the opinion that the long-term advantages of che move far
outweigh any short-term disadvantages.

In our view, the arguments presented by Customs for re-
locating the Unit from 3an Pedro to the Regional Office seem
logical.

Qffice of Investigations--The oricinal plan was to move
this entire unit to Los Angeles, The final plan is to move
only the Regional Director and his immediate staff and
secretaries.

We believe that the rationale presented by Customs for
locating the Regional Management Team in Los Anceles ig
logical and that Customs has arrived at a good solution to
their problem by leaving the emcloyees concerned with Los
Angeles district activities in San Pedro and moving those
with regionwide responsibilities to Los Angeles.

Office of Internal Affairs-~The decision to move this
entire unit to 1,08 Angeles gave us the most problems. De-~
ciding on the proper location of tne staff would be easier
if the staff was not already located in San Pedro. While
this Qffice has regionwide responsibilities, it has appar-
ently been able to orerate effectively from San Pedro. The
guestion which we attempted to resolve is whether tne bene-
Fits to be derived from relocating the staff weére greater
than the costs anp detrinments of the nove,

To meet the concept of having the Management Team ip
one location, we believe thet the Reagional Director and a
secretary should be in Los Angeles. W#We auestioned, how-
ever, whether it was necessacy to move tie entire unit to
Los Angeles.

! We suggested to the Customs Service that it consider
leaving. the 2 assistant directcrs and the 17 other employees
in an Pedro. This would solve the croblem of supervision,

. - 19 -~
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which, as we understand it, was one of the principal reasons
for moving the auditors and investigators. Customs did not
agree with us because they believe that the assistant di-
rectors should be in the same location as the Regional Di-
rector to assist him in his duties as a member c€ the Re-
gional Management Team. Alsc, it would not be good man-
agement to physicallv separate tr: director from his two
assistant directors or the ass.stant directors from the
auditors and ‘investigators whom they supervise. We were ad-
vised that the Regionai Director of Internal Afrairs needs
to consult with his assistant directors on a continuing
basis and that consultation by telephone or veriodic meet-
ings would not be desirable. A Customs official advised us
that if the Office of Internal Affairs staff were all of

the same discipline they miygyht consider leaving them ir San
Pedro and adding an onsite supervisor, However, since tney
have different responsibilities as auditors and investigators,
they believe it would not be justified to add another layer
of supervision. :

We pointed out that in the past the greatest amcunt of
work at anv one location in the region has been at the dis-
trict office in San Pedro. Furthermore, since that offica
is the largest field office in tha Region, 't seemed logical
that there would continue to be a heavy concentratica of
work there, and that stationing personnel at that s. 2 woulg
decrease travel cosgts and potential loss of rroductive time,
Customs officials stated that in the past 10 months they
have tried to chanje the direction of their audit effort
from a top-tc-bottom look at district office operations to
broader progran a.eas 2lso, past budget constraints on
travel resulted in more work being performed at tne 1.0s
Angeles district office than planned

Headquarters officials were concerned that when the
auditors were physically located at the district office,
they naturally tended to plan future work in that office
rather than considering program areas which might involve
work a# other locations.

We rwcoanize that benefits would result from locating
all of the staff at the regional office. We were, however,
concerned tiat tiese benefits would not justify the cost
and inconvenience involved in relocating the staff. Customs
officials believe that the long-term tenefits of relocating
the entire staff fér outwzigh the one-time cost and inconve-
nience of the move.
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expect-] benefits cited by Custoas officiets are
intan 12 and rhus we cannot determine whether Zustoms is
correct in its belief that the long-term bhenefits will out-
weigh the cost and detriments of the move, Moreover, it is
not clear at this tine what effect Customs' efforts to re-
direct its audit effort will have on reducing the audit work
carried out at the Los Angeles district office and increasing
the work performed at cther field locations.

Th
gi

€
a)

OTHER MAITE 3

Location of the regional office

The Congressmen, Jn requeshting us to teview the planned
relocation of Customs emnloyees, asked for our comments with
respect to the most appropriate and convenient location of
te saveral functions of the Customs Service, including both
the district and regional onffices,

3oth General Services Admicistration and Customs offi-
cials informed us that because of the substantial space and
alterations already committed to Customs in the Federal
Building, no real consideration was given to collocating at
any other s/tes, Also, Custohs officials oppose the common
location of regiunal headguarters end district operations on
the vasis that it results in vawacranted attention to the
district located with the recion ana weakane the authority
cf +the district director and his staff.

We were advised by the General Services Administration
that the customhouse at San Pedro is not’ considered appro-
priate space for locating the offices of the Regional Com=-
migsioner for the tollowing reisons:

~=While suited for distecict overations serving the
port, the area is not suited for & regional nead-
the center of counerce and other rederal, State,
and local law enforcement agencies.
1

--The customhouse lacks sufficient space to accomo-
date the regional headguarters starf.

~--The 10 other Federal agencies locat:d in the cus~-
- tomhouse deal with users of sort facilities and
would have to bhe relocated in that crea, e en if
evicted, to make room for regional t2adgiacters.
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The customhouse in San Pedro, completed i1 1967, con-
tains 184,988 sqguare feet of space as follows:

Type Sguare feet
Offize space 70,602
Storage space 72,773
Special use space 20,775
Corridors, rest rooms 20,838

Total 184,988

——— e e e

At the time of our review, Cuctoms occupied 43,612
sjuare feet of the office sprace, 7,110 sguare feet of the
special use space (such as file, reproduction, and con-
ference rooms), and 65,700 sguare feet of storage space.
Vacant space was as foliows:

Type Square feet
Office 3,530
Storage 2,728
Special use 200

. Total 6,458

The remaining space was assigned to 10 other Federal agencies,
a cafeteria, and a credit union:

Type Square feet
Office 23,460
- Stcrage 4,345
Special uvse 13,465
Total 41,270

\

. The Los Angeles ragional office space r- juirements are
about 51,000 sguare feet. The unused space and the space
currently used by other agencies--in the event that they
were relocated to otner facilities--would not be adeguate to
house the regional office.

@
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The Congressnen exoressed a concern tnat the move will
force lowar paid clerical ewplovees at San r~dro to ‘s=2ek
new jobs.

Of the 35 empleyees scheduled to relocate, 5 are clus-
i2d 3es clerical. Their grades, salaries (entcy step;,-
cl

aif

and assification -are as follows:

Nuabet Grade selacy Classification
1 05-8 $172,222 Secr-~tary
3 35~7 11,046 Secratary
L G5-5 3,946 Secretary

According to &he Director of Internal Affairs, the three
33-7 secretaries ianformally advisad hia that they world seek

okther jobs rather than accent tihe inconvenience of relocakting,

We were informed by the Regional Director of Investigations
that the 335-8 gecretary will relocats unless she finds a com-
parable position 2t 3an Pe2dro. At the time we comeleted our
field work in September 1975, none of the clerical employees
had obtained other vositions,.
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One area of concern surrounding the planned collocation
was whether this was the initial phase uvf a plan to move Lhe
2ntire or 2 najor portira of the Los Angeles district office
located in 3an Pedro t-. the *:xderal Building in Los Aangeles,.

N

We found no evidence 0OfF any »lin to nove the district
office out of the custoniiouse in 3an Pedro. Ag praviously
noted, Justoms cfficials oppose the common location of re-
gional headguarters aad district offices on the basis that
it cesults in unwaceanted attention to the district located
with the region and weakens the autrority of the district
director and his staff., We also discussed this matter with
the General Services Administration who advised us that
Customs has not requastad additional space in Jdowntown Los
Angeles ro relocate any district funcktion oc personnel fronm
San Pedro. Tre Regional Couwpissioner infocnel as that a0
such aove is plann2d and that the s»nace vacatad by the c2-
location will Y2 reitain2d Hy Customs and tucna2d over to the
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district office. We uiso discussed this matter with Customs
headquarters officials who advised us that they were unaware
of any planc to aove aldditional Customs eaplovees from the
cusiomhouse in San Pedro to downtown Los- Angeles.





