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Chapter 1


Part One

Fundamentals

The three chapters in this section provide an overview of Army installations. Chapter 1 defines and describes installations, their functional areas, and how they organize in various MACOMs. Chapter 2 discusses the various roles and responsibilities of installations and those involved in installation management. Chapter 3 describes the policies and principles concerning installations. Mission and regional differences cause variations to what installations do and how they do it. Doctrine ensures that a shared professional culture and a common approach to operations are maintained through these differences. A common system and structure, with common terminology, is the bedrock of the Army's success in war, and so it is with installations. This doctrine, like warfare doctrine, is specific enough to guide operations, yet adaptable enough to accommodate the diversity of Army installations.

Chapter 1

Installations and Readiness

1-1. What is an installation? An installation is an aggregation of near contiguous, common mission-supporting real property holdings, under the jurisdiction of the Department of Defense (DOD), a state, the District of Columbia, a territory, a commonwealth, or a possession. Army units or activities (active, United States Army Reserve [USAR], or Army National Guard [ANG]) with permanently assigned units control installations. 

1-2. Most CONUS (continental United States) installations in the active inventory today are more than 50 years old and many are more than 100 years old. Most OCONUS (outside the continental United States) installations were acquired directly after World War II and the Korean Conflict. Each installation supports a unit or organization with a primary mission that is its principal determinant for assignment to a major Army command (MACOM) or component. Army installations support a wide variety of missions, but their main purpose is to support warfighting. Readiness is facilitated by an effective, efficient installation management structure. Everything an installation does contributes to readiness; therefore, installation management is an integral component of readiness. The way in which installation and garrison commanders choose to manage and employ installation base support functions directly impacts an installation’s ability to fulfill its mission. 

1-3. CONUS installations are designated as power-projection platforms (PPP) or power-support platforms (PSP) for mobilization purposes (see figure 1-1). Installations without a PPP or PSP designation still have a mobilization mission. Although roles are reduced actions such as area support, mission support and family assistance continue, or grow with a mobilization support mission. In the event of a full mobilization undesignated installations can be designated as the capabilities of known PPPs and PSPs are exhausted.
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Figure 1-1. Power-Projection and Power-Support Platform Installations

· Power-Projection Platforms. Power-projection platforms are defined as Army installations that strategically deploy one or more high priority, active component, brigade-size or larger units, and/or mobilize and deploy high priority Army Reserve component units. These installations perform power projection functions together with designated sea and aerial ports to support national strategy.

Power-Support Platforms. Power-support platforms are defined as Army installations or federally activated state operated installations that strategically deploy individuals from all services, the civilian force, and mobilized reserve components. PSPs must plan to conduct strategic deployments.
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Section I–INSTALLATION MANAGEMENT 

1-4. What is installation management? Installation management is defined as the process of directing and integrating the provision of all functions, to include base support, military construction (MILCON), and Army family housing, as well as the resources needed to operate the installation on a day-to-day, long-term, strategic basis. Installation management is a fairly new term in the Army. During the 1980s and early 1990s a host of inspections, studies, and surveys determined that installations could be managed far more efficiently and effectively. As a result, these major actions were taken by the Army leadership in the mid-1990s:

· Establishment of the Assistant Chief of Staff for Installation Management (ACSIM) in 1993.

· Centrally selected garrison commanders started in 1993.

· Establishment of precommand courses for both garrison and installation commanders in 1994.
· Publication of the first installation management doctrine, FM 100-22, in 1994. 

These actions were taken to improve integration of the widely varying, often competing, functional areas at the DA level and to better train commanders for the increasingly complex and important work of running installations both efficiently and effectively. 

1-5. What is base support? Base support is an overarching term that encompasses the subsets of base operations support (BOS) and long-haul communications (the nontactical communication lines linking installation communications off post). BOS in turn encompasses base operations (BASOPS) and real property maintenance (RPM). BASOPS encompasses the essential services of utilities; leases; MWR; transportation; nontactical vehicle maintenance; personnel management; contracting; and real property services. It also includes family programs; environmental programs; audiovisual; base communications (minus long-haul); plans, training, and mobilization training support; command historian; fire and emergency response; human resources (military and civilian); information management; law enforcement and security; public affairs; resource management; and safety. RPM includes maintenance and repair of real property and minor construction. Figure 1-2 clarifies the terms used in installation management. 
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Figure 1-2. Installation Management

Common Installation Elements

1-6. Any Army installation must meet one basic common criterion—can it support the readiness of the mission elements on the installation? All Army installations have some common elements, although all are not organized in the same manner. Basic installation components consist of an installation’s command element and fours organization groupings:

Installation Command Element 

1-7. The installation commander’s staff consists of the installation commander, garrison commander, chief of staff, installation command sergeant major, and special and personal staff functions, which typically include the chaplain, inspector general, internal review and audit compliance, and staff judge advocate. 

Garrison/Area Support Group (ASG) Command element

1-8. The garrison/area support group (ASG) commander is the only command select member of the installation commander’s staff, besides the installation commander himself. As such the garrison/ASG commander is the main integrator of base support and mission activities. The garrison or ASG commander manages and employs the resources needed to accomplish the missions, strategic plans, and day-to-day operations of the installation. These organizations operate the installation and provide supporting services to the mission element and all tenants. Garrisons and ASGs are responsible for providing a vast multitude of installation services so mission elements can focus on achieving National Military Strategy goals and objectives. Where installation commanders deploy, the garrison commander remains behind to maintain services, often at higher than pre-deployment levels. For garrison commanders to be able to fulfill their responsibilities, they must control the resources that enable them to accomplish required services.

Mission Element

1-9. The mission element is the primary organization for the installation. It is the installation’s reason for being. An example of a mission element is III Corps Headquarters at Fort Hood, TX, or the US Army Field Artillery School at Fort Sill, OK. The mission element is the focus of an installation commander's efforts 

NonSupporting Tenants

1-10. Nonsupporting tenants are organizations that do not support the primary mission element or specific support function of the installation. Examples are the Military Traffic Management Command, Transportation Engineering Agency, at Fort Eustis, VA, and the Bureau of Alcohol, Tobacco, and Firearms at Fort Benning, GA. The installation provides services to these tenants.

Supporting Tenants

1-11. Supporting tenants are organizations assigned to MACOMs other than the installation’s MACOM. Supporting tenants’ MACOMs locate their subordinate organizations at the installation to provide a particular service. Examples are medical department activity (MEDDAC), dental activity (DENTAC), Mid-Atlantic District Veterinary Command (MADVC), criminal investigation division (CID), Army and Air Force Exchange System (AAFES), Defense Commissary Agency (DECA), and dependent schools in OCONUS locations. 

Installation Functions

1-12. Special and personal staff functions are organized under the command and control (C2) of the installation commander. Base support functions are organized, usually as directorates, under the C2 of the garrison/ASG commander. The functions are designed to support the commander in garrison operations much as a G-staff supports a commander for tactical operations. The garrison/ASG commander is the key provider of services and the key integrator with mission activities. He must control the Table 1-1 staff elements so that risk management and mission accomplishment is done most efficiently and effectively.

1-13. Table 1-1 identifies special, personal, and base support functions common to Army installations.

Table 1-1. Base Support Functions

Commander
Function
Role in Supporting Readiness
Supporting Doctrine

Installation Commander
Chaplain
Provides support and advice on all matters of religion, morals, and morale as affected by religion. Implements a comprehensive religious support training strategy and program for soldiers, families, active and reserve components that includes worship services, religious activities, religious education, and pastoral support for soldiers and families 
AR 165-1


Inspector General
Advises commander on the quality of command, management of readiness resources, and leadership of the organization, and performs inspections, problem analysis and evaluation, and investigations and inquiries.
AR 20-1


Internal Review and Audit Compliance
Assists commander in evaluating installation operations by conducting internal audits, determining the nature and causes of problems, and developing recommendations to solve them. Provides an audit compliance function, serving as the command point of contact with external audit groups. 
Comptroller General Government Auditing Standards

AR 11-7

AR 36-2

AR 36-5


Staff Judge Advocate
Provides legal services to commanders, staffs, soldiers, and other authorized personnel in administrative, criminal, civil, operational, and international law matters; claims; ethics briefings; defense of soldiers; courts-martial; and general legal assistance.
AR 27-3

Garrison Commander 
Command Historian
Develops and publishes the history of mission elements and directs the installation's historical programs and activities. Develops annual command history, historical perspective to planning and decision-making processes, and historical monographs and studies. 
AR 870-5


Contract Management
Coordinates resources to ensure that the units, organizations, and residents it supports are well cared for. Obligates installation funds for operations and maintenance through contracting. Obtains equipment, supplies, or services.
FAR

DFAR

AFAR


Environmental Management
Implements the US Army Environmental Strategy of proper management, leadership, and commitment to achieve the environmental goals, objectives, and action plans of compliance, restoration, prevention, and conservation.
NEPA

AR 200 series

Overseas Executive Order 12088, 12114, and DODD 6050.16


Fire and Emergency Response Service
Responds to fires/emergencies involving structures, aircraft, weapon systems, mobile equipment, wild land, hazardous materials, munitions, emergency medical, confined space, technical rescue, swift water, and terrorist actions. Provides fire risk management and hazard abatement, public fire education, fire investigations, and inspection of sprinkler and fire alarm systems.
DODI 6055.6

AR 420-90


Housing Management
Manages Army family housing (AFH), unaccompanied personnel housing (UPH), excluding temporary duty lodging for personnel on per diem, and community home-finding, relocation, and referral services (CHRRS).
AR 210-50


Human Resources - Civilian
Provides commanders and managers the service and assistance necessary to obtain, compensate, develop, utilize, and retain an effective work force of highly qualified civilians. Improves organizational capacity through a focus on learning, quality, teamwork, and reengineering. Manages Equal Employment Opportunity (EEO) Program for Army civilians. Typical of civilian personnel advisory center (CPAC) and EEO functions.
AR 690 series

DOD 1400.25-M, Ch 810

CFR

AR 690-12

AR 690-600

Garrison Commander (cont’d)
Human Resources - Military
Provides soldiers with the proper skills, training, and experience required to accomplish the mission. Builds and sustains accession, development, and workforce management plans and programs needed to allow all functions to meet their missions with effective human resources. Provides accountability of in-garrison and deployed forces. Provides commanders’ capabilities to increase or decrease available personnel. Manages Equal Opportunity (EO) Program. Typical of adjutant general and EO functions.
AR 600-8


Information Management
Identifies information resources, validates information requirements, and establishes a systematic approach for satisfying those requirements. 
AR 25-1

AR 25-51

FM 100-5


Law Enforcement and Security
Implements the Army Law Enforcement Program to aid AT/FP through the prevention, detection, response, and investigation of crime. Advises and plans for law and order operations and all security related to crime. Provides force protection, antiterrorism force protection, physical security, C2 protect, personal security, and operations security, as required by law or regulation. 
AR 190-95

AR 525-13

AR 380-19

AR 530-1

AR 190-40

AR 195-2


Logistics Management
Responsible for weapons and ammunition; petroleum, oils, and lubricants (POL); maintenance; transportation; and sustainment of the force. Provides logistics support to troop units, training centers, and other designated customers. 
AR 5-9 

AR 11 series

AR 700 series

AR 30 series

AR 32 series

AR 600 series


Morale, Welfare, and Recreation
Offers a broad spectrum of family programs and services to soldiers and families, using appropriated and nonappropriated funds to support the categories of morale, welfare, and recreation (MWR). 
AR 215 series

AR 608-10


Plans, Training, and Mobilization Training Support
Assures that the installation is capable of providing efficient, effective, and realistic training support for the units training on the installation as well as responsibilities assigned by AR 5-9. Ensures coordination of training support requirements for the training schedule of Reserve Component personnel with the USAR/TAG. 
AR 5-9

FM 25-100

AR 405-10

AR 210-21

FM 100-17


Public Affairs  
Assists installation commander in keeping installation personnel, the local community, and the American people informed. Serves as interface between the media and the military.
AR 360-41

AR 360-5

FM 46-1


Public Works
Manages requirements in professional engineering, management, contract administration, and the crafts and trades.
AR 5-3

AR 420-10

AR 420-16

Garrison Commander (cont’d)
Resource Management
Manages appropriations, revolving funds, management accounting, installation operation and structure, implementation of the Defense Business Operations Fund (DBOF), nonappropriated funds, and finance and accounting operations. Performs financial management through assigning priorities and allocating and using resources. Performs management studies, internal management controls, and analysis measurement programs. 
AR 5-20

AR 37 series


Safety
Develops and implements comprehensive safety programs in support of the commander’s mission to protect personnel and equipment and implement safety, risk management, and occupational health policies.
AR 385-10

FM 101-5

FM 100-5

Supporting Tenant
Commissary Services
Provides worldwide system of commissaries for the resale of groceries and household supplies at the lowest practical price to members of the military services, their families, and other authorized patrons and to maintain quality standards for product support.
DOD 5105.55


Criminal Investigations
Investigates Army-related crimes punishable by death or confinement for more than one year.
AR 195-2


Dependent Schools
Plans, directs, coordinates, and manages education programs for eligible dependents of US military personnel and DOD civilian personnel stationed overseas and in those areas prescribed in Title 20, USC, Section 241. Plans, directs, coordinates, and oversees programs and services for continuing adult and post-secondary education for US military personnel. 
DODD 1342.20


Health Services
Staffs and operates local veterinary, medical, dental, preventive services medicine support, and food service inspections via the Army MEDDAC, DENTAC, and MADVC.
AR 40-501


Post Exchange Services
Provides quality merchandise and services to active duty, National Guard, reserve members, military retirees, and family members at uniformly low prices. Generates money for support of Army MWR.
AR 60-10

AFR 147-7

A listing of Army regulations (ARs) and their functional areas may be found at http://www.usapa.army.mil.
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 Organizational flexibility is a double-edged sword. While flexibility allows commanders to organize as they see fit to accomplish the mission of their installations effectively and efficiently, it can also—

· Make one installation so different from another that it causes fragmentation of effort within a MACOM.

· Result in lost time, as personnel have to learn new tasks as they move to new installations.

· Cause confusion in the work force, and poor communications up and down the chain of command. 

1-15. Today, no regulation mandates a specific structure for TDA garrisons. In the past a standard installation organization (SIO) regulation attempted to mandate a structure; however, a lack of common principles of installation management, coupled with no common resource application in the Army, drove changes to the recommended SIO structure. The traditional installation organization is still modeled after it. When reorganizing an installation, certain principles should be followed:

· Unity of Effort. The principle of unity of command in war also applies to installation management. The military structure is built to achieve unity of command and effort in war. This is more difficult to achieve in installations--where the staffs have widely varying goals and objectives, civilian work forces and unions to deal with, and local political initiatives that impact on the installation and its mission. Installation and garrison commanders often must seek the cooperation of unions, tenants, contractors, and the local community. They must strive to keep functional staffs focused on the installation’s mission rather than its individual functions. When installations have both an installation and garrison commander, the garrison commander must have the authority to focus the staff and resources to achieve objectives. 

· Parity. When organizations are similar, use the same terms and titles, and provide the same services, it is easier to train employees and for soldiers and families to adjust as they transfer from post to post. Families can quickly fit into the community, civilian employees can learn their jobs faster as they move from place to place, and, most importantly, commanders have a basis for comparison with other installations in their MACOM. Installation and garrison/ASG commanders must understand what is common among installations, particularly within their MACOM, and maintain standards in terms of organizational structure, services, and operations. 
· Efficiency and Effectiveness. Scarce resources require the most efficient structure possible, while maintaining effectiveness. A reorganization effort should not be undertaken unless it can drive faster, cheaper, and better services or operations. In some cases, reorganization may save nothing in terms of cost, but may integrate functions so that better service is provided at the same cost. In other cases, reorganization may result in contracting out base support functions if the most efficient organization can be provided by the private sector. 

1-16. Four typical installation structures are discussed below. Some meet the principles better than others. All have been developed based on local experience, missions, and resources available. As the Army comes to consensus about Installation Management organizations may be driven more by corporate standards. As scarce resources continue documenting the TDA Army in a manner similar to the TOE Army may drive more standard installation organizations in the future. 

Traditional Garrison Model

In this model (Figure 1-3), directorates are modeled directly after functions at HQDA and/or MACOMs and field operating agencies. This stovepipe management focuses on functional specialties.

Business Model

The model in Figure 1-4 depicts a business model as developed and tested by Fort Campbell under the XVIII Airborne Corps test model. Garrison structure is aligned according to core competencies. Garrison business centers are created to gain synergy by grouping like processes. All installation processes are first mapped to determine like processes, then are grouped into similar functions. Functions are linked to core competencies and assigned to a business center. This is designed to reduce redundancies in stovepiped garrison organizational structures. The streamlined processes reduce the influence of traditional stovepipes and allow more integrated operations. 
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Figure 1-3. Traditional Garrison Model

Figure 1-4. Business Model

The template is an outcome of the business reengineering process. An example of a business center is a public safety center, which combines the provost marshal, safety office, and fire protection function. The fire protection function moves from the directorate of public works. It supports the installation mission to “protect the force” and contains assets to provide security and safety of the installation and forces.

Depot Model

The installation commander also serves as the garrison commander in this model. The depot mission is based on receipt, classification, storage, accounting, issue, maintenance, procurement, manufacture, assembly, research, salvage, or disposal of material. Weapons systems and other materials are developed, bought, and shipped to organizations in combat subsystems. The systems are continually supported after they are fielded. This environment (combat unit customers) is not very diverse or uncertain, so time orientation tends to be short-term, and structure is relatively formal. Depots are less focused on management of housing and family/recreational programs, as the population is largely civilian. Emphasis is on the production or acquisition of materiel. See Figure 1-5.

Figure 1-5. Depot Model

Area Support Group (OCONUS) Model

OCONUS organizations are organized into area support groups (ASG) with reporting base support battalions (BSB). OCONUS ASGs and BSBs may use area support teams (ASTs) to execute basic installation support programs in areas where the population, dispersion, and complexity of supported installations are less than in BSBs.

Area Support Group 

1-17. The ASG manages multiple, geographically dispersed installations, called BSBs, in locations other than the United States (US) or its territories. In some cases, this is in addition to the ASG’s normal mission of providing combat service support (CSS). The ASG staff can be compared with brigade-level command and staff. It is fairly lean and provides program, policy, direction, and general supervision for BSBs in its assigned area of responsibility (AOR). The ASG AOR is defined as installation; therefore, the ASG commander is command-select, the same as a CONUS garrison commander. The ASG commander reports to the tactical commanding general he supports and the deputy commanding general of the OCONUS MACOM. ASG organizational structure consists of the command element, special and personal staff, and the BSBs. See Figure 1-6.

Base Support Battalion

BSBs manage garrisons OCONUS. BSB commanders (usually Lieutenant Colonels) operate under the command of an ASG, which provides policy and management oversight. BSBs perform functions in much the same way as garrison commanders in CONUS. Their primary focus is installation support functions, i.e., maintaining real property and providing daily on-site services to residents. The basic BSB organization consists of the command element, limited special and personal staff, and base support function staff. See Figure 1-6. 

· Area support teams (AST) report to BSBs. They are usually 20 to 80 kilometers away from their parent organization and have a military population between 600 and 3,000. The AST is similar to a CONUS sub-installation. Its organizational structure consists of the command element and functionally aligned service providers. The AST organization varies based on the distance from the parent organization (ASG/BSB) and mission complexity.

Figure 1-6. Area Support Group and Base Support Battalion Model

SUMMARY

1-18. Army installations are not new. They've been around for well over 100 years but robust and cohesive doctrinal basis for management has only recently begun to emerge. In a world of increasing deployments and decreasing resources the Army has focused new attention on installation management. The principles of unity of command, equity, and efficiency should drive the structure of installations. Installation and garrison/ASG commanders and managers should have a good working knowledge of what other installations are like in the Army, what the common missions are, and use that knowledge as a basis for comparison when considering reorganization. 

Section II–Principles for Structuring Installation Organizations
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