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Chapter 3


Chapter 3

Policies and Principles

No discussion of the impact of national security/defense policy documents on installation management would be complete without first addressing the need for linking and corporately aligning them. Of course, no one can predict exactly what installations of the twenty-first century will look like or how they will be organized to accomplish their day-to-day missions. One thing that can reasonably be forecasted, however, is that installations of the future will require direct linkages and alignments to all supporting planning documents and policies up the corporate chain. In other words, policy and planning documents, starting with the National Security Strategy (NSS) down to installation action plans and every strategic plan in between, must be mutually supportive.

It would be unproductive to have strategic goals at one organizational level leading to one place and other goals at subordinate levels leading to another. If that were the case, there would be a constant multidirectional tug-of-war between all organizational levels and nothing would ever get done. Policies, strategies, goals, objectives, and plans must, therefore, be aligned with each other to ensure resource priorities match the strategic direction. Alignment refers to consistency of plans, processes, actions, information, decisions, results, and learning to support key installationwide goals. Effective alignment requires common understanding of purposes and goals. Figure 3-1 illustrates this concept of critical linkages and corporate alignments with respect to policy documents discussed in this chapter. 
While policies may change over time, the fundamental principles of installation management must remain constant. This chapter will define and briefly describe four key principles of installation management. These principles will be discussed throughout the remainder of the chapters to demonstrate their relevance to the management of Army installations.
POLICIES

3-1. The concept of installation management is all encompassing, bringing together all of the functions of the base support structure to ensure that the fighting force is well trained, well fed, well equipped, medically well cared for, and operates in an environment where quality of life and work are equally important. Installations are much more than bundled real estate and a collection of utilities infrastructure. Like any US city, installations live and breathe. They are the home to the force and their families and provide for the National Military Strategy (NMS) [image: image1.wmf]P
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and future conceptualizations of Joint Vision 2010, Army Vision 2010, and Installation Vision 2010. They are the special places where families are raised and from which peacetime missions are executed, force sustainment originates, and wartime readiness is realized. 

Figure 3-1. Critical Linkages at All Levels

National Security Strategy and National Military Strategy

3-2. NSS and NMS installations of the future will continue to represent the nexus of hierarchical policy documents. These will start at the White House with the NSS, the Department of Defense’s (DOD’s) NMS, down many levels to organizational strategic plans and action plans of a headquarters office or branch. There is a definite effect of policy documents implementing our national interests upon installation management and its leadership. Installation and garrison commanders will find themselves responding to changes or shifts in NSS and NMS that in turn affect the operational requirements of the forces they sustain and support.

…the Army consists of all–

(1) military organizations of the Army with their installations and supporting and auxiliary elements, including combat, training, administrative, and logistic elements; and

(2) members of the Army, including those not assigned to units; necessary to form the basis for a complete and immediate mobilization for the national defense in the event of a national emergency."

Section 1032, Title 10 (Armed Forces), United States Code:

3-3. As the center for the sustaining base, installations are essential to national power by providing the fundamentals of military power—supplies, equipment, services and infrastructure for training, equipping, organizing, and deploying military forces. The Army installation is a unique element of national power in that it is responsible for a very complex and enormous massing of national assets that have been assembled over a long period of time. It contributes to national power as a tangible asset in terms of real estate, facilities and infrastructure, thereby visibly demonstrating credible military deterrence, commitment to national purpose, and willingness to invest in our nation's vital interests. Installations are concrete evidence that the United States has not only the ability to deploy forces, but also the will to support them for sustained periods. Another influencing aspect of our NSS and NMS is stewardship of the environment. Installations of today are responding to increased focus on compliance with environmental laws. This policy drives Commanders toward proactively moving beyond mere compliance, incorporating instead environmental considerations into all installation strategic plans, policies, and operations.
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The Government Performance and Results Act

Another influencing policy impacting installation management is the Government Performance and Results Act (GPRA) of 1993 (Public Law 102-62). GPRA is but one of a number of new laws enacted in the past two decades designed to make the Federal government operate more efficiently and effectively, more like a private enterprise. Other significant legislation has been the Federal Managers' Financial Integrity Act of 1982, the Chief Financial Officers Act of 1990, the Government Management Reform Act of 1994, and the Information Technology Management Reform Act of 1996. Collectively, these Acts focus on:

· Fiduciary responsibility of federal managers.

· Requirement for management controls.

· Need for more accurate and useful accounting systems.

· Need for audited financial statements.

· Desire for better performance measures.

· The establishment of better business practices.

· The imperative to match performance to plans. 

Since all this legislation also relates to the DOD, clearly Congress is concerned about getting the greatest return on the defense dollar.

3-4. Citing the waste and inefficiency in many Federal programs as the reason for loss of public confidence, the GPRA’s primary goal is to improve the ability of Federal executives to manage and to improve the ability of Congress to make policy and budget decisions. From the broadest perspective, the GPRA requires DOD to develop strategic plans and associated goals; decide how the Department will achieve those goals; measure performance over time; and use those measurements to make adjustments to ensure strategic goals are achieved. The first strategic plan had to be submitted to the Office of Management and Budget and Congress by 30 September 1997 with associated performance plans following in the first quarter of FY 1998. These performance plans needed to link goals and objectives established in the strategic plans with all activities throughout the Defense establishment. The first performance report under the GPRA is due in the spring of FY 2000 covering the prior fiscal year.

3-5. In order to move Army installations in the direction that the GPRA intends, the good work that is being done needs to be cemented to the strategic planning process through performance measures clearly stated and commonly understood. Many installations and activities have not waited for the GPRA implementation guidance from Headquarters, Department of the Army (HQDA). There is much effort being spent on business plans that identify key and supporting processes, customer identification, and products/services. Some installations have reorganized their base support structures to align processes and resources along more business-like lines. Also, a number of operating initiatives within the Army offer promise within the context of GPRA. Some have evolved not so much because of GPRA, but along with it due to budget constraints. Among these is a new emphasis on asset or capacity management. Army managers are more critically looking at energy costs, storage space, vehicle fleets, communications, systems, equipment usage, and the advantages of regional support. Another results-oriented change is the broad substitution of environmentally sage products for hazardous materials currently in use. This promises positive results in the future through pollution reduction. 

3-6. Perhaps one of the most promising initiatives is the ongoing measurement and benchmarking of installation infrastructure, environment, and services. Within the Army we will soon have the capability to measure requirements, cost, and performance for almost the entire base support area. The Installation Status Report (ISR) is the centerpiece around which this will be done. When fully implemented and integrated with existing decision support systems at Department of the Army (DA), it will allow the Army to track progress toward strategic goals and give the installation and garrison commanders, and functional managers valuable information to feed back into the management process. Using cost data from activity and service-based costing, engineering inventory and planning data bases, stationing and force structure data, the environmental program reports, and actual obligation data from the Defense Finance and Accounting Service (DFAS), the Army will be able to measure and use true performance information. This is all in response to the GPRA requirement to develop performance plans, in this case a base support performance plan, and performance reports on that plan, allowing the Army to demonstrate to Congress quickly the connection between the long-term strategic vision, near-term budgets, and current performance.

Joint Vision 2010

3-7. [image: image3.wmf]M

A

C

O

M

A

c

t

i

o

n

 

P

l

a

n

s

M

A

C

O

M

s

S

t

r

a

t

e

g

i

c

 

P

l

a

n

s

T

h

e

 

A

r

m

y

 

P

l

a

n

N

a

t

i

o

n

a

l

 

M

i

l

i

t

a

r

y

 

S

t

r

a

t

e

g

y

 

(

N

M

S

)

N

a

t

i

o

n

a

l

 

S

e

c

u

r

i

t

y

 

S

t

r

a

t

e

g

y

 

(

N

S

S

)

D

A

’

s

 

S

t

r

a

t

e

g

i

c

M

a

n

a

g

e

m

e

n

t

 

P

l

a

n

I

n

s

t

a

l

l

a

t

i

o

n

S

t

r

a

t

e

g

i

c

 

P

l

a

n

s

I

n

s

t

a

l

l

a

t

i

o

n

 

X

X

I

A

r

m

y

 

X

X

I

J

V

2

0

1

0

A

r

m

y

 

V

i

s

i

o

n

 

2

0

1

0

I

n

s

t

a

l

l

a

t

i

o

n

 

V

i

s

i

o

n

 

2

0

1

0

A

r

m

y

 

A

f

t

e

r

 

N

e

x

t

I

n

s

t

a

l

l

a

t

i

o

n

 

A

f

t

e

r

 

N

e

x

t

D

A

A

c

t

i

o

n

 

P

l

a

n

I

n

s

t

a

l

l

a

t

i

o

n

A

c

t

i

o

n

 

P

l

a

n

s

P

e

r

f

o

r

m

a

n

c

e

M

e

t

r

i

c

s

C

o

n

t

i

n

u

o

u

s

 

P

r

o

c

e

s

s

I

m

p

r

o

v

e

m

e

n

t

 

P

r

o

g

r

a

m

s

P

e

r

f

o

r

m

a

n

c

e

R

e

v

i

e

w

s

I

M

A

P

 

G

o

a

l

s

Joint Vision 2010 is the conceptual template for how we will channel the vitality of our people and leverage technological opportunities to achieve new levels of effectiveness in joint warfighting. The vision states that to accomplish all imperative tasks, power projection, enabled by an overseas presence, will likely remain the fundamental strategic concept of our future force. Although we will remain largely a force that is based in the continental United States (CONUS), our permanently stationed overseas forces, infrastructure and equipment, temporarily deployed forces, and the interaction between US and foreign militaries will serve to enhance our operational commitment to deter aggression. Another linkage is made through the requirement of retaining quality people. Higher retention is the result of a committed effort by top leadership to focus on these quality of life initiatives. Recruitment and retention rates will suffer, as will readiness, if the base support structure does not ensure that the fighting force is well trained, well fed, well equipped, medically well cared for, and operates in an environment where quality of life and work are equally important. Civilian employees and family members must also have access to quality of life support, as well. 

Army Vision 2010

3-8. Army Vision 2010 is the effort to focus the Army on the twenty-first century. It is a definitive and conceptual description of where the Army is going and how the Army will conduct prompt and sustained operations on land through the full spectrum of crisis to support our nation's Joint Warfighting Team. Army Vision 2010 is the blueprint for the Army's contributions to the operational concepts identified in Joint Vision 2010. It identifies the patterns of operation—concepts, enablers and technologies the Army needs in the twenty-first century to convert its vision into reality. It represents a conceptual template of how the Army will channel the vitality and innovation of its soldiers and leverage technological opportunities to achieve new levels of effectiveness as the land component member of the joint warfighting team. 

The Army’s readiness is inextricably linked to the well being of its people. Our success depends on the whole team - our soldiers, civilians, veterans, and their family members - all of whom serve the Nation. We make the most significant investment in the Nation’s security by properly training, equipping, and supporting them. We must strive to provide adequate housing, schools, medical care and dental care with a quality and access comparable to society at large. Strategic responsiveness requires that our support structures provide soldiers and families the resources to be self-reliant both when the force is deployed and when it is at home station. When we deploy, our soldiers should know that their families are safe, housed, and have access to medical care, community services, and educational opportunities…
General Eric K. Shinseki, Army Chief of Staff

As then Chief of Staff for the Army General Dennis Reimer stated, "Army Vision 2010 captures the essence of the need for balance between dominant maneuver and precision strike and helps set our azimuth for the twenty-first century."  Army Vision 2010 also focuses on a coherent view of the future and the Army's unique ability to conduct prompt and sustained operations on land across the full spectrum of crisis. The vision identifies the operational imperatives and enabling technologies the Army needs to achieve real situational understanding and ensure that it remains a full spectrum force in the Information Age. Army Vision 2010 will serve as a linchpin between Army XXI, the Army's near-term force being formed up and trained at Fort Hood, Texas, and the Army After Next (AAN), an emerging long-term vision for the Army beyond the year 2010. 

3-9. Army Vision 2010 visualizes developing concepts and technologies to improve capabilities through 2010, while the AAN process is working on conceptualizing the geostrategic environment years into the future. Army Vision 2010 is a critical component of Joint Vision 2010 because it sets the conditions for the Army to achieve "dominant maneuver"—one of the four main principles identified in Joint Vision 2010. In addition to identifying how the Army will achieve dominant maneuver, Army Vision 2010 also demonstrates how the Army will support the other key tenants of Joint Vision 2010: full dimensional protection, focused logistics, and precision engagement. The critical tenants of Army Vision 2010 that relate to installation management are sustain the force and project the force. As discussed earlier in this chapter, installations play a critical role in force sustainment. They are the originators of the sustaining base and that premise will not likely change. Installations also play a key role in force projection. Installations ready and project the force through pre-deployment training, equipment and personnel cross leveling, and transporting soldiers and their equipment to air and seaports of embarkation. Figure 3-2 shows the relationships between Joint Vision 2010 and Army Vision 2010.

Figure 3-2. Relationship Between Joint Vision 2010 and Army Vision 2010

Installation Vision 2010

To adequately support a future Army capable of conducting prompt and sustained operations on land throughout the entire spectrum of crisis, and to support the joint warfighting team envisioned in Joint Vision 2010 and Army Vision 2010, Installation Vision 2010 strives to create enduring installations, armories, and reserve centers that:

· Support the warfighter, focus on Army core competencies, implement the best business practices.

· Eliminate excess and maximize use of facilities.

· Provide quality living and working environments.

· Maintain stewardship of assets.

Installation Vision 2010 is an integral component of the Army Vision 2010 template because it defines tenets, goals, and strategies as they cascade from a model based upon the GPRA. The relationships between Army Vision 2010 and Installation Vision 2010 are shown in Figure 1-3. This process continues with the installation management action plan.

Installation Management Action Plan

3-10. Published by HQDA (Assistant Chief of Staff for Installation Management [ACSIM]), the Installation Management Action Plan (IMAP) is the tool the Army uses to meet its installation challenges and twenty-first century vision head-on. The objective of this plan is to improve installation management by promoting a consistent approach to long-range planning and by implementing initiatives covering these eight installation management goals: 

Figure 3-3. Installation Management Action Plan

3-11. Human Resources. Transform installation human resource programs.

3-12. Investment Plan. Resource and implement investment plans for enduring twenty-first century installations to revitalize or replace essential infrastructure and adequately support services.

3-13. Power Projection. Enable installations to meet the power projection mission.

3-14. Quality of Life. Provide a suitable level of quality of life at a reasonable cost to soldiers.

3-15. Environmental Stewardship. Integrate environmental values into Army missions and implement cost-effective stewardship to sustain the environment.

3-16. Installation-Level Business Processes. Institute installation-level smart business processes to mitigate resource constraints, improve customer service, and to reduce the cost of operating installations.

3-17. Community Integration. Partner with local communities to enhance installation operations.

Cost Management. Provide commanders the management information necessary to determine priorities. In terms of changes to our national spending priorities, the increased cost of doing business, and the availability of like services in nearby communities, we must critically analyze:

· Which services we should continue to provide.

· Which ones we should divest.

· Which ones should be contracted or consolidated.

· How to better afford and support those we retain.

The IMAP establishes a strategic framework for installation management planning and clarifies the impact of how we accomplish these key initiatives. It recommends broad policy changes to enhance efficiency and improve the commander's ability to plan, program, and budget. It also assists installation and garrison commanders in making plans for the future and fosters communication between MACOMs and installations. The plan identifies how installations will achieve long-range Army installation management goals and provides a documented source of information on installation management resource requirements. The realities of continued constraints demand that we closely reexamine how best to operate and maintain our installations. 

Installation XXI

3-18. In 1998, ACSIM developed a white paper describing some of the characteristics, capabilities, and business practices that the installation of the twenty-first century need in order to be successful in supporting go-to-war readiness. This paragraph highlights some of those characteristics.

3-19. The installation of the twenty-first century demands that the Army focus not just on the real property characteristics of installations, but to the services the installations provide and the efficiency of the installation operation. The Army has undertaken many initiatives to provide better housing, better barracks and more efficient management and operation of its installations. But if installations of the twenty-first century are going to support a capabilities-based Army of the twenty-first century (also known as Army XXI), the Army must focus on some key areas that have to change. These areas are:

Characteristics. The continued demand for increased efficiency in infrastructure will force a further reduction in the number of installations. The installations that remain will be larger and more multi-purpose, perhaps even joint-service. The private sector may replace the wholesale and much of the retail logistics and distribution system. In the interest of efficiency, twenty-first century installations may be more integrated with neighboring communities through public or private ventures, privatization, outsourcing, and shared services. Characteristics include—

· Fewer, multi-purpose, joint.

· More efficient.

· Distinct entities but highly outsourced.

· Needs-based training land.

· Facilities and infrastructure that support Army XXI systems.

· Environmentally clean.

· Focused investments.

· Information nodes.

· Standard, predictable services.

Installations of the twenty-first century will retain some familiar characteristics and they will still exist as distinct entities although more blended into surrounding communities. Junior soldiers will continue to live in barracks on installations. Families will still live in Army communities, although they will be privatized communities with amenities provided by the private owner. Some aspects of installations will be much different that today. For example, installations of the future will have more standardized services. In other words, soldiers and their families can expect the same levels of services from one installation as another. Day care is a good example of this. Other differences include privatization of utilities and emergency services.

3-20. Training Land. It is likely that increased congressional pressure to reduce the amount of land withdrawn from public use will drive the Army to reexamine the training land requirements of Army XXI. 

3-21. Pollution Prevention and Conservation. The focus of twenty-first century installations will be on pollution prevention and conservation rather than remediation and compliance.

3-22. Focused Investment. The Army cannot afford to continue resourcing installations based on a "fair share" of available resources. Funding in the twenty-first century environment will be based on strict performance and operational standards.

3-23. Leveraging and Managing Technology. A major investment in the twenty-first century funding environment will be the Army's commitment to provide installations with the infrastructure needed to support Army XXI and manage new technologies for AAN. Installation infrastructure will have to support new generation initiatives such as distance learning, which in turn will support Army XXI and AAN requirements for continuous development and training in units. Another new generation initiative includes real-time information sharing which will allow Army XXI and AAN to rapidly tailor force packages and force sustainment for the joint battlespace. 

3-24. Installation Services. As previously mentioned, installations in the twenty-first century will need to provide services and products to a published set of standard levels of service and operational standards. Installations, if given this mission, will need to receive resources to provide expected levels of service to their customers. These standards are addressed in Chapter 2 of this document.

Principles

3-25. Principles of installation management must answer the strategic question “How does each installation effectively and efficiently operate to support the Army’s readiness?” These principles are the foundation for integrating key requirements within a performance management and results-oriented framework.

Key principles

3-26. Four key installation management principles are briefly explained below. Throughout the remained of this manual, the application of these principles will be highlighted as they pertain to specific aspects of installation management. 

Visionary Leadership

3-27. An installation's senior leaders set directions and create a customer orientation. They identify and reinforce clear and visible values and high expectations. The leaders’ basic values and commitment address all stakeholders and include areas of public responsibility. The leaders guide the creation of strategies, and systems, for all activities and decisions of the installation and outline methods for achieving excellence and building knowledge and capabilities. The senior leaders commit to the development of the entire work force and encourage participation, learning, innovation, and creativity by all employees.

Customer-Driven Quality

3-28. Customer-driven quality is a strategic concept. Customer requirements drive the installation's strategic plan and how it will achieve performance results that lead to customer satisfaction. Goals are established to meet customer needs, processes are outlined to achieve the desired outcomes, systems are developed to track progress; and information is collected and analyzed to improve work processes and optimize the value of products and services delivered to customers. Everyone on the installation has a stake in the mission, vision, values, goals and objectives and has a sense of community and commitment to a common purpose of meeting customer requirements and works together to achieve the desired results of the installation. 

Employee Participation and Development

3-29. An installation's success in improving performance depends on the knowledge, skills, innovation, creativity, and motivation of its work force. Employee success depends increasingly on having opportunities to learn and to practice new skills. Installations invest in the development of the work force through education, training, and opportunities for continuing growth. Opportunities include job rotation and increased pay for demonstrated knowledge and skills. Workforce education and training programs must take advantage of available and emerging advanced technologies, such as electronic support systems, computer-based learning, distance learning and satellite broadcasts. Training, development, and work units need to be tailored to a diverse work force and to more flexible, high performance work practices. The installation needs to establish a culture of learning that supports and encourages the free flow of ideas and workforce involvement.

Continuous Improvement and Learning

3-30. Continuous improvement and learning must become a regular practice of daily work, at both individual and organizational levels. The incorporation of the plan-do-check cycle of improvement is key to a learning organization that’s focused on results. This begins the establishment of a systematic approach to performance management. Continuous improvement seeks to eliminate problems at their source and is driven by opportunities to innovate as a means to design prevention strategies into the system. Sources of improvement and learning include employee ideas; research and development; customer input; best practice sharing; and benchmarking. 

Implications for the Garrison Commander

3-31. Across the spectrum of installations and their missions, the garrison commander is essentially the city manager. The garrison commander is responsible for creating a living and working environment that eliminates distractions so the solders and civilians can focus on their primary mission of readiness or supporting readiness. 

3-32. The support of readiness has a different interpretation based on the primary mission of the major command and the uniqueness of the installation (e.g., geographic location, structure, operations, and customers for mission services). In addition, each installation may have one or more major missions to support, thus increasing the complexity of the garrison commander’s job.

If the changes being made outside the organization are greater than the changes being made within the organization, then the end of that organization is near

Warren Bennis

Summary

3-33. Policy documents serve to frame what capabilities, strategies, and key processes installations must execute to ensure that mission achievement and wartime readiness is never compromised. Installations are elements of national power, and the way they execute their day-to-day missions and prepare for war must support both the NSS and NMS. It is vital that installation strategic plans and action plans support and align with these and other intermediate national defense policy documents. Alignment of plans is key because it supports resourcing priorities. In as much as possible, the plan must drive the budget rather than the other way around. 

3-34. Army installations also play a crucial role in supporting future visions like Joint Vision 2010 and Army Vision 2010 as outlined in Installation Vision 2010. The Government Performance and Results Act of 1993 impacts how installations can conduct business faster, better, and less expensively. Key imperatives of this Act are the requirement for better performance measures, the establishment of better business practices, and the formation of strategic plans as roadmaps to the installations' future. Finally, ACSIM publishes Installation Management Action Plan to improve installation management by promoting a consistent approach to long-range planning and by implementing initiatives covering eight installation management goals. ACSIM has also developed an Installation XXI White Paper that offers a glimpse of the twenty-first century Army installation, addressing key characteristics, capabilities, and enablers to a more efficient organization.




National Military Strategy:


The art and science of employing the Armed Forces of a nation to secure the objectives of national policy by the application of force or the threat of force.
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CJCS Vision


America’s Military Preparing for Tomorrow: Quality People Trained, Equipped and Ready for Joint Operations.


Persuasive in peace


Decisive in war


Preeminent in any form of conflict 
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