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Chapter 6

Property Management

The Army installation is the Army's home. Its land, buildings, and infrastructure support soldiers and their families, sustain our mission, and showcase our values and heritage. Its location, layout and livability can help or hinder the readiness of our force. Its design construction and maintenance embody our institutional priorities for both quality and efficiency. 

The emphasis on the platform for projecting combat power must balance with a new emphasis on the place–the community that is planned, built, and operated to benefit Army people. In order to foster a good balance, this chapter will discuss the historical context of property management and identify barriers to success. We will then examine the Army Strategy of 1999, its related philosophy and goals for installations, and finally present a set of twelve tenets for managing property for the twenty-first century. These tenets lead to a discussion of master planning, real estate, and real property support at installations.

Historical Context

6-1. From the 1770s to the early 1800s, many Army installations were designed, built, and operated as small, simple communities. The Army pioneered some of the most important principles of community planning and design more than a half-century before they were codified in local zoning and building ordinances, and a century before they were showcased in master-planned communities. The site plans and building designs of these older installations have stood the test of time–many are now national historic landmarks as well as functioning facilities.

6-2. The mobilizations for both World Wars broke this long tradition. World War I required many new and expanded facilities. During World War II, industrial and temporary facilities dominated land use. Construction and industrial practices rooted in "scientific management" principles dominated the management process. The Army expanded its installation capacity from a few hundred thousand troops to more than eight million. Buildings were designed for efficiency not beauty. While the program was a remarkable feat of engineering and construction, its more than 50-year legacy is blighted in part by contaminated land, rigid site plans that complicate community-scale planning, and an enormous inventory of deteriorating buildings and industrial-era clutter to be cleared both for appearance and efficiency. 

6-3. During the Cold War, three factors extended this trend. First until the 1970s, the draft assured the Army a large manpower base without the pressure to compete with the other military services or the private sector in terms of lifestyle or other qualitative factors. Second, the long-term stationing of major units in Europe, Korea, and elsewhere overseas greatly complicated decisions on where and how much to invest in building and maintaining permanent facilities. Third, and most importantly, industrialization remained an essential ingredient in accommodating a large, heavy, mechanized force, with its massive operational lands and training facilities. To support the requirements envisioned under Cold War mobilization scenarios, the Army has to this day retained far more real estate than it needs. The have created a fiscal drag that has sent the quality of Army installations into a downward spiral. Due to continuous deferments of maintenance and repairs to facilities and infrastructure, many Army installations have deteriorated excessively.

6-4. Until the 1990s, there was little impetus to reverse this trend. Now however, the increased number of soldiers with families, a long-term result of the change to an all-volunteer force, fundamentally changes the nature of installation life. These soldiers' lifestyle, family, and community aspirations mirror those of most Americans; safe, secure, and appealing neighborhoods; attractive, comfortable, well-equipped houses; adequate parking; and convenient shopping, recreation, community facilities, and family services. Utilitarian buildings, bare-bones equipment, and poor facilities maintenance will not suffice for the twenty-first century Army.

6-5. The Army is now focused on transforming itself into a new fighting force. One which is able to achieve strategic responsiveness and dominance at every point on the spectrum of operations. This force will be strategically responsive, deployable, versatile, agile, lethal, survivable, and sustainable. It will be capable of placing a combat-capable brigade anywhere in the world, regardless of ports or airfields, in 96 hours. It will put a division on the ground in 120 hours and put 5 divisions in theater in 30 days. To do these things, the Army will place new challenges on its existing installations. It will be required to maximize its existing assets, build new assets to support new missions, and divorce itself from excess, resource intensive installations or facilities. New practices, new ideas, and new partnerships will help the Army to achieve its transformation.

barriers to success

6-6. The Army must improve its ability to manage its installations for current and future needs. Four rounds of base closures have helped reduce the amount of infrastructure and modernize portions of the inventory which remains. If future congressional action allows the army to shed additional infrastructure, resourcing decisions should be rooted in a new set of tenets which are presented later in this chapter.

6-7. New initiatives are needed. Initiatives that involve the  private sector in financing or revitalization installations must be explored. Army leaders must treat installations as assets that provide a stream of value over time. Instead of deferring installation requirements, the Army must realign its budgeting priorities to increase the flow of resources to installations. Changing the organizational culture to address the needs of the installations may require time, but it is a necessity if the Army is to reach its strategic goals for installations. 

Army Strategy 1999

6-8. Published in 1999, the Army Strategy articulates the Army's broad goals for the twenty-first century. Among these goals, rapid deployment is key to the Army's future relevance, entailing an "expeditionary approach" to operations. Under this approach, most soldiers will leave their families at home during deployments, rather than relocating to overseas installations for extended periods. This approach places a larger burden on installations to support the deployment and to safeguard families of deployed soldiers.

6-9. If Army installations are to effectively support a strategically responsive force, they must be managed as strategic assets. Their replacement value is nearly $220 billion, about twice the value of our entire equipment stock. They consume more than $10 billion annually, or 16 percent of the total Army budget. Installation decisions can help or hinder strategic responsiveness and overall institutional effectiveness. Location affects logistics, training, operating costs, and environmental quality. Layouts impact operating efficiency and unit cohesion. The "look and feel" of the installation influence morale, recruiting, and retention. And "lease or build" decisions drive resources and operational flexibility.

6-10. The Army is a values-based institution. It instills duty and pride in its soldiers and regards a soldier's appearance as a reflection of morale, discipline, and character. Peeling paint, industrial clutter, and crumbling buildings undermine our Army as much as would disheveled dress or poor decorum in our units. If the Army is to remain strong and resilient, it must take a stand and send a consistent message; quality installations count.

philosophy and goals

6-11. The Army leadership recognizes that a new philosophy is required for its installations to meet the challenges of the twenty-first century; a philosophy that ensures installations recapture the standard of excellence once set by the Army and are capable of evolving to meet the Nation's need. The Army Strategy articulates the following strategic goals to reshape army installations for the century ahead:

· A strong, institutional commitment to investing in well being of soldier, civilians, and their families.

· Standards that are established at the department level and enforced globally.

· Department-wide evaluation of requirements and conditions, resulting in centralized priorities, resource decisions and implementing actions that are based on objective criteria of need (without regard to funding sources or "fair share" allocations).

· Evaluation and application of ways to leverage all potential resources in support of the strategic installation mission.

· Rigorous leadership attention to aesthetic as well as functional standards in exterior and interior building design.

· Multidisciplinary organizations that are fully staffed with highly experienced professionals to plan, build, and operate our installations. 

· Transfer of ownership and responsibility for operating, maintaining, and upgrading Army-owned utilities to local authorities and private companies (except where not feasible for economic or security reasons).

· Application of lessons-learned from the residential communities initiative (RCI) pilot projects.

· Pursuit of partnering relationships with government and private sector organizations.

· Execution of science-based programs and systematic training to prevent pollution, conserve natural resources, restore the land, and enhance environmental stewardship. 

6-12.  Using these strategic goals, a set of twelve tenets was developed to address the leadership challenges of community development and management. They serve as tools for developing the processes and organizations needed to meet the strategic goals.

guiding tenets

6-13. The twelve tenets presented in Table 6-1 provide a set of guiding principles for Army leaders to use as they plan, develop, and operate Army installations. Each tenet affirms practices that remain valid for the future.

6-14.  These tenets do not prescribe specific policies or technical decisions (i.e. the choice of an exterior design theme or the method of clustering on-post community services). However, such choices should follow directly and inevitably from these principles. These tenets may challenge the conventional wisdom that now drives Army policies and practices. However, each has established precedents in the whole-base community concept, in the private sector, or in state and local government. Therefore, while adopting these principles could require a fundamental change in management philosophy (as well as increased funding), they can be readily implemented by adapting the experience of organizations that have institutionalized them and successfully practice them every day. 

Table 6-1. Tenets for Property Management

1. STANDARDS
Standards must define the quality levels and attributes of design, construction, maintenance, and services for all army installations.

2. PRIORITIZATION
Prioritization of programs and projects for resourcing, construction, maintenance, and services must be based on Army-wide needs.

3. STRATEGY
Strategies for managing army installations must guide all decisions on resources and activities affecting the army's mission at each location.

4. SCOPE
Leaders must embrace the entire process of managing army installations, including planning, acquisition, building, operations, and disposition.

5. STRUCTURE
The organization structure must integrate army-wide strategies, standards, priorities, and resources while enabling installation-level execution and actions.

6. SITES
Site configurations must respect the topography and environment while capitalizing on features (i.e. waterways, vistas, open spaces) that improve "amenity value" for occupants and users.

7. SPACE PLANNING 
Master plan for each installation must show how work space, living space, open space, and cyberspace will be designed, developed, and managed.

8. STYLE  
Designs for construction, renovation, repairs, and maintenance must respect each installation's dominant architectural style and encompass site features, landscaping, and interior details as well as building exteriors. 

9. SKILLS
Staffs must have extensive school training and applied experience in large-scale community development and management.

10. SYSTEMS 
Systems must apply established standards, evaluate needs, inform managers of results, and reward innovation in meeting needs.

11. STEWARDSHIP
Stewardship of the natural, cultural, and built environments must infuse the planning and execution of operational missions as well as the community development and management strategies for each installation.

12. SUSTAINMENT
Sustainment must be achieved by managers, staff, partners, and contractors who define policies and practices by choices they make.

Installation master planning

6-15. The objective of planning is to establish a mutually agreed upon direction from which a vision, goal, and objective is obtained. A plan describes the direction. An installation master plan describes the plan for development of the installation. It sets forth the commander’s vision for the future of the development of the installation to meet the existing and future Army missions assigned to the base.

6-16. The structure of the master plan is tiered into three areas. They are long range component, the capital investment strategy (CIS), and the short-range component. Each of these sections is critical in setting the planned direction of the installation. The long-range component sets the long range foundation and standard for development. It defines the best land uses for the installation, defines the design standards for all real property development, identifies development opportunities and constraints to ensure when facilities sited there is no impact on the environment. For the installation it defines final standards that will provide quality development for the Army. The capital investment strategy is the second component. For the commander, the strategy sets the tactics for the installation to meet the commander’s vision in the long-range component. It defines the real property requirements and defines the investment strategy needed to resolve real property shortfalls. The reason the CIS is important is that it is a tool the installation uses to establish a consensus and understanding on where the installation developing is going. It defines the critical investments, by year, and helps define programming resource requirements that are inserted into the Army budget.

6-17. The short-range component identifies the real property development activities within the seven-year Program Objective Memorandum (POM) timeframe. It identifies real property projects that are either being programmed, budgeted, designed or constructed. This phase is the battle to resolve the most pressing shortfalls.

6-18. The installation master plan can be a very comprehensive set of documents consisting of detailed planning analyses, extensive mapping and other graphics. However, the master plan does not have to be voluminous and expensive to implement. The summary development plan (SDP) has been configured as a cost-effective format to communicate the essence of the installation master plan. It is structured to be a visually exciting, document that an installation commander and whole staff can use to share the installation’s vision for development. The SDP is envisioned to be developed as a web-enabled document for easy use. It is built using commercial-off-the-shelf (COTS) software for flexibility and easy adjustment. Many installations that have been using the SDP have found a much greater interest and participation in long range planning by the installation staff. Simply, more people know what the vision is and our tactics to getting there. 

automated management tools

6-19. To provide real property for the Army, there are critical automated tools that help the installation commander develop the plan and meet the mission requirements. These tools allow commanders to quickly determine real property requirements, manage the existing real property inventory, understand the quality of these assets and graphic mapping that integrates various planning information into a series of graphic portrayals. The key value is getting good information quickly to make sound long range planning decisions. Using these systems will improve the quality of these tough decisions. USACE has developed four user-friendly interface products to help commanders pull this capability together in an executive format. Collectively, they are considered the 95 percent solution. With these technologies and capabilities, installation commanders can quickly pull together the broad spectrum of planning information and be able to clearly understand the impacts of planning decisions.

Real Property Planning and Analysis Tool

6-20. The real property planning and analysis tool (RPLAN) is an Army automated web-enabled tool that gives the installation commander determination of the installation’s total real property requirements and assessment of shortfalls and excesses in real property.

Integrated Facilities System 

6-21. The Integrated Facilities System (IFS) is an installation tool that maintains an accurate and reliable inventory of installation real property assets as well as a tool to manage the installation’s public works business. Typically, the Directorate of Public Works (DPW) maintains the system.

Installation Status Report, Part I

6-22. Part I of the installation status report (ISR) provides the commander a holistic review of the quality of the installation’s real property. The value of the ISR is that quality is measured by the users of the real property of the installation using consistent Army standards.

Geographic Information Systems technologies

6-23. GIS technologies use digital mapping to integrate various types of information into a digital map that planners can use to identify trends and make better planning decisions. Mostly, the DPW planning and environmental offices use this technology to make recommendations to the commander. 

installation support services

6-24. Planning, real property, and real estate support are three services which enable DPWs to effectively anticipate and meet the needs of their customers.

Planning and Real Property Support

6-25. Providing adequate real property is critical to Army installations in meeting Army mission requirements. Being able to ensure adequate real property available is essential to ensure mission readiness. Having consistent up-to-date installation master plans is essential to developing means to meet these needs. Being able to obtain expert real estate advice is critical to installation commanders who are responsible to ensure the land and facilities they are responsible for is prudently used. The US Army Corps of Engineers (USACE) provides installation support services to installation commanders to ensure expertise is available to meet these tough challenges.

Real Estate Support

6-26. The execution of real estate instruments is complex and requires unique real estate capabilities. The USACE is designated as the Army’s real estate executive agent and is charged to manage and execute the Army’s real estate program. In this role, USACE, through it’s divisions and districts, provides the full breath of real estate services to support installation commanders in the entire spectrum of the life cycle of real property. These services include:

· Research and preparation of required real estate reports for the expansion, modification, or disposal of existing installations, and for the acquisition of new installations.

· Acquire real property by purchase or condemnation. 

· Acquire land and facilities for Army by lease.

· Establish rental schedules for government-owned land and housing.

· Negotiate temporary easements, permits, rights of entry, maneuver rights and grazing rights for the Army.

· Assist in processing annexations by municipalities.

· Assist during mobilization periods, including acquisition of non-industrial facilities and exercise of recapture rights.

· Execute and administer the out-granting program, including leases, easements, licenses and permits granted by the Army to non-Army entities.

· Research and duplicate legal documents and prepare maps depicting Federal ownership and other rights.

· Dispose of real property, such as land, leases and less than fee interests, buildings, timber, gravel, etc., at the request of the installation to include disposal execution or reporting to the General Services Administration (GSA); pre-disposal investigations for contamination, hazardous and toxic wastes, asbestos, and explosive hazards; coastal zone management program compliance; flood plain management compliance; historic and cultural resources reviews.

· Terminate in-leases for off-installation facilities and housing and outgrants on the installation.

· Remove or cure encroachment and trespass and process boundary line or title disputes.

· Assist in determining proper legislative and legal jurisdiction issues for Army controlled real property and preparation of the request to cede or retrocede jurisdiction for the state.

· Assist installations in determining water rights that the installation possesses, attempts to secure, or intends to transfer.

· Provide guidance, assistance and execution of special outgrant or use actions, such as requests to search for treasure trove, educational use, mineral leasing, motion picture, TV or video productions, and consents to easement or to structures within easements.
linkages to principles

6-27. Visionary leadership. The twelve guiding tenets for property management are a demonstration of visionary leadership. Application of these tenets will enable the Army to effectively manage its real property assets.

6-28. Continuous improvement and learning. Installation managers and their staffs must learn and understand the tenets. They must then apply the tenets in their daily operations. 

Summary

6-29. The tenets presented in this chapter chart the course for the future. They provide a framework for achieving the goals of the Army's Strategy and ultimately improving the infrastructure of our installations. Installation master plans provide the guidelines for the future of each installation. By using the new tenets in conjunction with the automated management tools and installation support services, Army's leaders will be able build viable master plans which put these principles into practice. Their commitment and dedication to this task will help ensure the Army can create the kind of installations that are implicit in our vision and in our core values. 































06/19/00
6-1
6-8
06/19/00
06/19/00
6-7

