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Chapter 9


Chapter 9

Installation Standards

A GAO report states "If you've seen one installation, you've seen one installation."  Naturally each installation is different—different climates, different types of units, different missions, even different histories drive the unique aspects of installations. However, installations also have much in common. They each support readiness. They each provide the same core services to soldiers, civilians, and family members, as well as tenant organizations. They each have infrastructure to maintain. 

Yet today there are few Army standards for how well services are performed at every installation, what level of service to provide or what resources are required to provide them. This chapter defines the various types of standards, and discusses what standards do for senior leaders, program managers, and customers.
Standards defined

9-1. There are several types of standards designed to help managers at various levels understand their missions, resource their missions and know how well they accomplish their missions. Most large corporations, as well as the tactical Army, use at least three types of standards: service standards, operational standards, and performance standards.

9-2. Service standards can be defined as what you do for your customer. Since 1998 the MACOMs have worked together to develop standard levels of service (SLOS) which define minimal levels of service that should be provided at each installation. An example is fitness centers—how many facilities should there be?  How long should it be open to customers?  What quality of programming should be available?  What equipment should be in the facility?  These questions, when answered, comprise a standard that should be available at all Army fitness centers.

9-3. Operational standards can be defined as resources needed to accomplish the service. Using fitness centers as an example, if standard operating hours are 80 per week, then an adequate number of staff is required to keep it open. If the program quality is high then the staff must be trained at certain frequencies and at a certain level. The size and location of the population determines the size and location of the fitness center. In essence, operational standards are the installations' budget drivers. They describe what it takes to get the service to the customer.

9-4. Performance standards can be defined as measuring how well the service is provided or accomplished. Once again using fitness centers as an example: if the standard is that fitness centers are open 80 hours per week, performance is measured by checking the operating hours and determining if problems are one-time or chronic. Generally, operational standards are the culprit when service standards are not achieved. Not enough staff reduces operating hours. Poorly trained staff reduces quality of programs, etc. The ACSIM, in coordination with the MACOMs, tested service performance standards (SPS) for 95 functional areas within installations in ISR III for FY00.

9-5. [image: image1.wmf]S

e

r

v

i

c

e

S

t

a

n

d

a

r

d

P

e

r

f

o

r

m

a

n

c

e

S

t

a

n

d

a

r

d

O

p

e

r

a

t

i

o

n

a

l

S

t

a

n

d

a

r

d

(

1

)

 

 

P

u

b

l

i

c

(

2

)

 

 

S

h

a

r

e

h

o

l

d

e

r

s

(

1

)

 

 

A

m

e

r

i

c

a

n

 

T

a

x

p

a

y

e

r

s

•

 

M

a

k

e

 

2

5

%

 

p

r

o

f

i

t

 

(

f

o

r

 

s

h

a

r

e

h

o

l

d

e

r

s

)

•

 

P

r

o

v

i

d

e

 

h

o

t

 

f

o

o

d

 

w

i

t

h

i

n

 

1

5

 

m

i

n

u

t

e

s

f

r

o

m

 

o

r

d

e

r

 

(

f

o

r

 

p

u

b

l

i

c

)

•

 

O

n

e

 

o

u

t

l

e

t

 

w

h

e

r

e

 

3

5

K

 

c

a

r

s

 

o

r

 

m

o

r

e

p

a

s

s

 

i

n

 

a

 

2

4

 

h

o

u

r

 

p

e

r

i

o

d

•

 

1

4

 

p

e

o

p

l

e

 

p

e

r

 

s

h

i

f

t

•

 

E

q

u

i

p

m

e

n

t

 

s

e

r

v

i

c

e

d

 

e

v

e

r

y

 

6

 

m

o

n

t

h

s

•

 

1

0

0

%

 

b

e

e

f

 

p

a

t

t

y

•

 

P

r

o

f

i

t

s

:

G

r

e

e

n

 

=

A

m

b

e

r

 

=

R

e

d

 

=

2

5

%

 

o

r

 

g

r

e

a

t

e

r

8

%

 

t

o

 

2

4

%

8

%

 

o

r

 

l

e

s

s

•

 

O

r

d

e

r

 

T

i

m

e

:

G

r

e

e

n

 

=

A

m

b

e

r

 

=

R

e

d

 

=

1

5

 

m

i

n

u

t

e

s

 

o

r

 

l

e

s

s

1

6

-

1

8

 

m

i

n

u

t

e

s

2

0

 

m

i

n

u

t

e

s

 

o

r

 

m

o

r

e

•

 

D

e

p

l

o

y

a

b

l

e

 

w

i

t

h

i

n

 

t

h

r

e

e

 

d

a

y

s

 

o

f

 

n

o

t

i

c

e

•

 

D

e

s

t

r

o

y

 

t

a

r

g

e

t

s

 

w

i

t

h

 

9

0

%

 

a

c

c

u

r

a

c

y

•

 

T

r

a

i

n

 

a

n

n

u

a

l

l

y

 

a

t

 

N

T

C

•

 

L

o

c

a

t

e

d

 

a

t

 

c

a

p

a

b

l

e

 

a

i

r

f

i

e

l

d

s

•

 

4

 

c

e

r

t

i

f

i

e

d

 

m

e

n

 

p

e

r

 

t

a

n

k

•

 

E

q

u

i

p

m

e

n

t

 

s

e

r

v

i

c

e

d

 

e

v

e

r

y

 

6

 

m

o

n

t

h

s

•

 

9

0

 

t

a

n

k

s

 

o

f

 

f

u

e

l

 

p

e

r

 

y

e

a

r

•

 

N

o

t

 

d

e

p

l

o

y

a

b

l

e

 

=

 

C

4

•

 

E

q

u

i

p

m

e

n

t

 

o

n

 

h

a

n

d

 

8

0

%

 

=

 

C

2

•

 

T

r

a

i

n

i

n

g

 

s

c

o

r

e

s

 

o

f

 

9

0

-

1

0

0

%

 

a

c

c

u

r

a

c

y

 

=

 

C

1

H

o

w

 

w

e

l

l

 

i

t

g

e

t

s

 

d

o

n

e

W

h

a

t

 

i

t

 

t

a

k

e

s

t

o

 

d

o

 

i

t

W

h

a

t

 

i

s

 

d

o

n

e

f

o

r

 

t

h

e

 

c

u

s

t

o

m

e

r

s

C

u

s

t

o

m

e

r

s

F

a

s

t

 

F

o

o

d

 

I

n

d

u

s

t

r

y

A

r

m

o

r

e

d

 

U

n

i

t

O

R

G

A

N

I

Z

A

T

I

O

N

The illustration below shows notionally how the three types of standards are applied in a private sector company and an armored unit. The standards are linked—sometimes overlap—and they will evolve. As customers change, technology changes, or missions change, standards will change. ISR III performance standards, when linked with SLOS and operational standards will form the basis of installation standards for the Army. 

Figure 9-1. Comparison of standards with types of organizations

objectives of installation standards

9-6. Standards abound in today's world and our society expects them. The Army sets soldier-training standards. Auto makers set production standards. Universities set standards for student grades. Banks set credit standards. In all these cases the standards set are very complex, change as needed, and serve both management and customers. The objectives of Installation Standards vary depending upon whom they serve, senior leadership, program managers, or customers.

objectives of senior leadership

9-7. Build requirements and expense money based on meeting standards. Today's installation budgets are driven largely by what was spent the previous year. Decentralized execution without centrally agreed upon standards has created "haves" and "have-nots;" every installation provides different levels of services and there is no agreement on what is the best level of service, the most efficient way to provide the service, or even what constitutes success at the installation. Standards help senior leaders build budgets based on meeting corporate requirements and helps to level the playing field for installations. Standards help communicate funding requirements to Congress because with standards what applies to one can more or less apply to all. Finally, standards give real guidance to the installations which can help guide their complicated decision making when deciding how to fund needed programs. They tell the installation leadership what is and IS NOT expected of them. This last point provides a major change in so far as definitive standards, realistically resourced at a specific, defined level, and promulgated from higher to lower require the assumption of risk by the higher headquarters. This can be very important support to the installation command. This kind of effective communication between echelons of command—all command levels understanding the standards and exchanging feedback concerning planning, execution, and assessment of installations is critical to establishing a common understanding of and telling the Army's story.

9-8. Allow centralized training planning with decentralized execution. Tactical Army standards allow leadership to centrally plan consistent training for all units to focus on wartime mission. Yet commander execute training in a decentralized way because they know they must focus on the strengths and weakness of their particular units. Installations standards can help improve training for BASOPS support career fields in much the same way. Training to installation standards will facilitate communication between Army personnel, establish a shared professional culture, and set the curriculum for BASOPS support schools and career fields.

9-9. Identify how well mission is being accomplished and focus resources need to fix problems. Without standards no one knows just how well functions are being accomplished, or what level of service is right. For example: Fort X may have three training ranges for small arms while Fort Y has six—for the same number of soldiers. Which one has too many ranges?  Or do they both have the right number?  Without standards that tell us what the ranges are supposed to produce (example: a certain number of trained soldiers per year), what the ranges must have to efficiently do that (example: environmentally compliant lands, with a certain number of infrastructure repairs a year) we don't really know. Standards give senior leaders the metrics by which they can evaluate performance and compare installations to each other.

objectives of program managers

9-10. Help minimize reimbursement issues. Installation program managers can use Army standards to define what level of service is automatically provided to tenants and what level must be reimbursed. Negotiating interservice support agreements and support memorandums of understanding are simplified by using Army standards whenever possible.

9-11. Establish effective employee communications and drive customer expectations. Enforced standards are what people remember. As standards become the norm employees and customers begin to have the same expectations. This is important in a large dispersed organization like the Army. Soldiers and family members are highly mobile and have expectations based on their last assignment. When installations vary to a great degree employees must deal with new soldiers and families who are expecting different services. When standards are enforced across the Army everyone—soldiers, families, and the workforce—knows what to expect.

9-12. Eliminate distractions—allows focus on the mission. In the private sector corporate standards are used so managers can stay focused on day to day operations. For example, food franchises do not leave it up to managers to decide which cola to buy. The corporation decides which brand to buy and either ships it to the manager or tells the manager where the closest outlet is. This saves the manager the time he/she would have spent researching, talking to local dealers for best price, etc. With corporate standards the manager can spend more time on taking care of employees and customer service—which is the main mission of most services.

objectives for soldiers and families

9-13. Increase stability through parity between installations. As soldiers and families move from installation to installation they know what to expect when installations have the same standards. The stresses of moving to a new place, and the time a soldier needs to adjust his family to a new location can be greatly reduced if the standard services are provided at standard levels everywhere. In fact, today’s soldiers expect standards. They move from city to city, even to different countries, and see the same stores and  restaurants—know the operating hours—know the prices—know what to do when they walk in the door.

9-14. Improve quality and lower costs. Over time standards allow organizations to improve both quality and cost. Installations that can decide on a standard together can have great buying power. This is one of the driving theories behind regionalization concepts, yet it does not take regionalization to get the benefits. Army installations can band together and simply decide on a standard food product. Warehousing costs, shipping costs and the cost per item can drop significantly because of the volume of the purchase—a drop that can be passed on to customers. As vendors learn of the standard, competition comes into play and quality can increase as new vendors try to get their product as the standard product.

installation status report (isr) and standards

9-15. Readiness, resources, and quality of life for soldiers are the three areas commanders are required to juggle. With over 200 installations within the 50 states and another 95 overseas, it is extremely difficult for the Army to assess the condition of its installations without standards.

9-16. The ISR provides an enhanced program evaluation capability to measure progress as the Army fulfills the mandates of Installation Vision 2010. If services are provided by an outside source, the ISR becomes the performance measure for the statement of work that will rate the contractors on their delivery. If services are provided in-house, the ISR serves to ascertain that the Army is operating in the most efficient way. If services are provided by the surrounding community, the ISR provides a way to measure the standard level of service.

9-17. A key facet of ISR is the collection and centralization of the Army’s standards for installation readiness within a single program. Each installation evaluates itself against the same set of standards and reports those results. Armywide standards are grouped into two categories: quality and quantity. Army staff develops the standards while ACSIM coordinates a thorough review of the standards on an annual basis. Staff proponents for various goals in Installation Vision 2010 analyze ISR results and develop appropriate policy (and new standards) to further achieve this vision.

9-18. As the Army's installation standards mature, the ISR process will be the main vehicle by which commanders report the status of their installations' ability to meet standards. See Annex A for further details on ISR Part I, II, and III.

LINKAGES TO PRINCIPLES

9-19. Visionary Leadership. The formalization of installation standards will require concerted and continuous effort on the part of leaders at all levels. Standards must be developed, tested, revised, and institutionalized before their benefits will be fully realized. Leaders must remain involved in the process and they must make tough decisions with standards clearly in mind. 

9-20. Customer-Driven Quality. Standards are inseparable from quality. The higher the standards and the more determined the Army is at attaining its targets for standards, the higher the quality product for our soldier, their families, and the commanders whose missions depend on quality installations.

SUMMARY

9-21. This chapter has provided a glimpse of how installation standards can be an effective means of improving the quality and the efficiency of installation services. These standards can be either service standards, operational standards, or quality standards. Since the standards often overlap, these definitions become important in determining how to apply them to the objectives of senior leaders, program managers, and customers. The ISR is an evolving system for measuring the quality of the services which are provided. As installation standards are developed and institutionalized, the ISR and other measurement tools like it, become the gauge by which standards are assessed and improved. 
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