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Installations

Key Premises—How the Installation of the Future Will Look

· Installations will be diverse

· Tailored to mission, different missions at different installations particularly as you look across MACOMs

· Local economy/area impacts

· Regional centers

· Different organizational structures throughout from directorate level as well as within directorates

· May be an installation command (base support) with everyone else tenants

· Organizational structure more integrated – less hierarchical

· More customer/market focused with the Soldier & family being the ultimate customer

· Must tie mission to the primary customer of the soldier and family

· Must get input and feedback from the customer on requirements

· Develop an understanding with the customer on the level of service they can expect (based upon their requirements coupled with funding levels)

· Basic services categories remain the same – delivery level varies

· Identified in the 9 major service areas, 38 functions, and 95 services of SBC/ISR III

· Method of delivery, i.e., in-house, contract, privatized, partnership, etc. will vary

· Level of service may also vary

· More outsourcing – fewer federal workers – primarily program and/or contract managers

· More contracting and privatization

· Federal workers need to be skilled at program and contract management

· Funding streams may/should be different – customer choice of service provider

· Installation support may be a separate command with significantly more (perhaps total) reimbursement from all tenants on the installation

· The customer may have a choice of service provider (even if they don’t, we should operate as if they do).  

· Competitive service provider

· We must become more efficient

· Establish a culture of continuous improvement

· Develop benchmarks with others to include the private sector

· Increased requirement for detailed accountability – how to focus & narrow

· Information requirements vary at each level of the agency

· HQ need to focus on key measures and identify them

· Perhaps a corporate database that rolls up appropriate information with the ability to drill down as required (key is identification of the appropriate information)

· Very few surprises

· Plan ahead at both HQ and installations

Issues

Key Premise for Future
Supporting Issues

Installations will be diverse
· Tailor to mission

· Local economy/area impacts installation

· Regionalization - PW

· Installation Command

· Policies need to be outcome oriented:

· To focus on outcomes require changes 

· Look at regulations see if they are inhibitor/enabler to meeting key premise of diverse installations

· Design standards

· Business Practices

· Mandated criteria – construction – (housing) limits doing things that make sense 

· Capture best of what industry has & keep the best that we have

· True cost of ownership – lifecycle – facility & workforce

· Change AR37-XX

· Depreciation requirement doesn’t make sense-

· Outcome metric- minimum acceptable level – be concrete - How do we measure diversity

Integrated Organizational Structure Change
· Culture 

· Managers are coaches

· Training – PM 

· Allow maximum flexibility 

· Teams to get job done

· Evaluate/reward as project integrated teams

· How measure to success

· Waiver to do 360 degree but permission not granted now

· Reward/appraisal based on project – not annual

· No sharing across installations for resources, people or special skills

· Works well

· easy to do 

· But we don’t do, Don’t even know about

Other related comments/issues

· Team effort – “installation team”

· COE integrates with PW

· Share resources with other (COE in expertise, project management, core competencies, Burdened labor)

· DOL/DPW combined

· DPW/DOIM combined

· No DPW – Dept of PW 

· DLA positioning already for design, construction, etc installation support

· Standardized operations of military

· Installations run by cities and counties

· Small core government oversight

· More outsourcing

· Customer focus  (soldier/command)

· 1 service providerAs is but much more efficient

· Is installation a community?  Or Business Center?  Are we narrowing are perspective to much – as business center?

· Underlying assumptions:  Services to soldier,  how, way, where, how much??

· Most installations are (need) to be a community

· Driven by market for goods and services – (multitude of installation types)

· Relationship based to meet customer needs

· Not a template of services for all – may be different for everyone

· Public/Private sector partnerships

· One doesn’t fit all for services – region impacts – unique not able to be a business in all cases – must provide some at low costs

More Customer /Market Focus
· Skills and Process needed

· Organizational process-customer oriented focus

· Determine what customers need and perceive what skills are required to deliver P/S, match person delivering service

· Need training at all levels

· Metrics

· Cultural issues

· Metrics must reflect customer focus

· “Engineer Family” needs work

· Customer as client

· Leadership buy-in

· Customer—who is the real customer vs customer is person with dollars

· Reorganize DPW, other function to provide better service

· No forced structure

· PW business adopt quality programs – network with others who do it well

· Matchability to provide service with customer expectations (McDonald’s breakfast hours)

· Change AR 210-50

· Don’t provide programs customers don’t want/need

· Why have a regulation if don’t need these requirements

· Take a hard look if not enhancing customer satisfaction

· Do it because care – not because of regulation

· Don’t change regulations that help

Other related comments/issues

· Organization capability, leadership, culture, must be in a position to take advantage of the removal of impediments – ability to accept change

· Preferred services provider in customer’s eye

· Suite of tools to provide what customers wants

· Preferred service provider – good value for money

· “menu” of service up to “benevolent landlord”

· What is your niche?

· Connected to customer focus

· Where can I make a difference to customer focus?

· Value-added core competencies for different organizations may be different by region 

· Link to Army  - what do we do

· Do I really need to do this?

· Most of what we think are core competencies are mission essential task list (METL).

Basic service categories remain the same – delivery level varies
· ISR III, defining service levels in ISR is a good concept however too much is left to interpretation

· Outcome oriented measures, measure outcomes not inputs

· Funds/resources to do it

· Many HQ elements not part of delivering service at Installations

· Extract data calls from operational data/requirements, not new upward reporting requirements

· Asking for information, if don’t know how to ask for, get the wrong answer

· PM concept to work with HQ – gain understanding

· Criteria & standards – need looked at – not realistic – not performance oriented

More outsourcing
· Change acquisition - Longer than 5 years, more like 25-30 years

· Long-Partnerships - part of the team

· Companies can take risk  -  worthwhile with an escape clause 

· Culture - Integrated Team, not the enemy

· It is happening

· Do what we are competitive at

· Conflicts with strategic sourcing

· Focus outcome – use best tools

· Shouldn’t be required

Other issues related to acquisition.  

· Streamlining acquisition – Integrated approach

· Flexibility (including impact card and increasing limits)

· DPW as buyer of service  - impact card – how, why, when

· Have to work regulatory and legal issues – SBA

· Paying back contracting – someone has to manage contracts

· Davis Bacon and Service Contract Act Wages

Funding streams may/should be different – customers will have a choice of service providers
· Army reimbursable policy

· RM has trouble getting non-standard dollars out to organizations – checks,  needs to get solutions done timely

· Collect all data – but don’t use/want 

· Cultural problems – rather than prohibited by law

· Unit cost/service output 

· ABC doesn’t get a true cost of doing service 

· ABC is not cost accounting system – general costs 

· Don’t want to know costs often

· DOD needs to pick one system, define what they need, then let us provide

· Share information on costs of doing business, same format/assumptions – data

· Installation cost 

· Garrison view

· All communities solving someone else’s problem,  Financial solving ( DPW

· Want to be partner when the financial system changes

· AR37-1

· Bona fide need is a killer

· COE can obligate S&A for a contract – OMA only

· Need flexibility

· Interpretations are different, Let RM & CT know

· Dollars at year end, but would have been better during year because not all work is year end

Other fiscal issues

· Manage personnel to budget (no TDA)

· Activity Based Costing – Realizing true costs on installations – COE doesn’t seem high

· Common costing system

· How and where $ are spent

· Fund certification authority

· True cost of ownership—lifecycle—facility and workforce

· True cost accounting (fully weighted)

· Share information on true cost of doing business

· Fiscal law issues – purpose, time, amount, bona-fide need

· Installations spend $$ as feel best rather than by what is said

· DBOF style appropriation rather than annual appropriation

· Need to be able to re-vamp funding streams

· Army reimbursement policy

· RM has trouble getting non-standard dollars out to organizations (checks), need to get solutions done in a timely manner

· No reward for being efficient

· CFO Act – Congress wants to know how $s is spent

· Financial accountability by organization

· Personal & real property (DPAS)

· Real property

· Service 

· Heritage service

· Backlog of O&M

Change AR 37-XX, depreciation doesn’t make sense

Competitive Service Provider—Efficiencies
· Retain savings - $ and people

· Accept POM cycle

· Don’t take dollars

· Be innovative

· Get help on changing business process, it takes time and dollars

· Need mechanism to share lessons learned, parthership/help share lessons learned

· Commitment by leadership to invest in coontinuous PB improvement, let reinvention happen, takes time

· Step by step & get individuals involved

· Rotating green suiter at site hurts long-term strategic plans

· Need leader

· Time & dollars

· Leadership need culture change, can be an inhibitor

· No risk taking

· Report on inhibitor to change, enable, empower

· Need to use ways available, CAs, MEOs, etc.

Increased requirement for detailed accountability
· 

Very few suprises
· Integrated planning (for execution) Project, Program, acquisition, personnel flexibility customer requirements

Other overarching issues not directly related to a single key premise of how installations of the future will look

Workforce Management – hire, motivate, train, individual recognition/rewards, VERA, VSIP
· What are incentives – How to incentivize the workforce 

· Nurture & growth of employees

· Intern Program & Career Management Program made success – staffing plan

· CPAC/CPOC process needs relooked

· Benefits – if we don’t have, how will we retain, attract people.

Workload Management – Flexible workforce, shared resources, loss of expertise, contract restrictions lifted
· Flexible workforce – core & flexible positions types (job shop temps) look at corporate (Army) not just regional

· Manage civilians to budget

· Efficient, effective service 

· Loss of staff/expertise, e.g., individual doing specific job/program retires/leaves and no replacement things fall thru the cracks (i.e., fire trucks)

Integrated systems (IM) – APIs
· Integrated approach for systems  PM, finance, contracting

Facility Management
· Too many facilities

· What do we really need to own.  Core facilities

· Should be able to do repair by replacement

Regulatory Requirements, Reporting Requirements, Measurement and Evaluation of Success
· Policies need to be outcome oriented

· How to measure success

· Measurement systems that focus on outcomes

· Outcome metric—minimum acceptable level—be concrete  How do we measure diversity

· Outcome focus requires change

· Look at regulations to see if they are inhibitors/enablers to meeting key premice of diverse installations

· Design standards

· Business practices

· Mandated criteria—construction—(housing) limits doing things that make sense

· Identify key info requirements – data requirements

· Upper levels (HQ) want details – how interpret – scary  - loss of expertise

· No reward for being efficient

· HQ wants to know Real Property Inventory – what we have

· Performance factors – quality, quantity, cost

· ISR I, II, III

· Info to HQ – Info to manage sites, what need vs all stovepipes systems

· Do we want army to use one system or installation specific – etc

Information Sharing
· Knowledge management type forum – exchange ideas installation management web site??

Misc
· Manage Knowledge to budget

· Each org decide needs – just in case compared just in time

· Legal requirement – commitments

· Self-sustaining services (fire, safety))

· Effect of changes on retirees

· Capture the best of what industry has and keep the best of what we have

Major Issue
Pri
DA Staff Involvement
Supporting Tasks
Assigned To

Date
Date of Last Update
Status
Date Compl

PW Regionalization








Installation Command








Focus on outcome orientation (policies, reporting, metrics)








Review regulations








Design standards, mandated criteria








True cost of ownership (lifecycle)








Eliminate depreciation (CFO Act)








Teams (training, evaluate, measure, reward)








Sharing info/good ideas, lessons learned








COE integrated with PW








Privatizing installations (what do we really need to own)








Public/private sector partnerships








Customer focus








Quality programs








Change AR 210-50








Suite of tools to provide what customer wants








Develop a METL (core competencies)








Acquisition, long term partnerships








Flexibility (IMPAC limits)








Acquisition, Davis Bason








RM, non-standard dollars out








Unit cost/service output (true cost of doing business)








Partner w/change in financial system








Bona fide need requirements (include other fiscal law issues)








COE obligation of S&A in current year








Revolving fund vs. annual appropriation








Personnel mgmt (no TDA, endstrength rqmt), budget driven








Fund certification authority








Retain efficiency savings








Changing business processes, continuous improvement








Cultural change








Integrated planning








Workforce management (may need to be broken down)








Workload management (too big?)








Repair by replacement








Measurement of success (outcome oriented)








ID key info/data requirements
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Future Functions & Operations

Issues/Resolution

(Installation Group – Functions & Operations)

Issue #: I 

Short Title:___PW/COE Installation Support Team___________________________________

Originator:_________________ Comm Ph#:________________ Fax#:__________________ Email:___________________________________________

Priority (Choose one): ___Emergency  ___Urgent  ___Routine

Description of Issue:  Installation support will be accomplished by the “engineer family.”  Installation PWs and COE will partner to provide lifecycle PW service.  The integrated team/ partner is assigned to installation commander.  

     Installation commander is “in-charge”

     Co-located on installation

     Total integrated support/Team approach 

     Best service – most competitive price

     Integrated functions in PW/DIS – PM, contracting, etc

     Get customer focused, gain better understanding of business process, performance, behavior

     Use concept of PMs

Impediments/requirements:

     Total cost –  Garrison vs COE – COE looks high because of burdened labor

     Double overheads  (contracting, CPOC, RM, DOIM)

     Duplication of business practices  

     Acquisition policy – best value

     COE has no ownership in installation

     No laws to change

Effect on DPW/Higher HQ:

Recommended solution / Justification:

Assigned To:__________________________

Cm Phone:_____________Fax:_____________Installation:__________MACOM:_________

Assisted by:

Name



Cm Phone
Fax

Installation

MACOM

__________________________________________________________________________

__________________________________________________________________________

__________________________________________________________________________

__________________________________________________________________________

__________________________________________________________________________

__________________________________________________________________________
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Future Functions & Operations

Issues/Resolution

(Installation Group – Functions & Operations)

Issue #: I  PW/COE Installation Support Team
Planned Milestones






Completed Milestones

___________________________________     ____________________________________

___________________________________     ____________________________________

___________________________________     ____________________________________

___________________________________     ____________________________________

___________________________________     ____________________________________

___________________________________     ____________________________________

___________________________________     ____________________________________

___________________________________     ____________________________________
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Resolution:

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________
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Future Functions & Operations

Issues/Resolution

(Installation Group – Functions & Operations)

Issue #: I 

Short Title:____Workforce Management____________________________________________

Originator:_________________ Comm Ph#:________________ Fax#:__________________ Email:___________________________________________

Priority (Choose one): ___Emergency  ___Urgent  ___Routine

Description of Issue:  Manage civilians to budget, hire, fire, train, motivate, individual recognition (incentives).  Work week expectations.  Hire temps or use credit card to meet increases in workforce requirements.
Effect on DPW/Higher HQ:  Allow DPW to better utilize limited resources.
Recommended solution / Justification:

· Drop use of TDA, higher skills required, 

· Do not measure FTE usage.  (Requires change appropriation

· Fair compensation for overtime, regardless of pay grade.  

· Bring mix of talents, from other areas of installations i.e. procurement specialist, budget analyst, supply specialist.  

· Challenge current installation structure i.e. DPW runs DOL operation, DPW runs DOIM.  Provide training and/or partial funding – motivates employees to stay.

· Higher & fire ability – expand contract

· Don’t have to be locked into CPAC/OC classification standards

· Ability to give training like the private sector

· Hire using Credit Card – How many times 

· Less talk – more PW with COE & COE work in PW – exchange 

Added remarks 


Incentivize workforce

Take walls down in org – use people’s skills regardless of where they work

Pay-banding – If used realistically – expand 

Eliminate high grade restrictions – pay what worth


Assigned To:__________________________

Cm Phone:_____________Fax:_____________Installation:__________MACOM:_________

Assisted by:

Name
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Fax

Installation

MACOM
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__________________________________________________________________________

__________________________________________________________________________
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Future Functions & Operations

Issues/Resolution

(Installation Group – Functions & Operations)

Issue #: I  Workforce Management
Planned Milestones






Completed Milestones
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Future Functions & Operations

Issues/Resolution

(Installation Group – Functions & Operations)

Issue #: I 

Short Title:___Facility Maintenance Management – Improvement in Workload Management__

Originator:_________________ Comm Ph#:________________ Fax#:__________________ Email:___________________________________________

Priority (Choose one): ___Emergency  ___Urgent  ___Routine

Description of Issue:

Take staff through customer service training to improve understanding of new business process – follow Walmart example of associate training

Use a Project Manager approach to manage work – consistent face with the customer; life cycle awareness; coordinate all the “players”

Work on & customers to plan workload for 1 year in advance – Dennis has 131 customers’ goal 3-5 years (match POM)

Survey customers on quality & responsiveness of services – emphasize customer focus in basic business practices

Need an integrated system to manage work at installation regardless of means of execution (in-house or contract) – currently IFS contract management system is cumbersome

In-house staff & (TOC) contract staff interact with the same workload management system to schedule & track work

Use technology to blend DPW & DOL work that use same contract & staff skills, give them simple systems to properly allocate work – train them on the proper use  - will be blended with workload management & estimating system, 1 technician does Real property maintenance/Accountable property (personal)

Mine workload databases to identify the nature of recurring workload – use this information to structure staff reserve contract capacity under JOC

Use multiple mechanisms to perform service work (in-house, teams, temps, JOCs, multi-trade contracts, OMEE, credit card, COE)

Description:  Develop optimum workload

Review workload, combine/consolidate  and reduce unnecessary workload

-Manage workload to cost effective way and achieve customer satisfaction

-Use regionalization/partnering approach

-Implement cost improvements – tools to get a big bang for buck.

Effect on DPW/Higher HQ:  Good management practice/best use of government resources

Recommended solution / Justification:

Assigned To:__________________________

Cm Phone:_____________Fax:_____________Installation:__________MACOM:_________

Assisted by:

Name



Cm Phone
Fax

Installation

MACOM

__________________________________________________________________________

__________________________________________________________________________
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__________________________________________________________________________

__________________________________________________________________________

__________________________________________________________________________
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Future Functions & Operations

Issues/Resolution

(Installation Group – Functions & Operations)

Issue #: I  Facility Maintenance Management – Improvement in Workload Management
Planned Milestones






Completed Milestones
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Resolution:

_________________________________________________________________________
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_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________

_________________________________________________________________________
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Parking Lot

·  Do we have flexibility to provide IS the way we need to

· Tell us critical elements they need captured

· Micro-management

· Guidance of expectations not how to do it

· Need a few focused metrics
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