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Army leaders learn about strategy, improvement and quality at Army Performance Improvement Criteria, Army Communities of Excellence and Strategic Planning Conference
By Bob Britton
Presidio of Monterey Public Affairs Office

MONTEREY, CALIF., April 22, 2005 — Leading change and assessing performance captured the attention of participants in the first Army Performance Improvement Criteria (APIC), Army Communities of Excellence (ACOE) and Strategic Planning Conference held recently at the Presidio of Monterey, Calif.  

Planners from the Installation Management Agency headquarters and the agency’s Southwest Region attended the conference Feb. 27 through March 5.  

Management Standardization 

“The Southwest Region is the first of seven IMA regions to hold one of these conferences,” said Bill Thresher, plans chief for the Southwest Region. “We’re bringing our constituent garrisons together to familiarize them with the Army Performance Improvement Criteria, one way to apply common standards and management to installations”.  
Other regions will host similar conferences later this year.
 

Large and small installations should manage assets using the same basic guidelines for garrison base operation. These management revisions will improve the garrisons, and the Army, and will have a positive impact on the Soldier on the ground, Thresher said. 

“We’re working toward standardizing garrison organizations, funding and developing a common level of support based on Army baseline standards that we haven’t had before,” said Thresher.  

Although installations of different sizes have different missions, all have similar support for base operations.  Some installations support education and training, while others are identified as power projection platforms, preparing Soldiers as war fighters.  Examples of base operations support include Morale, Welfare and Recreation programs and services such as child care centers, building and grounds maintenance, commissaries and post exchanges, and logistics. 
-more-
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“IMA has just entered its second year of managing its own budget, and really its third year of fledgling operations,” said Thresher. “This (standardization) is a process and we are on a journey. We’ve already seen significant improvements in the standardization and equitability of distributing resources and services.”
Strategic Planning’s Role

Thresher pointed out that installations have limited resources, especially in a Global War on Terrorism environment, making garrison commanders’ wise and efficient use of personnel and resources even more important than during peacetime. 
“Now, more than any time in the past 30 years, it’s important that we allocate our limited resources in the appropriate directions right from the beginning, and that we align ourselves to move in the same direction,” said Thresher. “We need a common approach, and a common strategy if we are going to have standard garrisons with standards of performances, paired with an equitable distribution of resources in a common management system.” 

One conference attendee, Col. Don Gentry, garrison commander at White Sands Missile Range, N.M., has experience with strategic planning as a field artillery officer. However, at the APIC, ACOE and Strategic Planning conference, Gentry learned how to apply strategic planning to help his garrison become more efficient. Gentry used this conference to better understand his role overseeing a complex operation of assets.  
White Sands Missile Range is home to National Guard and active-duty Soldiers, Air Force and Navy elements, and a large civilian workforce. This poses a challenge for this new garrison commander used to interfacing primarily with Soldiers.   The garrison commander runs a gamut of jobs that includes supervising and managing at the installation. 
“It’s completely different from anything I’ve ever done in the past,” Gentry said.
“We are just learning about the program (strategic planning) now. Strategic planning for a garrison commander means trying to bring together the needs of the Army, funding realities and how we run our operations to meet the needs of our customers.  We try to meld those issues into long-range plans to improve base operations, to improve quality of life for Soldiers and their families, and to ensure the continuity of the Army’s mission. The challenge is that everything doesn’t always move together at the same time.”
APIC and Strategic Planning
“APIC is the framework we use to deploy an organizational assessment. Strategic planning is a key aspect in that self-assessment process,” said Rosye Faulk, program manager for Army Communities of Excellence. “The IMA strategic planning model is customized for garrisons and installations to support effective financial accounting and continuous improvement initiatives.”  
-more-
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“The APIC, ACOE and Strategic Planning conference series gives us the opportunity to develop knowledge of the criteria for the award program and to develop the skills needed to develop and deploy a strategic plan.  It is also a great opportunity for us to spread uniform messages throughout the Army by including the Army National Guard and Army Reserves as conference participants,” said Faulk. 
APIC is the Army’s version of the Baldrige National Quality Program, administered by the National Institute of Standards and Technology to improve competitiveness, quality and productivity of U.S. organizations.  Conducting an APIC self-assessment is required for all installations that compete for the ACOE award.  Trained examiners use a vigorous validation process of these installation self-assessments to come up with the best-of-the-best Army installations.   
Baldrige National Quality Program
Dr. Mark Blazey, president of Quantum Performance Group Inc. and a national leader in performance assessment instructed the IMA conferees on how to implement APIC requirements.  As a senior examiner for the Baldrige Award and a former judge and examiner trainer, Blazey is  experienced with the Baldrige efficiency improvement process. 

“Malcolm Baldrige was secretary of Commerce under President Ronald Reagan,” said Blazey. “Under Baldrige’s watch the Department of Commerce identified factors that enabled organizations to be truly great.  President Reagan signed the Malcolm Baldrige Quality Award idea into law, honoring Baldrige soon after his death.  The award became an incentive for corporations throughout the United States to improve performance and become more competitive in a world market.  Soon, attention focused on applying Baldrige’s principles to boosting performance levels in other sectors of the economy like education, health care and the government.” 

APIC analyzes organizational strengths and identifies areas for improvement.  Since APIC is a continuous improvement tool, commanders implement improvement actions, then return to the assessment process for re-evaluation.  


The Army has a history of borrowing ideas from the corporate sector and applying them to improving Army management and efficiency.  The processes of getting the most or highest level of performance – that’s the same whether it’s IBM or a Department of Defense operation, Thresher said.  Effective procurement, eliminating waste and building effective leaders are all overlapping themes.  The methods and practices to get to a high level of performance are the same whether running a hospital, a school or an Army. 

“Certainly, we recognize that private industry has standards of excellence we want to achieve. “When it’s appropriate, we try to benchmark against private industry. Where the Army has unique requirements, then we benchmark against ourselves,” said Thresher. 
-more-
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“Everything we do in APIC is subject to review and refinement,” Faulk said. “This IMA APIC, ACOE and Strategic Planning conference is truly a cultural change, and APIC itself is a framework to achieve excellence.  IMA embraces the concept of change in order to be the best.  We only want the best for Soldiers and their families.  APIC is not a program, but how work gets done through a process of assessing, making changes and then reassessing over and over again.”
Army Communities of Excellence Award 

ACOE recognizes installation achievement among installations of all sizes.  As a strategic planning tool, the APIC program helps planning coordination with the ACOE program. The same set of standards applies to every IMA region when recommending and awarding ACOE and monetary awards for winning installations.

“The ACOE award is eligible to all garrisons,” said Faulk. 

“Beyond the recognition of the post’s recognition, ACOE’s first place recipient can  become the Commander-in-Chief Award winner, the president’s recognition for installation excellence among all military services,” said Faulk. 
ACOE winners in first through third places receive a monetary award – often millions of dollars — for the winning garrisons to use to support improvement initiatives that may not be otherwise funded.  Garrison commanders can apply the award funds to any initiative that supports the well being of the Army community at the installation.  

Funding

Like other military services, the Army and its installations are funded through Congressional appropriations approved by the president. 
Funding becomes more complex as the Army makes internal allocations.  

“We just learned that earlier this week, the Army leadership decided that our installations deserved to be funded to the level that our Soldiers and their families expect,” said Gentry. “This includes funding for both base operations and sustainment for installation infrastructure.  That’s really a victory for the Installation Management Agency, because for the first time, somebody at a higher level realizes that our installations are not funded where they needed to be.”
For more information on APIC or ACOE please contact Rosye Faulk at Rosye.Faulk@hqda.army.mil.  For information on IMA’s Strategic Planning model contact Annette Mann at Annette.Mann@us.army.mil or Philip Jessup at Philip.Jessup@hqda.army.mil .
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