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USAG Heidelberg Garrison Goals and Objectives

      Annex 1


Executive Summary

The vision of United States Army Garrison Heidelberg is to be the “Home Away From Home” throughout USAREUR -- a community where Soldiers, Civilians, and their Families choose to come and return to because of excellence in all services the garrison provides.

This strategic plan is a road map to guide us toward the fulfillment of our vision. Our customers are America’s finest. They are members of the best trained and most capable fighting force the world has ever seen.  They are our nation’s first choice for defending the United States and its national interests.  These service members deserve nothing less than first-rate services and support to maintain their quality of life, well-being and mission accomplishment. Therefore, everything we do must be first class and exceed customers’ expectations.

Moving toward the goals and objectives of this strategic plan will complement and enhance the values and work ethic of our diverse and professional workforce. USAG Heidelberg will provide the entire spectrum of Base Operations Support as required by our higher headquarters, the Installation Management Command, and our partnering tenant customers.  We will provide these services to all service members, family members, retirees, civilian employees, and authorized contracted employees of our community in the spirit of our vision.

We will continuously strive to improve our performance and service delivery. Our quest for quality in all we do will be measured regularly against the Army Performance Improvement Criteria (APIC). Our APIC scores, Interactive Customer Evaluation (ICE) comments, and IMCOM Organizational Self-Assessment (OSA) surveys will assist our continuous improvement by allowing us to monitor the needs and demands of our customer base and to fine-tune our service delivery methods.  We will implement Lean Six Sigma as the tool of choice to aid us in improving the quality of everything we do.
The ongoing transformation of our nation’s armed forces has affected Soldiers, Families, Department of Defense’s civilian workforce and the resourcing and structure of base operations support.   USAG Heidelberg will ride the crest of these transformations and guide the community through the journey. Though we will prepare for change by viewing our strategic plan as a living document, our vision will remain constant: We will always strive to be your Home Away From Home.

USAG Heidelberg is committed to accomplishing the goals contained in this plan to achieve our vision while continuing to provide quality service for the quality people of our community.

In addition to the IMCOM objectives of Leadership, Innovation, Agility, and Infrastructure outlined in this document, it is my intent to focus our resources on the following areas as the USAG Heidelberg executes our strategic plan: 

· Force Protection
· Army Community Services

· Child and Youth Services
· Central Processing 

Reading this plan and following its execution should provide ample evidence that the focus points outlined above are reflected in the goals that we have established and in the actions that we will take to achieve these objective.
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Mission Statement of USAG Heidelberg
Delivers Robust, Quality Installation Services to Support Our Warfighters and All Community Members
Mission Functions

· Provide equitable, efficient, and effective management to:

· Support mission readiness and execution

· Enable the well-being of Soldiers, civilians, and Families

· Improve and sustain the infrastructure

· Preserve the environment, and enhance host nation relations and partnership.
IMCOM Garrison Mission Essential Task List (METL)

The USAG Heidelberg METL reflects the BASOPS priorities of IMCOM, and provides solid grounding for the Garrison’s activities.  All of the strategic plan goals that follow are intended to enhance our ability to execute one, or more, of these primary tasks.

USAG Heidelberg METL:

1. Exercise command and control

2. Provide for public safety and security

3. Provide sound stewardship of resources and the environment

4. Provide services/ programs to support training and enable readiness

5. Execute community, MWR and family support programs

6. Maintain and improve installation infrastructure
7. Maintain and support positive Host Nation relations

8. Support deployment, redeployment, and reintegration of tactical units

Vision of USAG Heidelberg
“Home Away From Home” – To be the Most Desired Overseas Military Communities in which to Live, Work, and Play
The vision of Home Away from Home demands that we provide a means for our team to develop respect for all personnel with whom they interact during the workday. As we implement this plan we want all involved to understand why selfless service is an Army value and why we strive toward such service in executing base operations support functions. To foster this sense of respect and pride – and to provide a forum for positive feedback -- we will develop our awards program to honor our team members who exceed expectations.  This plan is committed to giving our workforce the means to increase their personal integrity, which is the guiding force for achieving the Home Away from Home vision. A guiding principle of this strategic plan is that employees must be empowered to make the correct decisions to ensure the delivery Home Away from Home service at all times. 
Values of USAG Heidelberg
T

he guiding principles of the USAG Heidelberg strategic plan are based upon the seven Army Values as adapted by IMCOM:
	Army Values
	IMCOM Values
	USAG Heidelberg Values

	Loyalty

	Selfless Service


	Service

	Duty

	Empowerment

	Unparalleled Dedication

	Respect

	Respect

	People First

	Selfless-Service


	Vision

	Professionalism

	Honor


	Integrity


	Optimism

	Integrity

	Consistency

	Respect

	Personal Courage


	Excellence

	Teamwork


Our ultimate goal is to have a workforce that has internalized these values and is using them to execute daily operations.  We will use this plan to train and mentor our workforce team to create loyalty and exceptional job performance, and to inspire the sense of purpose needed to sustain, support, and defend our Soldiers, Families, civilian and local national employees, and veterans in the USAG Heidelberg community.

Installation Management Command Emphasis

T
ransformation in the Department of Defense toward a new, faster, and more lethal war-fighting doctrine is dictating that revolutionary changes also be effected in base operations support. The Department of the Army has instituted the Installation Management Command to be its proponent for this BASOPS transformation.  

As the culmination of the Transformation of Installation Management Initiative, the Installation Management Command is a field-operating agency of the assistant chief of staff for installation management. IMCOM is headquartered in Arlington, Virginia’s, Crystal City and has seven regions worldwide.  IMCOM encompasses 80,000 employees and has an annual budget of $8 billion.

Effective at the beginning of fiscal year 2004, IMCOM assumed all responsibility for base operations support across the Army.  

Because they will no longer have to be concerned about BASOPS status or funding, the Army’s land-owning major commands can now concentrate completely on their primary mission: preparing for and fighting our nation’s wars.

The future success of the Installation Management Command will lie not only in its ability to ensure that the installations in the Army’s major commands receive the same level of BASOPS support as they did before the this fundamental transformation, but also through its efficient use of separate funding to substantially improve the delivery of this support.
Installation Management Command will focus on four vital Goals in its Strategic Planning:  Leadership, Innovation, Agility, and Infrastructure.
The Case for Business-based Management
T
he Federal Financial Managers Integrity Act, the Office of Management and Budget Circular A-76, and other laws have been enacted to ensure that the federal government operates under established business principles and does not compete with the private sector. This legislation mandates that the Installation Management Command operates under a business-based management system.

This is a radical change from the previous system of executing base operations support on Army installations. The funding and execution of BASOPS support will now be driven by demand and performance and aligned with Common Level of Support. 

Realizing that mastery of the business-based concept is essential to its success, IMCOM has instituted several management concepts:

· IMCOM has pledged to keep its overhead costs as low as possible. Funding is being given directly to the installations instead of being filtered through major commands.  

· IMCOM has published a plan to implement productivity improvement. As part of this plan, the agency has instructed each Army installation to establish a “Plans, Analysis, and Integration Office” to be the focal point for business-based management.

· The Plans, Analysis, and Integration Office will execute the business decisions developed and instituted by IMCOM.
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Religious Support

Public Affairs

Legal

Police/Provost Marshal

Fire Protection and Prevention

Correctional Services

Resource Management

Plans, Analysis and Integration

Installation Management

Installation Support

EEO

EO

IG

Internal Review

Protocol

Safety

Operations and Maintenance

Master Planning

Housing

Environment

Engineering

Security and Intelligence

Transportation

Supply and Services

Maintenance

Lodging

Community Recreation

Child and Youth

Business

Army Community Service

Operations

Communications

Customer Support

Military Personnel Services

Education and Services

Civilian Personnel Services

Alcohol and Drug Control

Contracting

Plans and Operations

Airfield

Surety Operations

Dental

Preventive Medicine

Training

Veterinary Medicine

Medical

Human Resources

Information Management

Morale, Welfare

and Recreation

Logistics

Garrison

Management

Public Works

Emergency

Services

Plans, Training,

Mobilization and Security

Acquisitions

Training and Mobilization*

Health Services*

*Non-BASOPS

2007 ISR Centralized Training


The Metrics of “Performance Management”
T
he Installation Management Command will use Army Management Programs to provide the metrics for evaluating installations’ execution of Base Operations Support funding.

At the installation level the Plans, Analysis, and Integration Office will use the following as externally administered metrics: 
· Performance Measurement Review

· Common Level of Support

· Service-Based Costing

· Activity-Based Costing/Management

· Installation Status Report
· Organizational Self-Assessment
· Army Performance Improvement Criteria 
(and Army Communities of Excellence competition)

Each Army garrison will perform quarterly Performance Measurement Reviews and report the results of these reviews to their respective Installation Management Command region headquarters. IMCOM requires that each garrison identify “Good Ideas and Best Practices” from each Performance Measurement Review to document how the garrison intends to use its resources more efficiently.  Implementation of Lean Six Sigma as the enterprise performance improvement tool will aid in process improvement, cost reduction, and increased efficiency and effectiveness. 

In conjunction with the metrics that will be applied at the installation level, IMCOM will use the system known as Common Level of Support to establish the standard for delivery of installation services, which will not only establish and promote the affordable levels of service based on the Army Baseline Standards, but will also provide definitive guidance to garrisons for the execution of services at the prescribed level of support.

The implementation of these macro- and local-level execution metrics will enhance USAG Heidelberg’s ability to provide customer-oriented Base Operations Support services and bring us closer to our vision of being your Home Away From Home.
The Customer Perspective
T
he demographics of USAG Heidelberg have remained relatively constant in recent years, but will show change as Army transformation affects unit positioning in Europe. The charts and maps below provide an overview of our serviced personnel base, the number of facilities that our customers use and the geographical distances we cover to provide BASOPS support to them.

Our customer base is composed of educated, motivated, and dedicated service members and civilians. These customers bring a varied set of experiences and expectations based upon the delivery of BASOPS support from their previous duty stations. However, regardless of how positive or negative our customers’ previous BASOPS support experiences have been, we strive to give them quality service in the USAG Heidelberg.

USAG Heidelberg Customer Base
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	USAG Heidelberg Demographic Data

	
	

	Active Duty
	3990

	Civilian
	2525

	Retirees
	957

	Family Members
	10900

	Other
	3030

	   Estimated Population Total
	21402


Data drawn from ASIP
USAG Heidelberg Business Goals
I
n April 2006, USAG Heidelberg conducted a comprehensive Organizational Self-Assessment with the Garrison customers, staff principles, and front-line employees.  This assessment produced nearly 400 separate comments addressing all aspects of the Garrison and its working environment. The comments were analyzed and categorized by IMCOM HQ and provided subject matter for the USAG Heidelberg Strategic Planning Workshop conducted 22-23 March 2007. USAG Heidelberg Plans, Analysis, and Integration Office (PAIO) facilitated this planning workshop. Participants in the conference included USAG Heidelberg directors and key staff members.  Further review was conducted during 17-18 September 2007 Commander’s Off-Site.
The outcome of the strategic planning workshop was a set of goals we feel are necessary to achieve the USAG Heidelberg’s vision of Home Away From Home:

Leadership
· Provision of the finest quality workforce to support USAG Heidelberg
· Develop and train leaders, ultimately increasing Leadership/work force retention

Innovation
· Train staff and implement Lean Six Sigma as enterprise tool for process improvement
·  Implementation of Business Change Management

Agility
·  Optimization of efficient communication methods

·  Improvement of overall coordination efforts

·  Development and maintenance of an innovative team spirit

·  Public promotion of overall Strategic Plan

·  Coordination of directorate activities

·  Establishment of planning implementation team
Infrastructure
· Optimization
Customer Service

·  Assessment of customer needs and satisfaction

·  Development of customer service goals and standards

·  Customer service training at all levels and all areas

·  Delivery of quality service
·  Establishment of feedback system for customer service

Quality of life/ well-being

· Enhancement of community well-being and support services

Assumptions and Risks 
Assumptions

T

he development and implementation of this strategic plan is based upon the following assumptions related to the USAG Heidelberg:

· Army Transformation will affect United States Army Europe and Seventh Army force structure and geographic footprint within the execution timelines of this plan. 
· Army installations deal directly with Headquarters, Installation Management Command as well as with the European Region on policy and guidance issues related to base operations support functions.  

· Headquarters, Installation Management Command, will continue with standardization and automation initiatives – such as the incorporation of Army Baseline Standards and Common Level of Support into metrics used to develop funding and the development and use of IMCOM-Online to monitor funding execution.

· Installation productivity and efficiency will be measured and evaluated by IMCOM on a regular basis. Army installations will have to adopt enterprise leveraged continuous improvement methods.  Lean Six Sigma will be the corporate tool for process improvement.
· 2007 has been mandated as the Year of Manpower. Based upon the results of this total review, installation manpower structure will be reconfigured and/or reengineered to make more efficient use of available resources.  
· In the coming fiscal years, installation manpower funding will not be completely based upon authorizations on the Tables of Distribution and Allowances.

· Installations will have to develop and maintain an Installation Design Guide. Installation Master Planning Boards will project and plan for all facilities renovation, construction design guidance, common level of support alignment, and validated data collection.

· Within IMCOM, the privatization and outsourcing of current BASOPS support functions will increase. 

· The five-year OCONUS employment limitation will remain in effect for the U.S. appropriated fund workforce, along with decreased funding lines, and adjusted manpower structure, may decrease available workforce.
· USAG Heidelberg’s present demographic makeup and geographic footprint will fluctuate due to Army Transformation throughout the execution years of this strategic plan. 

· Funding will remain constrained and expectedly decrease – throughout the planning years

Risks

T

he major risk inherent in the strategic plan lies in USAG Heidelberg not using all of the available means of communication and coordination with IMCOM and with our customers when validating these assumptions and transforming them into the implementation of the goals, objectives, and related tasks enumerated later in this document. Without the complete internalization of the USAG Heidelberg’s Home Away From Home vision by the entire workforce, we run the risk of having our personnel not understand the purpose of this plan and the importance of its correct implementation.
Army/IMCOM Strategy Map Alignment

IMCOM’s philosophy for strategic planning is that the IMCOM Strategy Map align directly with the Army Strategy Map, thus Garrison-level Strategy Maps, or Strategic Plans, will align directly with the IMCOM Strategy Map.  Garrisons will develop Action Plans incorporating Objective, Objective Definition, Objective Performance Measures, Performance Targets, and Initiatives to achieve each Objective.

[image: image7.emf]1. Exercise command and control

2. Provide for public safety and security

3. Provide sound stewardship of 

resources and the environment

4. Provide services/ programs to 

support training and enable readiness

5. Execute community, MWR and family 

support programs

6. Maintain and improve installation 

infrastructure

IMCOM Garrison METL

Support Mission Readiness

and Execution

Support Mission Readiness

and Execution

Provide Communities

of Choice

Provide Communities

of Choice

Army Mission:  

To Provide Necessary Forces and Capabilities to the Combatant

Commanders in Support of the National Security and Defense Strategies

Army

Overarching

Interrelated

Strategies

IMCOM Core

Competencies

IMCOM

Overarching

Interrelated

Strategies

Strategic

Operational

Tactical

Sustain an All-Volunteer 

Force Composed of Highly 

Competent Soldiers that 

are Provided an Equally 

High Quality of Life

Provide the Infrastructure 

and Support to Enable the 

Force to Fulfill its Strategic 

Roles and Missions

Provide Relevant and 

Ready Landpower for the 

21

st

Century Security 

Environment

Train and Equip Soldiers 

to Serve as Warriors and 

Grow Adaptive Leaders

IMCOM Mission: 

Provide installations that enable Soldier and Family 

readiness, and provide a quality of life that matches the quality of service they 

provide the Nation

Develop & retain the best 

leaders and most 

professional workforce to 

accomplish Army goals 

and objectives

Build and sustain state of 

the art infrastructure to 

support readiness and 

mission execution and 

enhance the wellbeing of 

the Military community

Be a streamlined, agile 

organization that is 

customer-focused and 

results-driven in support of 

current and future missions

Optimize resources and 

employ innovative means 

to provide premier 

facilities and quality 

services


IMCOM Strategy Map
IMCOM Strategy Map depicting Ways, Ends, and Means to accomplish overarching, interrelated Strategies, or Goals.  The Ways identify the Objectives designed to accomplish the Ends.  The Means required to accomplish the Mission and fulfill the Strategy, are Installation Transformation and Secure Financial Resources.

[image: image8.emf]6OF 16

181300R Jul 07

Philip Jessup/IMPL-Q/(703) 602-3337/philip.jessup@hqda.army.mil

Develop & retain the best 

leaders and most 

professional workforce to 

accomplish Army goals 

and objectives

Be a streamlined, agile 

organization that is 

customer-focused and 

results-driven in support of 

current and future missions

Optimize resources and 

employ innovative means 

to provide premier 

facilities and quality 

services

Build and sustain state of 

the art infrastructure to 

support readiness and 

mission execution and 

enhance the wellbeing of 

the Military community

Acquire, develop and

retain leaders

Further develop the

organizational culture

Acquire, develop and

retain a diverse workforce

Develop strategic

business partnerships

Deploy fact-based 

decision making

Align resources with

strategic priorities

Seek and apply 

internal/external

best practices

Continuously streamline

& standardize processes

Institutionalize

knowledge 

management

Streamline organization

structures & clarify roles

Build relationships of 

trust and confidence

Demonstrate

environmental 

stewardship

Outsource facilities and

services when

economical

Plan and design 

installations for Army

Transformation

Develop installations

through technology

Proactively address 

future risks and

opportunities

Installation Transformation

IMCOM Mission: Provide Installations that enable Soldier and Family readiness, and

Provide a quality of life that matches the quality of service they provide the Nation

Secure Financial Resources

MEANS

WAYS

ENDS

MEANS

WAYS

ENDS

Support Mission Readiness and Execution

(Anticipate and Deliver Necessary Facilities and Services 

to the Satisfaction of Commanders)

Support Mission Readiness and Execution

(Anticipate and Deliver Necessary Facilities and Services 

to the Satisfaction of Commanders)

Provide Communities of Choice

(Anticipate and Deliver Necessary Facilities

And Services to the Satisfaction of Customers)

Provide Communities of Choice

(Anticipate and Deliver Necessary Facilities

And Services to the Satisfaction of Customers)

IMCOM Strategy Map (Internal Strategy)

IMCOM Vision: Provide the best Installations in the world that support an Army at war while transforming; 

support the Army sustainability strategy; and provide professional development, career opportunities, and well-being 

for the IMCOM/ACSIM workforce
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