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Preface:  Organizational Profile

P.1 Organizational Description

The Arizona Army National Guard (AZ ARNG) is a responsive organization ready to take on the challenges of the future.  The AZ ARNG is comprised of combat, combat support, and combat service support units that are organized under the Army table of organization and equipment.  Our soldiers are trained in accordance with Department of Defense policies and Army standards.    

The Arizona National Guard is a division of the Arizona Department of Emergency & Military Affairs (AZ-DEMA), and is comprised of the Air National Guard, the Army National Guard and Emergency Management. The AZ ARNG has a three part mission: Federal, State, and Community.  In our federal mission we provide combat ready units to support the national military strategy. In our State mission we provide military support to civil authorities for the protection of life and property.  We also preserve peace, order, public safety and health when directed by state or federal authority. We add value to the future of Arizona and to its communities by providing programs such as Project Challenge, Youth Academy, and volunteer projects for its youth (Figure P.1)
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P.1.a (1) Organizational Environment

Missions

Mission
Requirement
Product & Service
Delivery

Federal
War-fighting


Ready Units 


Mobilizations




Innovative Readiness   Training (IRT)
Equipment
Training of other States Engr Units


Western Army Aviation Training Site (WAATS)
Aviation Training and

Attack pilot training
Training site and ranges, Avn simulators


Soldier support
ID Cards, DEERS, retirement counseling, education
Soldier support center

State
Emergency response
Individuals/Units/Equipment
State Active Duty in support of Governor


Counter Drug Program
Drug reduction training and support to Law Enforcement
Anti- drug environment




Facilities
Classrooms, billeting, distance learning, training sites
Maintained facilities, realistic

training environment 


Camp Navajo
Storage

Training Site and ranges
Facilities/warehousing

Trained soldiers 



Local
Events
Individuals/Units /Equipment


Trained soldiers and maintained equipment


Project Challenge
Education/training
Youth training program


Honor Guard & Ceremonies
Personnel and Facilities
Trained Honor Guard, bugler, flag



Figure  P1

P.1a(2)  Mission, vision, and values

MISSION:  To train and deploy military forces capable of supporting National and State missions for the protection of life and property, preservation of peace, and maintenance of order and public safety.

VISION:  To be in the top ten of all states and territories as measured by the Managed Level Resource (MLR) and Order of Readiness List (ORL), and to create an organizational environment where a soldier can belong, grow, and prosper while meeting the challenges of the future by growing to 5,000 Army Guardsmen by the year 2007.

VALUES:

· Loyalty 

(  Duty

· Respect


(  Honor

· Selfless- Service 
(  Integrity

· Personal Courage
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Figure P.2  Employee Base

P.1 a (3)  Employee profile.  
The AZ ARNG has a statewide presence of over 4,300 military and civilian personnel serving in 48 units in six major commands in 22 communities.  Our employee base is outlined in figures P.2 and in Category 5. 

P.1 a (4)  Equipment and facilities.
The AZ ARNG has armories and training areas across the state to support training and provide a quick response when called on in the time of need.

Locations of Armories/ Major Facilities and Training Sites
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Workforce

Assigned

Demographics

Percentage
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378

Female

13.4

Warrant Officers

156

Male

86.6

Enlisted

3460

Minorities

Education

Percentage

Attending H.S.

4

Full Time Unit Spt

Assigned

High School Grad

59

AGR

350

Some College

24

Technician

482

Bachelors

10

State of Arizona

333

Masters or higher

3

28.2
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Figure P.3  Unit locations

Figure P.3  Unit Locations

AZ ARNG Facilities

Facilities
Quantity

Buildings


Number
284

Square Footage
 1,134,966

Training Assets


Training Rooms
 52

Armories
 29

Airfields
 6

Maintenance Bays
 83

Training Ranges
17

Housing Units 


Barracks Spaces/beds
 688




Grounds


Total Acres
58,643

Figure P. 4  Facilities

AZ ARNG’s major equipment includes:


Type
Quantity 

AVN
OH-58  Helicopters
27


AH-64A Attack Helicopters
21


AH-64D Helicopters
8


UH-60A Helicopters
9

FA
M198 Towed Howitzers
18


M109 SP Howitzers
18

SPT
M915 Tractors 
61


7,500 gal. Tankers
56


PLS Trailers
53


HEMTT Tankers
11

ENGR
Dump Trucks
21


Road Graders/ Earth Movers
12


Bull dozers
8


Drilling Rig
1


Asphalt Layer/ Rock Crusher
1

Figure P.5 Major Equipment

The AZ ARNG has four major training facilities.  All of these sites can support training for the individual soldiers, and two sites can accommodate battalion-sized units.
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Papago Park Military Reservation (PPMR) in Phoenix is the location of Headquarters State Area Command (HQ-STARC).  This 1,532-acre site has individual weapons firing ranges, a land navigation course, and a rappel training area. A newly constructed 95,000 square foot Combined Surface Maintenance Support (CSMS) was completed in 2001 and provides a state-of-the-art maintenance facility.

Silverbell Army Heliport is home of the Western Army Aviation Training Site (WAATS), an Army Airfield Support Facility (AASF), and the 1/285th Aviation Battalion. It is located in the south central part of the state and is in close proximity to the aviation gunnery ranges.  Silverbell is one of three Aviation Field Operating Activities in the U. S. The facility has a 44,422 square foot Combat Mission Simulator that includes full motion flight simulators for the AH-64 (Apache) and the AH-1 (Cobra). An AH-64D (Longbow) simulator is due to arrive in June of 2003.  

Florence Training Site in Florence is 26,000 acres of low Sonoran desert.  The site has a full impact artillery range, as well as automated small arms and crew served weapon ranges.

Camp Navajo Training Area located in Bellemont

 in Northern Arizona is a 600-person Training

 Complex covering 28,428 acres/ 44 square miles. A

 battalion-size training area covers 17,000 acres with

 a 45-lane small arms weapons range, and five 200-

person bivouac sites. It is also a commodity storage

 site to include Trident and Minuteman Rocket

 Motors.  

The AZ ARNG seeks to remain current with technological advances. Video teleconferencing provides communication within the state and with the National Guard Bureau. Five Distance Learning Centers (DLC) have been developed to provide MOS training and other educational requirements. This technology is also available to share with local universities and colleges. 

P.1 a (5)  Regulatory environment
 

The National Guard is unique in that it is both a federal and a state entity.  As such, the AZ ARNG complies with a complex series of federal, state and local statutes, ordinances and regulations.  Compliance with the various environmental regulations has proven very challenging.

P.1 b(1) Key customer groups

Figure P.6 Key Customer Groups

P.1.b(2) Suppliers and dealers 

The Department of the Army provides an annual budget, personnel manning and equipment authorizations.  The National Guard Bureau (NGB) is our most important supplier; however, we receive services from other military agencies throughout the nation.

Figure P.7 Supplier Relationships

The AZ ARNGhas two-way communication with the suppliers by meeting with them in person, by electronic/ e-mail, by phone conversations and in written correspondence. 

P.2 Organizational Challenges

P.2 a. Competitive Environment

P.2 a. (1)  Competitive position.
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Figure 3.1 Customer Groups and Services

The AZ ARNG competes with the civilian job market, the Active Army, and other Reserve component organizations for potential recruits. Our soldiers are solicited on a regular basis by our competitors. Attracting and retaining quality individuals, with and without military service, is one 

of our biggest challenges.  Our ranking with other National Guard states on the NGB national State Performance Indicators Reporting System (SPIRS) report and the Order of Readiness List (ORL) is contained in 7. 1.

P.2 a. (2) Success related to competitors 

The principle factor that determines our success is 

individual and unit readiness. Reports that are an 

indication of our readiness are: 

· Unit Status Reports (Figure 7.4.1)

· Authorize & Assigned Strength (Figure 7.4.8)

· Retention of personnel  (Figure 7.3.5)

· Order of readiness list (ORL) (Figure 7.4.9)

· NOVAL pay (Figure 7.4.7)

· Equipment Readiness (Figure 7.4.3)

These factors are considered in developing our

strategic plan and in identifying the critical areas of 

our organization.  Figure 7.1.3 shows our national

ranking with our competitors.

P.2 b.  Strategic Challenges 

Human Resource -  One of our strategic goals is to grow to 5,000 soldiers by 30 Sep 2007.  We have been authorized an increase of 388 positions since 2000 (figure 7.1.1).  Arizona is the second fastest growing state in the union.  However, a significant number of the people moving to Arizona are in their retirement years.  A recent report from the Arizona school system also revealed a 22% high school drop out rate, which further reduces our recruiting population.   Arizona also has one of the lowest unemployment rates in the nation.  These factors combined with stiff competition from the active duty forces and other reserve components makes recruiting and retention one of our biggest challenges.

OPTEMPO – Since 9/11, the AZ ARNG has been tasked with new missions and customers.  During FY 2002, we have performed a total of 92,147 soldier mandays providing military support to civil authorities (Figure 7.1.4).  The increase in OPTEMPO is having an impact on the soldiers, families, and their employers.  Arizona has a 372 mile international border with Mexico and the potential for the AZ ARNG to receive additional homeland security missions is high. 

P.2 c.  Performance Improvement System

The AZ ARNG continues to improve the internal and external review systems that measure processes and moves us closer to the strategic goals and objectives.  The Army Executive Council (AEC), Readiness Review Boards (RRB), Process Action Teams (PAT), and the Soldier’s Survey provide the feedback to the leadership to aid in making sound decisions.  We continue to benchmark processes and streamline procedures utilizing current technology and techniques from other and/or similar organizations to improve in how we listen, learn, and share information. 

The AZ ARNG also uses a process which provides Management Controls, defined as the rules, procedures, techniques and devices employed by managers to ensure that what should occur in their daily operations does occur on a continuing basis.  Management Controls are the internal review and analysis of processes selected annually by NGB.    Management Controls include such things as the organizational structure, formal defined procedures, checks and balances, recurring reports and management reviews, supervisory monitoring, physical devices and a broad array of measures used by managers to provide reasonable assurances that their subordinates are performing as intended.

The Command Inspection Program provides commanders an assessment of their units overall readiness.  Incoming commanders receive a Command Inspection from their next higher headquarters within 180 days of assumption of command.  Upon completion of this initial inspection, the commander will have an objective assessment of his units.  Each unit, from brigade to company, will know their unit’s strengths and weaknesses in relation to HQ STARC’s goals, standards, and priorities.  The results of these inspections will allow commanders to refine their own goals and priorities to increase the unit’s readiness.  Commanders will also receive a periodic inspection, which once again provides the commander an assessment of how the unit is performing against established standards. 
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1.0 Leadership

1.1 Organizational Leadership
The senior leader of the Arizona Army National Guard (AZ ARNG) is The Adjutant General (TAG), Major General David P. Rataczak.  The TAG is appointed by the Governor and is the Director of the Department of Emergency and Military Affairs, which includes the Army National Guard.

1.1a  Senior Leadership Direction

1.1a(1)  Based on the TAGs vision and guidance, the Army Executive Council (AEC) develops the Strategic Plan for the AZ ARNG.

The AEC uses the organization’s missions, vision, command philosophy, and values to develop strategic goals, objectives, action plans and performance expectations.  The AEC is chaired by the Assistant Adjutant General - Army (AAG -Army) and includes:

Members of the AZ ARNG AEC

AAG


HRO

Chief OF Staff
USPFO

DCSPER

CDR,385TH AV  REG

DCSOPS 

CDR,98THTroopCMD

DCSLOG 

CDR, 153RD FA BDE

DCSIM 

CDR, Camp Navajo

FMO 


CDR, WAATS

DCSRM 

State CSM

DCSAVS

DIR, Strategic Plans

Figure 1.1  

The AEC meets quarterly to review the strategic goals, objectives and action plans to ensure that they lead to obtaining the organizational goals.  Organizational metrics are reviewed and benchmarked with our competitors.

The strategic goals become the driving force and the focal point for the organization.  Objectives and action plans are developed to make improvement in the key areas that lead to obtaining our goals.

The Strategic goals are: 

· Readiness

· Quality of Life

· Force Generation
All employees are expected to make a contribution toward obtaining the strategic goals.  Subordinate commanders are required to list readiness, recruiting and quality of life goals on their Officer Efficiency Report (OER) support forms and are held accountable for achieving them.  The focus provided by the strategic plan provides a direction and purpose for the organization so that every employee can make a contribution to obtaining these goals.  Figure 2.5 contains our strategic goals, objectives, timelines for accomplishment, and performance measures.

The mission, vision and organizational goals are communicated throughout the organization by use of the AZ ARNG Web site, kiosks in each armory, Senior Leader and directorate visits to units, leadership conferences, quarterly employee meetings, staff meetings and posters displayed in organization buildings. Additional information is made available to organization members through our newsletter, The Heliograph.

Figure 3.1 identifies our customer groups and markets.  The AZ ARNG has been very successful in creating new markets for our products and services as described below and in Category 7.1b. 

1.1a(2) Create an environment for empowerment. 

The senior leadership feels it is imperative to provide a culture for empowerment where soldiers/employees can feel comfortable offering ideas for improvement.  Members of the organization are encouraged to seek out and attend training to gain the necessary skills to develop and contribute ideas.  Soldiers/Employees have made suggestions and have seen them implemented, which creates a positive environment.

The best way for the AZ ARNG to remain competitive is to encourage the development of our employees.  Everyone is encouraged to continue their education through internal and external training.  Senior leaders have worked with the State legislators to develop the tuition reimbursement program.  This program is designed to help off-set the cost of higher education by providing up to $2,400 per year in tuition reimbursement at any  accredited post-secondary institution, to include trade schools (Figure 7.3.7).

Innovative thinking by employees has lead to a number of successful expansions into new markets.  One idea resulted in converting an Active Duty Base Realignment and Closure (BRAC) installation into a National Guard facility that now generates over eight million dollars in operating funds annually (Figure 7.2.3).  This same creative thinking allowed us to take advantage of the changing world situation by hosting the Republic of Singapore Air Force (RSAF) AH-64D Apache helicopter training.  This relationship with the RSAF will continue for a minimum of 20 years with an estimated six million dollars a year impact on the local economy (Paragraph 7.1.b).  

Our awards program (Figure 7.3.5) seeks to identify and recognize individuals and groups who distinguish themselves by providing outstanding service.  The significant increase in the number of awards being given to our employees is an indication that our supervisors are taking the time to recognize their employees.

1.1b Organizational Performance Review

1.1b(1) 
 Senior Leaders utilize our list of customers and the product and services we provide to develop short- and long-term performance measures for the organization (Figure 3.1). In recent years, The National Guard Bureau (NGB) has developed the Order of Readiness List (ORL) and the State Performance Indicators Reporting System (SPIRS) reports which provide national rankings on key processes.  Reports that provide comparison information include:

· NGB Order of Readiness (ORL) (Figure 7.1.3. & 7.4.9)

· NGB State Performance Indicator Reports (SPIRS) (Figure 7.1.2).

· Unit Status Report (USR) (Figures 7.4.1 through 7.4.5)

· DMOSQ ranking (Figure 7.1.5)

· Like unit Comparison 

The AZ ARNG views the National Guard in other states as our primary competitor for resources. These reports assist in providing feedback on our progress and national ranking, while allowing us to benchmark with our competitors.  These measurements are closely monitored to allow priorities and resources to be adjusted to ensure we remain competitive (Figure 2.1). 

There are other performance review processes in place at the unit level.  These include evaluations like the Training Assessment Model (TAM) for annual training evaluations, Command Logistics  Review Team – Expanded (CLRT-X) for logistical assessments, FORSCOM Aviation Resource Management Survey (ARMS), physical security  and various other inspections.  An annual soldiers survey allows us to monitor how we are doing in meeting our soldier’s expectations.

A list of key processes, strategic goals, and performance measures is shown in Figure 1.2.
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Figure 1.2  Organizational performance measurements

1.1b(2)   Priorities for improvement.

The senior leadership continuously reviews our internal processes to evaluate “Where Are We Now?” in relationship to “Where Do We Want To Be”?(Figure 2.1) The AEC meets quarterly to review the progress of the strategic plan objectives and action plans.  Process Action Teams (PAT) are formed and chartered by the AEC to research solutions to issues that indicate a need for improvement.  The Readiness Review Board (RRB) identifies shortcomings in readiness and the Program Budget Advisory Committee (PBAC) adjusts funding resources to address these issues.  Personal visits by the senior leadership, chaplain, Inspector General (IG), and State CSM, together with the results from the annual soldier survey, provide needed information to the senior leadership on the state of the organization.  These visits and surveys provide valuable information from the bottom to the top and allows the leadership to redirect or reprioritize resources based on changing mission requirements within the state or at the national level.  Once the priorities are established, they are communicated in writing and by conferences throughout the command structure and organization. Senior leader visits, staff meetings, surveys, conferences, and the AEC encourage the open exchange of ideas to promote innovative thinking.

Organization performance measurements are posted by the Director of Strategic Plans and Policy (DSPP) on the website and on status boards posted on the HQ STARC drill floor. The DSPP briefs performance measurements at the AEC and at the semi-annual Senior Commanders Conference.

1.1b(3) Leadership effectiveness.

Senior leaders make frequent visits to the field.  These visits encourage open dialog and innovative thinking; and have allowed the senior leaders to receive honest feedback from subordinates.  Anonymous surveys by soldiers and officers have also provided open and honest feedback about the organizational command climate.  We also utilize the IG number and type of allegations (unsatisfied soldiers) to help determine the effectiveness of the organization leadership.   IG results show a 10% reduction in allegations from FY 2000 to FY 2001 and another estimated reduction in FY 2002(Figure 7.3.6 )

The annual soldier survey was initiated in 1998. Each year, the soldier survey is distributed to the Command Sergeants Major of each command for completion and return to the DSPP.  Results are tabulated for each major command and for a state total.  The state totals are briefed at the Mid-winter Senior Commands Conference.  Each command is provided with a summary of their soldiers’ responses for each question.  Results are closely reviewed to determine trends within the state or within a command.

1.2 Public Responsibility and Citizenship

With over 4,300 employees, the AZ ARNG is a major employer in Arizona.  Our 29 armories, in 22 different communities, provide for a significant economic impact on the communities and the state.  In FY 2002 the federal portion of our budget was 120.2 million dollars, which was distributed throughout the state. As an organization, we participated in the Combined Federal Campaign (CFC), a food drive, hosted the blood mobile, collected clothes for local schools, sponsored youth camps, participated in the adopt-a-highway program, conducted drug demand reduction programs (Figure 7.4.12), and participated in numerous other community support functions.  We also made our facilities available for many different functions in support of community and state programs.

The AZ ARNG is a good citizen by providing a rapid response to emergency situations within the state.  So far in FY 2002, we have provided 92,147 man-days in support of the citizens of Arizona and the Nation (7.1.4).

1.2a(1) Impact on the society. 
Assessing the impact of our actions on our communities, state and society is closely staffed. Each action that could possibly have an impact on our neighbors has environmental, legal, and command reviews before being implemented.  All local and state laws and regulations are reviewed to ensure that our desired action is in compliance. The command does a risk assessment to ensure that all facets of the project have been reviewed before the AZ ARNG pursues the project/action. 

Public opinion is assessed by conducting town hall meetings, boss lifts for employers, newspaper announcements, and visits with local officials and residents.  Public affairs inquiries also provides feedback from the communities.

1.2a(2)  Public concerns with future products and services. 

As citizen soldiers we have a vested interest in being role models for public stewardship. We anticipate the public’s needs by being in constant communication with our Local, State and Federal partners and counterparts. As an example, the Environmental Quality Control Committee (EQCC) ensures we  comply with all local, state, and federal environmental requirements. They meet quarterly to interact with the Arizona Department of Environmental Quality, AZ Game and Fish, Federal EPA, and National Forest officials. The use of networking to anticipate problems resulted in no violations, and improved relations with our regulatory agencies. Our Environmental Department and our Training Site Support Branch are charged with the mission to ensure that we maintain proper balance between land use and environmental carrying capacity. These two branches meet with the EQCC to ensure that we meet our environmental stewardship and training goals. 

1.2a(3)  Ensuring ethical business practices.  

The AZ ARNG places special emphasis on ensuring that we are above reproach in our dealings with public funding. Major Activity Directors, Program Managers and Target Managers are all expected to attend the NGB budget course and the fiscal law course.  Approval to expend funds is authorized in writing by the United States Property and Fiscal Office (USP&FO).  The State Comptroller and the PBAC closely monitor the proper expenditure of funds.  Accounts are reconciled each quarter by the USP&FO to ensure that expenditures match obligation plans. The main agencies charged with ensuring compliance with federal, state and local requirements within the department are the Internal Review branch within the USP&FO, the State Auditor, the IG, 5th Army Advisor, and the Staff Judge Advocate General (SJAG). These agencies are responsible for validating our business practices to ensure our compliance. 

In 2001, the AZ ARNG hosted the NGB Fiscal Law Course; 50 of our managers attended this course.

1.2b  Support of Key Communities.  

One of our strategic goals is to grow to 5,000 soldiers by 30 Sep 2007 (Figure 2.1).  Our stationing committee does a study for each community that either currently has a unit/detachment or has the potential to receive a unit/detachment.  These studies are conducted to determine which communities could support what type of unit.  Most of the population within the state is located in Phoenix, Tucson and Flagstaff.  These population centers also hold the majority of our force structure. 

We are working with several communities to develop armories that have the community center approach. These cost-sharing projects are mutually beneficial and provide multi-use facilities.  These facilities also keep the Guard visible within these communities.

The AZ ARNG encourages our soldiers/employees and units to become involved with their communities. We are especially committed to the youth of the state. Several programs like Project ChalleNGe, Pappas School for homeless children, and the Wilson school district target specific youth groups.  Our drug demand reduction team hosted the Freedom Academy for 310 youths. We also sponsored an annual youth camp for 100 family members of Guardsmen.  This year, our employees raised over $8,000 to help reduce the cost per child to attend this camp. In addition, the AZ ARNG conducted a Medical Innovative Readiness Training (IRT) program in Tucson, AZ; 1683 immunizations were given and 1700 physicals were conducted for underprivileged children.

2.0 Strategic Planning  

The strategic planning process (Figure 2.1) is used by the Arizona Army National Guard (AZ ARNG) to establish goals, objectives and action plans that focus the organization on obtaining short-and long- term goals.    

The Chief of Staff has lead the way in training the Deputy Chiefs of Staff, directors, Brigade and Battalion Administrative and Training Officers, and staff officers at several levels in the strategic planning and the Army Performance Improvement 

Criteria (APIC) processes.  

2.1 Strategy Development

2.1a Strategy Development Process

2.1a(1)  The AZ ARNG considers strategic planning as a continuous process.  We have modified our strategic plan on three different occasions since 1994 as our situation and mission changed. While the process appears to be linear it is, in fact, a continuous cycle.  The process focuses on a three-five year strategic planning time.

                     Step 1
                               Step 2
       Step 3
            Step 4                   Step 5                 
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Figure 2.1 Strategic Planning Process
Step One  Members of the Army Executive Council (AEC) (Figure 1.2 ) have the primary responsibility to assess our strengths, weaknesses, opportunities and threats (SWOT) for the organization.  Baseline metrics have been developed for each key process to determine “Where are we now”.  This assessment is conducted throughout the year and is reviewed at each AEC meeting and at the semi-annual Senior Commanders Conferences.  

Step Two  “Where we want to be” is obtained by reviewing the organizational mission and vision statements to ensure they reflect reality.  The SWOT conducted in step 1 and current metrics are reviewed to ensure that the mission and vision provide the road map to success.

Step three  “How will we get there” is determined by establishing the strategic goals and objectives.  Changes to the existing plan are staffed by the AEC and recommendations made to the Assistant Adjutant General – Army (AAG-A).

Step four  Detailed action plans identify “who must do what” and a timeframe for completion of each task.  Progress on action plans is reviewed by the AEC.  Process Action Teams (PAT) can be appointed for issues that require additional research  before an action plan can be identified.

Step five  Metrics are developed to measure each 

key area.  Metrics are reviewed and individuals and teams are held accountable for their plan; results are appropriately recognized.

The Strategic Planning Cycle, the key event, key individuals involved and how data and information are distributed is explained in Figure 2.2.

When Occurs
Strategic Planning Cycle
Event
Who Attends

Annually
SWOT Analysis
Sr. Cmd & Staff Conference

AEC


· AAG

· Chief of Staff

· Deputy Chief’s of Staff

· MACOM Cdrs

Annually
ID Priority Issues
Yearly Training Guidance
· AAG

· Chief of Staff

· Deputy Chief’s of Staff

· MACOM Cdr.’s/ AO’s

· Special Staff



Soldier Survey


Quarterly

Readiness Review Boards (RRB’s)




AEC Mtgs.


Weekly

AO Mtgs.




Staff Mtgs.


Annually
Plan
AEC
· AAG

· Chief of Staff

· Deputy Chief’s of Staff

· MACOM Cdrs






Quarterly









Quarterly
Resource Plan
PBAC Level I
· Chief of Staff

· Deputy Chief’s of Staff

· MACOM AO’s

· Special Staff



PBAC Level II


Annually
Implement Plan
Soldier Survey




Mgt Controls


Annually
Evaluate Feedback
YTB Briefs
· Chief of Staff

· Deputy Chief’s of Staff

· MACOM AO’s

· Special Staff



ACOE Submission


Quarterly

RRB’s




AO Mtgs.


Monthly

IDT AAR’s


Annually


Review/ Adjust Plan
AEC
· AAG

· Chief of Staff

· Deputy Chief’s of Staff

· MACOM AO’s

· Special Staff

Figure 2.2

Key Factors/ Event Matrix


Cdr & Staff Conferences
RRB’s
PBAC’s
YTB’s
Surveys
QRB/SRB

Boards 
AEC Mtgs.
Round Table  AO Mtgs.

1. Customer needs
X
X
X
X

X
X
X

2. Competitive Environment
X
X

X
X
X
X
X

3. Technology other key changes
X


X
X

X
X

4. Internal Strengths & Weaknesses
X
X
X
X
X
X
X
X

5. Suppliers Strengths & Weaknesses

X

X

X
X
X

6. Financial
X
X
X
X

X
X
X

7. Societal
X

X
X
X
X

X

8. Risks
X
X
X
X
X
X
X


Figure 2.3 

We ensure that the planning process addresses key factors that influence the organization.  These factors are determined from the external and internal environments in which we operate.  We address these factors in figure 2.3.

2.1 b.
Strategic Objectives

2.1b (1) The three strategic goals for the AZ ARNG are:

· Goal 1:  Unit readiness as measured by the Unit Status Report (USR) is a priority of the AZ ARNG.

· Goal 2:  The AZ ARNG develops the quality of life for soldiers, families, and communities to improve retention, attendance, and community support.

· Goal 3:  The AZ ARNG is committed to increasing force structure authorizations to 5,000 Guardsmen by 30 September 2007.

These goals are overlapping and are focused on

ensuring that we have ready units, take care of our

soldiers, and grow in force structure. (Figure 2.4)

The strategic objectives are covered in figure 2.5.  

The AZ ARNG strategic plan is designed to cover 

a 3-5 year period.  We have updated our plan on 

three different occasions since 1996 as the

situation and missions have changed.  Our long-

range plan which projects out to the year 2025 is

updated as needed or every 5 years.  It considers

factors such as: demographics, changing missions

(homeland security), OPTEMPO, force structure,

how the army is changing, environmental issues,

political and public attitudes towards the military,

and technological advances.  The long range plan

is updated annually and is briefed at the mid-

winter Senior Commanders Conference. 
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Figure  2.4

Strategic Objectives

Strategic Objective
Timeline
Measure of Success

Goal 1- Unit Readiness



Objective 1.  By 1 Oct 2002, prioritize the FY budget based on unit MLR level
2004

2005

2006

2006
85% of units meet MLR Standard 

90% of units meet MLR Standard 

95% of unit meet MLR Standard

100% of units meet MLR Standard 

Objective 2. By 1 Oct 2002, establish unit readiness targets for each MTOE Company/Det based on their MLR ranking.
2004

2005

2006

2007
85% of units meet MLR Standard 

90% of units meet MLR Standard 

95% of unit meet MLR Standard

100% of units meet MLR Standard

Objective 3. Identify units not meeting readiness targets and take corrective action.


2004

2005

2006

2007


85% of units meet MLR Standard 

90% of units meet MLR Standard 

95% of unit meet MLR Standard

100% of units meet MLR Standard



Objective 4.  By 1 Oct 07, 100% of all MTOE units with the AZ ARNG achieve MLR based USR targets, loss rate is stabilized at 15% or less.
2003

2004

2005


21% or less attrition rate

18% or less attrition rate

15% or less attrition rate



Goal 2- Quality of Life



Objective 1.  Improve the average loss rate to 82% by 30 Sep 04.
2003

2004
21% or less attrition rate

18% or less attrition rate

Objective 2.  Improve the average drill attendance rate to 82% by 30 Sep 05.
2003

2004

2005
78% drill attendance

80% drill attendance

82% drill attendance

Objective 3.  Improve the number of units reporting community activities within the Annual Governors Report to 90% of reportable units by 30 Sep 06.
2003

2004

2005

2006
60% units report community activities

70% units report community activities

80% units report community activities

90% units report community activities

Goal 3- Force Generation



Objective 1.  To increase state strength to 5,000 Guardsmen by 30 Sep 07
2004

2005

2006

2007
Authorized Strength:  4425 

Authorized Strength:  4616

Authorized strength:  4807

Authorized strength:  5,000

Objective 2.  Be authorized additional Force Structure by improving our standing on the NGB Order of Readiness (ORL) list.


2003

2004

2005

2007


Rank not less than 16 on the ORL

Rank not less than 13 on the ORL

Rank not less than 10 on the ORL

Authorized strength:  5,000



Objective 3.  Develop a marketing plan to gain 575 additional force structure positions from NGB.


Semi-Annually
Authorized strength:  5,000

Objective 4:  Continue to review, validate, and submit a Force Structure “Wish List” at least annually.


Semi-Annually


Figure 2.5

2.1b(2)  Addressing the Challenges.

· Human Resources:  Recruiting and retention are  critical factors for  us to remain competitive and grow to 5,000 soldiers by 30 Sep 2007.  Arizona is currently the second fastest growing state in the union.  However, a significant portion of the population moving to AZ is of retirement age.  Another key factor in recruiting quality soldiers is that the AZ school system has a 22 percent drop-out rate which further reduces the available recruiting population.  This combined with one of the lowest unemployment rates in the nation makes the competition for soldiers very keen.  We are continually improving our loss rate as depicted in Figure 7.3.5.

· OPTEMO:  Since 9/11, the AZ ARNG has been tasked with new missions and customers.  During 2002, we performed a total of  92,147 soldier mandays providing military support to civil authorities (MSCA) and  homeland security missions(Figure7.1.4).  These missions were in addition to the normally scheduled training.   

2.2  Strategy Deployment

2.2a.  Action Plan Development and Deployment
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2.2a(1)  Action Plans are developed as part of step 4, Implementation, of the Strategic Planning Process (Figure 2.1).  Goal champions, assisted by the Director, Strategic Plans & Policies, recommend action plans to the AEC.  Approved action plans are developed in a format of:  What needs to be done?; Who is responsible?; And When will it be completed?  The goal champion briefs the AEC on the progress of each action plan at the quarterly meetings.

The AEC can appoint PAT teams to research issues that require additional resources.  Resources, which include time, personnel, or funding are allocated through the AEC or the Program Budget Advisory Committee (PBAC) process. These resources are tracked and become part of the action plan briefing.

2.2a(2)  Key short-and longer-term action plans.  Each objective (Figure 2.5) has actions plans identified that lead to meeting the objective.  Action plans are changed, added, or dropped, as necessary, to ensure they directly contribute to achieving our goals and objectives.  The AEC considers the Strategic Plan a living document. It changes or modifies the goals, objectives and action plans as required.  The AEC recently changed one of the Strategic Goals to be Quality of Life.  This goal focuses attention on the recruitment, readiness, and the retention of our soldiers which is so critical to the organization reaching our other strategic goals.

2.2a(3)  Human resource plans.

Our human resource plan (Figure 5.1) directly relates to achieving our strategic goals.  The results for each portion of our human resource plan listed in Figure 5.1 is contained in Category 7.

2.2a(4)  Key performance measures and tracking. 

Each objective has multiple action plans and each action plan has a series of performance measurements associated with it.  These measures are determined by the goal sponsor to be the items with the greatest impact on the goal or objective. Goal sponsors brief the AEC on the progress of each action plan at the AEC.  Action plans can be added, changed, deleted or modified, as necessary, to obtain the strategic objectives and goals. An example of the linkage between the action plan 

and obtaining the objective is shown in Figure 2.6.

Figure 2-6  Sample Performance Linkage

This strong linkage and the continuous process review ensures that measurements are aligned with the organizational direction and that key areas and stakeholders are included as appropriate.

2.2b.  Performance Projection   Since 9/11, the role of the AZ ARNG is evolving at both the Federal and State levels.  As the evolution continues, several things seem clear.  First, military support to civil authorities will take on greater importance.  Secondly, the homeland security mission needs to be better defined.  Third, increased missions will have an impact on our soldiers, their families and employers.

To ensure we can meet these challenges, the leadership of the AZ ARNG continues to evaluate the impact the increased OPTEMPO has had on the force (Figure 7.1.4) 

Competitor Comparison – The AZ ARNG competes with the National Guard organization from other states for force structure, full-time manning [both Active Guard and Reserve (AGR) and technician], equipment and financial resources.  Our strategic plan identifies those issues that make us competitive at the National Level.  Our Strategic goals focus our efforts toward not only having ready forces, but also growing our force structure to 5,000 soldiers by 30 Sep 2007.  Additional force 

structure will enable the AZ ARNG to add more jobs, both M-Day and full-time, and to receive increased federal funding for facilities and equipment; all of which will result in a positive economic impact for the State of AZ. 

The National Guard Bureau (NGB) publishes two documents that rank states nationally.  The Order of Readiness List (ORL) measures: assigned and available strength adjusted for NOVAL pay, and DMOSQ.  The ORL is used by NGB to determine which states have the potential to  support additional force structure.   The State Performance Indicator Reporting System (SPIRS) evaluates 32 different areas of performance.  Both reports are published quarterly.   Figure 2.7 shows the AZ ARNG in the national ranking for the ORL and the SPIRS compared to our competitors in the Southwestern United States.
The SPIRS report and the ORL have been available for several years.  They provide an excellent comparison and benchmarking tool for states to track their success and status in many different areas.

NGB ORL and SPIRS Report, 2ND QTR FY02

                    National Rankings

STATE
ORL RANKING
SPIRS

 RANKING

ARIZONA  ARNG
20
8

CALIFORNIA ARNG
36
22

NEVADA  ARNG
21
4

NEW MEXICO ARNG
52
52

TEXAS  ARNG
38
21

                                             Figure 2.7 Performance Comparison with Competitors

3.0  Customer Focus
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3.1  Customer and Market Knowledge

3.1a(1)  Customer Groups and Markets.

The Arizona Army National Guard (AZ ARNG) has many customer types. Customers are defined as any person, company, or organization outside the AZ ARNG that receives our products or services.  Major customer groupings and mission-related customer segments are shown in Figure 3.1.  Based on Title 10 of the US Code, the AZ ARNG is assigned linkages with active component entities by U.S. Army FORSCOM.  State statues define our state and community mission. Our ultimate customers are the citizens of the state and nation who are directly and indirectly affected by the products and services we provide.
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3.1a(2)  Customers of competitors and potential customers

One of our strategic goals is to grow to 5,000 soldiers by 30 Sep 2007.  In order to accomplish this goal, we must: first, maintain our current customers by improving our readiness and providing quality products;  second, seek new markets for our services and products.  The AZ ARNG has developed new markets and partnerships with foreign nations (7.1b), other federal agencies and homeland security missions (Figure 7.1.4).

3.1a(2)(3)  Key requirements and their respective importance

Figure 3.2  Customer Feedback

Continuous dialogue with our customers allows us to adapt our products and services to better meet their current and future needs.  The feedback (Figure3.2) we receive through the ongoing communication with our customers, together with  inspections and evaluations, provide us with the needed information to improve and create new business opportunities.

3.2  Customer Relationships and Satisfaction  

3.2a(1)  Building Customer relationships

The AZ ARNG has built and maintained a solid customer base by delivering a quality product on time.  We have accomplished this by clearly defining the needs of the customer through meetings, agreements, conferences, and by conducting in-progress reviews (IPR).  Project officers are assigned to ensure continuity of effort and to establish a single point of contact for our customers. 

An example of building customer relationships is the recent agreement between the Republic of Singapore and the AZ ARNG.  The initial agreement is for a three-year commitment valued at 25 million dollars (7.1b).  

As in any business, it is the employees who have direct contact with the customer.  Building an external customer base and keeping your customer satisfied can only be accomplished if  you have a satisfied work force.  In the 2001 soldiers survey, 97% of soldiers responding said, “I am proud to be a member of the AZ ARNG and serve my country.”(Figure 7.3.1 - 7.3.4) 

3.2a(2) Determine key customer contact requirements

During the initial meetings with our customers, the expectations and timelines are clearly defined.  Keeping an open dialogue during the process and conducting in-progress reviews, AARs, etc., ensures that the project remains on schedule.  Customer feedback is solicited at each step of the process. 

In the initial agreement, those responsible for projects also discuss methods of dissemination of information prior to the start of the operation.  These are adjusted as needed during the delivery period to ensure that those who need to know about the program changes are kept informed. 

3.2a(3)  Complaint Management

Customers can voice a complaint to any member of the organization.  An “open door” policy exists at all levels of the command encouraging all customers to address unresolved issues or provide comments.  Figure 3.3 outlines the process a complaint goes through until resolution is reached.  This process ensures prompt and effective problem resolution.
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Figure 4.6

For complainants who would rather not address their issue to or through the command, the Office of the Inspector General (IG) is an option.  If the issue is considered an equal opportunity issue, the Equal Opportunity (EO) office can become involved.  Normally, the IG and EO will handle 

complaints informally to expedite resolution.  However, in those cases where formal inquiry is necessary, processes have been developed to insure timely and thorough processing of the action.

Figure 3-4 displays the process where the IG identifies and resolves customer complaints.
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Figure 3-4  IG Complaint Process

3.2a(4)  Customer business needs and direction

The Active Army provides an Inspector General (IG) and a Senior Army Advisor who provide guidance on current procedures and  insight into future needs and direction of the Active Army.  Frequent visits to NGB and our other customers provide insight into changing missions and requirements.  AZ ARNG personnel are encouraged to apply for and participate in tours of duty with NGB. Participation in these tour opportunities provides for career progression and gives the individual, and thus, the home state, insight into NGB requirements.

Within the State, HQ STARC is co-located with the Department of Emergency Management.  The Director of Emergency Management and The Adjutant General both maintain offices in the same wing of the state headquarters’ building.  This close interaction reinforces communications between the AZ ARNG and one of our largest customers.

Additionally, the AZ ARNG, the State and Maricopa County maintain their Emergency Operation Centers on the Papago Park Military Reservation.  Close proximity to our largest customers during an emergency response allows us to be an active participant in disasters, joint training and exercises. 

3.2b  Customer Satisfaction Determination

The AZ ARNG uses several methods to determine customer satisfaction and dissatisfaction.  Primary techniques are In Progress Reviews (IPRs), After Action Reviews (AARs), customer surveys and personal visits and contacts made by the senior leadership.  At the project officer level, customer feedback is used, freqently on a daily basis, to adjust programs, products and services.

The listening and learning process depicted in Figure 3.5 is the primary way in which the AZ ARNG ensures that the commitments and timelines are being met. 

Customer
Contacts
Listening/Learning Strategies

Federal
FORSCOM

DA

War Trace HQ’s

Political Leaders

Forest Service

Bureau of Indian Affairs
Monthly Staff visits to NGB

Daily contact with NGB and Fifth Army

Attendance at NGB/DA Conferences

Employer Support to Guard and Reserve Program

State
Governor

State Legislature

County Sheriffs

Emergency Mgmt.
TAG and AAG-A contact with Governor and Legislators

Participation in Legislative committee hearings

Participation in emergency response meetings,

Conferences and exercises

Military and civic leader meetings

Community
Mayors

City Councils

Police Chiefs

Community Leaders

School Officials

Sodiers/Employees
TAG and AAG-A community visits

Attend city Council meetings

Attend town hall meetings

Contact with high schools/colleges

Employer Support to Guard and Reserve Program

Figure 3.5  Listening and learning Strategy
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3.2b(1)  How we measure customer satisfaction.

The AZ ARNG measures customer satisfaction through a variety of formal and informal feedback mechanisms.  Our federal level customers complete formal reports that rank the state against other states and territories.  At the state and local level, a combination of formal and informal feedback is utilized to measure satisfaction.  Figure 3.6 depicts how customer satisfaction is determined.

Customer
Feedback
Metric
Results

Federal
SPIRS

Training

ORL

Log Status Indicators
Various

School Quota usage

Personnel Readiness

MLR
Figure 7.1.2

Figure 7.3.9

Figure 7.1.3 & 7.4.9

Figure 7.4.1 – 7.4.5

State
Counter-drug Missions

Governor’s Feedback

News Releases
Number of Counter-Drug Seizures

Military Support of Civil Authority
Figure 7.4.12

Figure 7.1.4

Community
Youth Programs
Number of Community Service Hours
Figure 7.4.13

Soldier/Employees
IG/EEO Complaints

Soldier Surveys

Retention Rate

End Strength

Drill Attendance

NOVAL Pay

Military Awards

Tuition Reimbursement
Number of Complaints

Survey Comparison data

Loss Rates

Strength

Soldiers Attending Drill

Soldiers on NOVAL List

Awards Presented

Dollars Reimbursed
Figure 7.3.6

Figure 7.3.1 – 7.3.4

Figure 7.3.5

Figure 7.4.8

Figure 7.4.6

Figure 7.4.7

Figure 7.3.8

Figure 7.3.7
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Soldier support center accessible from outside main gate (ID 

cards, education office, family support program)

Emergency Relief 

Fund

Available for short-term loans or grants to soldiers in need

Growth in position

Lower employee turn-over

Grievance System

Ability to “air” problems

Independent investigative office, ear of the Agency head (TAG)

Confidential process

Investigative authority

Mediated results

Alternative Dispute 

Resolution (ADR)

Lower keyed process – resolution at lowest possible level

Awareness & better relationships

Opportunity for seminars

Varied morale, welfare, & recreation (MWR) – low cost

Space available (space-A) travel

Rebate of partial revenue to support programs

Increased convenience & dedicated staff

Figure 5.5 Employee services and benefits

Military Facilities

Travel Office

Career Counseling

Inspector General

Equal Employment 

Office

Cultural Diversity 

Council

Health Fair

Fitness Rooms

Flex-time schedule

Military MWR facilities

Health

Quality of 

Life

Job 

Satisfaction

Leisure

3.2b(2)  Follow-up with customers

The approach used to follow-up with customers depends on the source of the issue.  Deputy Chiefs of Staff and projects officers contact their respective counterparts on a regular basis to ensure that established goals are being met.  Each quarter the Army Executive Council (AEC) is briefed on the established metrics and special projects to ensure that performance levels are being obtained. 
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3.2b(3)  Customer satisfaction relative to competitors

The quarterly NGB SPIRS report and the ORL have provided an excellent tool for allowing the AZ ARNG to benchmark with like organizations.  SPIRS includes comparisons on thirty-two different areas and provides an overall state rating and a ranking by each major area within the AZ ARNG.  The ORL (Figure 7.1.3) measures personnel readiness and is used to determine which states have the potential to support additional force structure.  

Comparative information is used in a variety of ways.  First, we analyze SPIRS and the ORL data to determine benchmarks related to our products and services as well as our success factors.  The AEC uses this information to track our progress on meeting our strategic goals, objectives and action plans.  The AEC and the PBAC adjust resources, as necessary, to obtain targets.

3.2b(4)  Keeping approaches to satisfaction determination current.  

The national ranking of the NGB SPIRS and ORL have provided the entire National Guard with a common set of measurements and allows states to compare themselves with other states.  The key to any ranking system is to have all the participants input accurate data in a timely manner.  We continue to scrub our input to ensure that it is accurate.  Information pertaining to specialized operations are obtained through channels appropriate to the product or service.  

4.0 Information and Analysis

The review of information and analysis of the Arizona Army National Guard is performed in relation to its strategic plan.  From this strategic plan, several key business drivers and goals establish the common direction of the organization.  The three strategic goals are: Readiness, Quality of Life, and Force Generation.  This review will be critiqued as it supports these three goals, and the various forums used to analyze the strategic goal progress. 

4.1 Measurements and Analysis of Organizational Performance

4.1a Performance Measurement

4.1a(1) Data and information is gathered

throughout the Arizona Army National Guard’s

local area networks.   This data provides support 

to organizational decision-making based on the

relevance to the Strategic Plan.  The Strategic

Plan goals are Force Generation, Unit Readiness,

and Quality of Life.  From each of these goals,

data and information is gathered through

leadership forums.  These forums are from lower

elements, such as company and battalion size

elements, to strategic level forums like the Army

Executive Council.  Senior members of the

Arizona Army National Guard, including the Assistant Adjutant General Army, Chief of Staff for the Arizona Army National Guard and other members, chair these forums.  The forums are scheduled throughout the year either by monthly, quarterly or annual briefings.  They provide the required and implied information to the senior leadership in order to make informative decisions and apply changes on the direction of the Arizona Army National Guard.  The data collected is in the form of percentages, hard numbers and additional information in respect to performance-based comments.  Figure 4.1 Measurement and Analysis, highlights the forums and at which level they are conducted, to support the overall goals.  The forums then lead to the selection of measures and indicators for daily activities.

Daily operations are tracked and integrated based on their direct effect to influence the achievement of the three goals of the strategic plan.  Force Generation is affected by Arizona’s standing on the Order of Readiness List (ORL), which is published quarterly by NGB.  Unit Readiness is affected by Unit Status Reports (USR) submitted monthly by units through their major commands to state.  The Major Commands meet with the Deputy Chief of Staff for Operations and track USR data for trends.  From there, the USR measurement is managed by each unit’s Managed Level of Resources (MLR).  Through the integration processes the ORL and USR ensures the personnel database indicators are current and correct by ensuring personnel coded in an active status actually performed the duty and were paid.  By the daily review and update of personnel status for strength, availability, duty military occupational specialty qualification (DMOSQ) within our personnel system (SIDPERS), and by ensuring personnel in an active status are performing, the Arizona Army National Guard will move toward success in ORL standings.  


The Quality of Life goal was developed during the last revision of the Strategic Plan.  This goal was developed based upon the realization that we could not obtain our readiness or force generation goal without having a satisfied workforce.  The annual soldier survey became one of the documents used to develop step 1 (Where are we now) of our strategic plan (Figure 2.1).  The soldier survey data is supported by the percentage of monthly drill attendance, NOVAL and our retention rate.  The soldiers survey is compared to other years responses and contains a MACOM and state summary.  The soldiers survey is posted on the DSPP website and is available to all members of the AZ ARNG to view.

Integration and tracking takes shape in the form of reviews through either NGB or the STARC.  Reviews of the SIDPERS data and USR data and soldier payments are examples.  Monthly NOVAL reports are generated by NGB for states, showing personnel who are coded in an active status but are not being paid.  The NGB NOVAL initial goal was for states to have fewer than 3.5% of their soldiers coded in a NOVAL status.  NGB revised this goal to be fewer than 2% of their soldiers coded in a NOVAL status on 1 October 2001(Figure 7.4.7)  NGB reviews SIDPERS and USR data submitted by states and creates a report called the Order of Readiness List (ORL), which ranks states by Strength, Availability, and DMOSQ standings adjusted by personnel in a NOVAL status.  The state ranked ORL(Figure 7.4.9) is used by NGB to determine quality candidates for new or redistributed force structure.  USR standings are used to determine which state units are quality candidates for any required mobilizations or deployments.

Measurement and Analysis

Forum
Frequency
Review Process
Source or Data
Comparison

NGB





Force allocation or deployment
As required
ORL standing

USR standing
States USR reports

States NOVAL status
Other States

Total Guard Analysis
Quarterly
ORL standing
Various State reports
Other States

STARC





AEC
Quarterly
Strategic Goal Status
ORL, Goal Sponsors
Strategic Goals

Senior Commander Conference
Semi-Annual
Status of ORL and Strategic Goals
ORL, Goal status
Other commands

TAG meetings
As required
Community partnering
ChalleNGe, JCNTF
Governor Plan, Goals

Town meetings
As required
Community centers
Various
Governor’s Report

Readiness Review Board
Quarterly
Pre-RRB Information
SIDPERS, Unit USRs
Standards, other Units

Engineer Board
Quarterly
Community support
Community requests
Completion rates

PBAC
Quarterly
Resource readiness issues
SABERS, BPEA
Readiness, Financed missions

AAG Senior Cdr Meetings
Quarterly
Strength, Attrition, NOVAL
SIDPERS, NOVAL
Standards

Roundtable
Monthly
Current status
SPIRS/ORL
Other States

Yearly Training Briefs
Annual
Unit tasks to Unit resources
MLR, USR, MTP’s for unit
MTP standards for unit

DIRECTORATE





DCSOPS Pre-RRB
Monthly
Unit and Staff review data
SIDPERS, Unit USR’s
Standards, other Units

DCSPER Meetings
Twice per month
Unit and DCSPER Staff review Strength, NOVAL, Attrition, DMOSQ data
SIDPERS, NOVAL
Standard

MACOMS





SMET
Monthly
Strength, Attrition, NOVAL
SIDPERS, NOVAL
Standard

Staff Meetings
Monthly
Training, Personnel, Logistics
Training Schedules
Subordinate Units

DMOSQ Review
Monthly
Review for Pre-RRB
SIDPERS
Unit data

Figure 4-1

STARC reviews SIDPERS data, USR data, soldier attrition data, and unit NOVAL data.  These reviews occur in forums hosted by the STARC leadership.  The forums include quarterly Readiness Review Boards (RRB), quarterly Army Executive Councils (AEC), semi-annual meetings with Senior Commanders and STARC Staff, quarterly meetings between the Assistant Adjutant General (AAG) and senior commanders, quarterly Program and Budget Advisory Committee (PBAC) meetings, and Annual Reports to the Governor.  The RRB hosted by the AAG reviews USR standings and actively manages and tracks issues preventing units from achieving goals.  The AEC hosted by the AAG reviews ORL standings and actively manages and tracks status and achievement of the Strategic Goals.  Semi-annual meetings between senior commanders and STARC staff hosted by the AAG monitor command involvement in achieving Strategic Plan goals and other current issues.  Quarterly meetings between the AAG and senior commanders review senior command performance.  Quarterly PBAC meetings review the progress of the financial plan, review new requirements affecting readiness, and then allocates resources to improve readiness.  In addition, Annual Reports to the Governor summarize the status of the AZ ARNG and present Community Partnership activities promoting community knowledge and support of the Guard.

     STARC Directorates review SIDPERS data, soldier attrition data, NOVAL status, USR status, and ORL status.  DCSPER conducts meetings twice per month with commands to monitor and initiate corrective actions on strength, NOVAL, attrition, DMOSQ, and medical readiness issues.  DCSOPS monthly RRB meetings review monthly USR’s and resolve issues affecting units training, personnel, and logistics status.  

4.1 a (2)  Measurements and indicators are selected to support and assist in the alignment of the strategic goals to the strategic plan.  Unit Readiness indicators, for example, are based on comparison of the ORL and USR data by individual unit.  These measurements and indicators are selected through the forums that the senior leadership sees as important to support the strategic goals, and how the National Guard Bureau compares the AZ ARNG to other States.  As the selection is made, the tracking of the measurements are then established through the use of goal sponsors and tasks for subordinate units.  Measurements are aligned through the forums described in Figure 4-1.  Each topic of interest, such as the Unit Status Report, has a standard; and its information is tracked monthly through forums such as pre-readiness review boards or other methods like staff calls at the Major Commands.  Each organization takes their portion of the data and reviews its integrity to the goal or standard.  Force Generation indicators are the same as the Unit Readiness personnel indicators. Measurements are selected and aligned on the basis of the actual activity that is to be measured, supporting the goals from the strategic plan.  These measurements are based on the criteria established by the minimum standard for each unit from regulatory applications and the ORL and SPIRS reports.  Measurements are then tracked on a monthly to quarterly basis to ensure that they are aligned with organizational performance. The annual soldiers survey is used to measure those objectives within our Quality of Life goal.

4.1 a (3) Key comparative data is reflected through reports to the state such as SPIRS, and ORL.  Information for these reports is driven by the data from each state as it is input into enterprise systems such as SIDPERS and SABERS.  Members of the staff then review data before conducting the forums for the ATAG.  The data throughout the process is reviewed for consistency and validity against the standard or benchmark.  The SPIRS is a series of 32 indicators for each state and how each state compares with other states.  The SPIRS report and the ORL are directly related to our strategic goals and are used to provide benchmarks against our competitors. (Figure 7. 1.3)

4.1 a (4)  The performance measurement system is kept current with business needs by making performance information available on the Intranet.  For example, the current Status of Strength report,  maintained by DCSPER, which presents monthly strength, attrition, and NOVAL performance by unit, is visible to anyone with a valid user account.  Another example is the information banner on the Intranet, which presents the latest monthly summary strength and NOVAL status, and the ORL standing with the trend from the previous report.  The performance measurement system is kept current with business directions by adapting to the changes in the Strategic Plan goals.  The key elements of information for the current three goals are; strength, availability, DMOSQ, NOVAL, readiness indicators, and quality of life.  The performance measurements contained in the  SPIRS and the ORL are briefed each quarter to the AEC and semi-annually  to the Senior Commanders  by the Director, Strategic Plans and Policies (DSPP).  

4.1 b Performance Analysis

4.1 b  (1) Analysis performed to support our senior leaders’ organizational performance reviews is conducted at several recurring meetings.  Monthly Pre-RRB’s are conducted by Deputy Chief of Staff Operations (DCSOPS) with units to review monthly Unit Status Report information and identify issues preventing higher readiness standings.  Monthly RRB’s follow the Pre-RRB’s, which are chaired by the Chief of Staff to resolve Pre-RRB issues between the commands and the staff.  Quarterly RRB’s with the AAG focus on solutions to previously identified readiness issues.  The DCSPER conducts meetings with units twice per month to analyze strength, availability, DMOSQ, and NOVAL issues.  The AAG then reviews the performance in these key measurements at the quarterly AEC, the semi-annual Senior Commander Conference, and the quarterly meetings with the Senior Commanders, and the Yearly Training Briefs.  Other analysis is completed during PBAC and the AEC regarding financial requirements to support readiness issues and alignments of the goals with resources.   The Strategic Plan, however, is analyzed at the Army Executive Council, which is conducted quarterly.  Through this process, the goal sponsors brief the executive council on the current status goal achievement.  From there the executive council will provide guidance and resources to either continue the process or re-align the activity.   

4.1 b (2) 
Results of organizational-level analysis are communicated to functional level groups and units through a variety of means.  Issues preventing improved readiness are communicated at the Pre-RRB’s, the monthly RRB’s, and the quarterly RRB’s.  Issues preventing higher standings in strength, availability, DMOSQ, and NOVAL are communicated at the DCSPER meetings.  Standings in strength, attrition, and NOVAL are communicated on the Intranet.  Summary standings for strength, NOVAL, DMOSQ, SPIRS, and ORL standings are communicated on the information banner on the Intranet.  Quality of Life measurements are communicated at Quarterly Employee Meetings,  at the semi-annual Senior Commanders Conference, and at the AEC.  The organizational  measurements (Figure 1.3)  are posted on the DSPP website and are posted on a bulletin board on the HQ STARC drill floor.

4.1 b (3) 
The alignment of information, as it relates organizational-level analysis results with key business results, is conducted at various senior leadership forums, but primarily at the Readiness Review Board, the Army Executive Council and at the PBAC.  The RRB aligns command and staff analysis to improve the results of unit readiness.  The AEC aligns organizational analysis into strategic goals.  The PBAC aligns organizational analysis into improving readiness by allocation of resources.  Results of organizational-level analysis is aligned with strategic objectives at the AEC using ORL and SPIRS results, RRB results, and results from community partnerships in the form of new community centers.   Goal sponsors align organizational-level analysis results with action plans.  These action plans then drive the organization to the common goal by reviewing the results from analysis of ORL data, RRB data, and Town Meetings.  These action plan tasks can develop into specific training or allocation of resources such as time and funds to correct or improve the performance measurements.  By making key measurements and other information available, throughout the enterprise on the Intranet, allows visibility to units and employees to see what is important and how we compare to desired results (Category 7).  This knowledge, at the lowest levels, allows our personnel to help in developing innovative ways to improve key performance measurements.  

4.2 Information Management

4.2 a Data Availability and Quality

4.2 a (1)   Data and information is made accessible to users by various means.  Our Intranet is the primary source being used  to make information more readily available, and Wide Area Networks are being used to make personnel information available to units by transferring their portion of the database to the units location. Readiness data is electronically mailed to key staff and displayed on the Intranet banner.  Current strength and NOVAL status are also displayed on the Intranet banner.  Current financial status and detailed reports are available on the Intranet, as are daily payroll reject reports.  SIDPERS data is transferred to each unit and then accessed using the UPS system, providing units with daily personnel information.  Payroll completion reports are sent to units as payrolls are completed by DFAS. Financial status information is made available on the Intranet allowing anyone to see the status of accounts, and allowing anyone to query the detailed status of any account.  Detailed analysis of Status of Strength is posted monthly on the Intranet comparing status versus goals for each unit in the AZ ARNG and their individual status for NOVAL.  See Figure 4-2 Intranet Access and Content.
.

Figure 4-2 Intranet Access and Content
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4.2 a (2) 
Data integrity, reliability, accuracy, timeliness, security and confidentiality are ensured through a variety of means.  SIDPERS personnel information entry is controlled by edits and supporting documentation for each entry to ensure data integrity and reliability.  SIDPERS is revised daily and creates unit files for their review daily, thereby assuring timeliness.  Units need approved access to the daily SIDPERS files to conduct file transfers to their local systems to assure security and confidentiality.  Units use the UPS system to facilitate the transfer of these read-only files for their local analysis to assure accuracy of changes previously submitted.  SIDPERS is the fundamental system that tracks Strength, Availability, and DMOSQ that are key measurements of the Strategic Plan and Unit Readiness.  SIDPERS is a NGB driven system with upgrades fed from NGB to the State to be applied by the database administrator.   SABERS accounting information is controlled by the USPFO Accountant, who authorizes access and the various automated linkages from our Contracting, Finance, Orders, Reservation, and Logistics systems to assure data integrity.  The Accountant also approves data entry of the manual transactions.  SABERS information is revised daily for timeliness, with revised read-only information made available on the Intranet for review and query by anyone. Security and confidentiality are maintained by read- only access to the data, and allowing only authorized users to access the Intranet.  The distribution and utilization of funds are tracked though SABERS with quarterly reconciliation with fund managers to ensure accuracy.  Activities effecting Strength, Availability, DMOSQ and unit readiness are financed based on unit priorities, and to achieve Strategic Goals.  The majority of the systems that are established as key business or enterprise 

systems are maintained and operated at the State 

level but upgrades and guidance is driven from NGB to ensure reliability and security.     See Figure 4-3 Information Flow.
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Figure 4-3 Information Flow.

4.2 a (3) 
Data and information availability mechanisms are kept current with business needs by adapting to change.  To improve the method of competing contracts with vendors, contract solicitations are now made available on the Internet site.  This process improves contracting timeliness and makes solicitations available to more potential vendors.  Soldiers need better access to personnel processes, training guidance, policies and publications, and other information.  To adapt to this need, mechanisms were developed to make the needed information available on the Intranet, and secure access was made available to soldiers through virtual private network connections.  
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Figure 4.4 Internet Access and Content

Since most employees of the AZ ARNG are soldiers, job vacancies are now made available on 

the Internet along with other personnel and benefit information.  Since many soldiers transfer into the AZ ARNG from active duty or other states, unit vacancy information is also made available on the Internet site.  Information about the AZ ARNG, types of units available, and methods to contact recruiting personnel are made available on the Internet site for citizens looking to be soldiers. To inform the public, communities, and legislators about what the AZ ARNG does for Arizona, several items of information are  available on the Internet to promote community awareness and support. 
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Data and information availability mechanisms are kept current with business direction by adapting to the changing needs.  To promote awareness of the goals of the Strategic Plan, key elements of information are made available in selected areas to achieve the business direction goals (SeeFigure 4.5).  Currently, Force Generation, Unit

Readiness, and Quality of Life are the key business drivers.  The key elements of information are; Strength, Availability, DMOSQ, NOVAL, ORL standing, and Quality of Life.  Key elements of information are discussed in several forums designed to promote continual improvement.  To promote awareness of our standings toward achieving our Strategic Goal, the Intranet site now displays on a banner located at the top of all pages, information displaying Strength, NOVAL, SPIRS, DMOSQ, and ORL standings along with the effective date of the information and the current trend.  

4.2 b (1)  Hardware and software quality is maintained through lifecycle programs, standardization, and adapting to customer feedback.  The PBAC is financing the lifecycle replacement of computer workstations to try to keep the average system age less than 5 years.  Computer systems were replaced at the armory level this year with 5- year on-site maintenance agreements.  When users experience problems, they call a single point of contact for customer support that arranges for contract maintenance or local support to resolve the issue.  Customers can initiate an automated trouble ticket on our Intranet site, or call customer support by telephone.  Software is standardized on all computer workstations, and is industry standard software for which training is readily available.  Computer based training for computer office 
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automation software is also made available on the Intranet.  Enterprise level systems are on NGB lifecycle maintained platforms with contractor maintenance and NGB contracted software systems.  Our Enterprise level systems have proven to be very reliable.

Hardware is made reliable by replacing most systems within 5 years, and by maintaining contract maintenance and customer support activities to resolve hardware problems.  Hardware is made user friendly by maintaining common system types and having local system administrator’s work with users to resolve local issues.  Users can call customer support for any computer or telephone issue that needs to be resolved.  Software is made reliable by using industry standard office automation software.  Software versions and updates are tracked remotely using network management software.  Software is made user friendly by using standard office automation software with computer based training available on the Intranet and third-party training available locally.  Other software, provided by NGB for unit level orders, personnel, logistics, and training activities, is trained and supported by the staff proponent.  User feedback is provided on each system and is closely analyzed to make improvements to the systems to make them more user friendly (figure 4.6).

Hardware and software systems are kept current with business needs and directions in a variety of ways.  Larger circuits were installed within the past year to provide units increased bandwidth and reliability for network, Internet, and electronic mail operations.  These larger circuits are also direct circuits instead of concentrated circuits to provide greater reliability.   These circuits also allow additional software at the unit level to facilitate distributed payroll processing, order issuing, and personnel information processing.  This increased bandwidth also allows for better access to the intranet where key information is presented relevant to Strategic Goals.  Units can see the banner of current Strength, NOVAL, and ORL standings.   The unit level computer workstations, which were also replaced, are capable of running additional and more demanding software.  This includes UPS to allow units to see their portion of the SIDPERS database, which is revised daily, and software to allow units to process payroll for their soldiers.  

These are key elements to allow a unit to pay soldiers quickly, which helps retention, and to see soldier’s status in SIDPERS, which helps minimize soldiers in NOVAL status.

The AZ ARNG utilizes commercial, off-the-shelf network management software to monitor the network and various systems for continuous reliability.  Future hardware and software purchases are based on system monitoring results to resolve data flows, capacity requirements and security vulnerabilities.

5.0 Human Resource Focus

The leadership of the AZ ARNG recognized that in order to accomplish our strategic goals of readiness and to grow to 5,000 soldiers by 30 Sep 2007, we would have to stabilize our workforce.  After 9/11, the AZ ARNG reviewed our strategic plan and changed one of our goals to be Quality of Life.  This goal now reads -- The AZ ARNG develops the quality of Life for soldiers, families and communities to improve retention, attendance, and community support (Figure 2.1).  Maintaining a quality and stable workforce leads directly to accomplishing our readiness and force generation goals.

5.1a.(1)  Organize and manage workforce 

The DA tables of organization allocate our military organizational structure.  However, the type of units that the AZ ARNG places on its “Wish List” of desired additional force structure is based on a workforce analysis (Figure 5.1).  Workforce analysis involves both the available labor pool and the present workforce matched with current and future force structure.   

Figure 5.1 Workforce analysis

All new employees attend an orientation program conducted by the HRO.  This program covers information regarding pay, benefits, sick leave, retirement and other key job related information.  All necessary forms such as the selection of health coverage and Thrift Savings Plan options are completed during the orientation.   

Supervisors follow a four-step performance review process for our employees.  

Step 1 – Analysis: Supervisors sit down with current and new employees to review position descriptions. For our AGR force, this is completed with the annual OER support form and the NCOER process.  Once this process is completed, it is used for both informal and formal performance reviews. The supervisor reviews department and organizational goals and objectives and ensures that the employee objectives lead to accomplishment of the organizational goals.

Step 2 – Agreement:   The supervisor and the employee jointly agree on the training requirements and performance objectives for next rating period.

Step 3 – Review:  During the course of the year, the supervisor provides both informal and formal feedback to the employee.

Step 4 – Evaluation:  At least annually, all employees receive a formal evaluation of their performance.  This formal evaluation is in the form of OER/NCOER for the AGR force; technician appraisal system for federal employees; and state system for state employees.  Formal evaluation becomes the basis for promotions, adjustments to compensation, and new assignments.  

Having our employees share in developing their individual performance expectations that are linked to the organizational goals encourages innovation and initiative and provides growth opportunities for each employee.

Communication and sharing information across the organization is achieved in a variety of ways.  The organization publishes a quarterly magazine, the Heliograph.  Each MACOM publishes their own newsletters and drill letters.  The AZ ARNG website has become one of most important means of sharing information.  Examples include: the HRO site has job vacancies posted for technicians, AGRs and state employees to include all the necessary forms required to apply for these positions;  The Deputy Chief of Staff – Personnel (DCSPER) site has the results of the promotion boards and the order of merit list for each rank; and the Director of Strategic Plans and Policies has the minutes of the AEC meetings, soldiers survey results, and organizational metrics.  Each HQ STARC staff section has their own website that contains information regarding their activities and projects.   

Figure 5.2 Recognition of employees

5.1a(2)  Employee motivation

The leadership of the AZ ARNG openly promotes both formal and informal recognition of the workforce.  Figure 5.2 contains a listing of these different forms of recognition.

Promotions are an important part of employee motivation.  The DCSPER has established a standardized system for promotion boards.  Promotion board dates are published 
a year in advance. A standardized score sheet has been developed for each board.  Board members take an oath to uphold the confidentiality of the board results until they are released.  Our annual retention boards are comprised of board members from other states, there by ensure impartiality.

Stabilizing the workforce is one of the objectives of our human resource plan.  A retention bonus plan, instituted in January 2001, helps create stability and promote retention of our full time workforce in the lowest level of employment (GS-5 and GS-6).  These grade levels were identified through trend analysis of positions with the most frequent employee turnover.  By providing a retention bonus to employees at the GS-5 and GS-6 grades levels (based on performance) we anticipate that performance will improve and that higher pay levels will reduce attrition levels.

Our information management section was experiencing a high rate of personnel turnover over the past several years.  A financial adjustment to the information management personnel pay has resulted in increased employee satisfaction, productivity, and has significantly reduced the turnover rate.    

5.1a(3)  Performance management system.

Due to the nature and diversity of employment categories within the AZ ARNG (dual/non-dual status federal civil service, temporary technicians, Active Guard Reserve (AGR), ADSW, M-Day, and state civil service), the performance system incorporates several different performance  evaluation programs.  Listed in Figure 5.3 are some of the benefits available that support high performance, retention, and productivity.

Figure 5.3 Benefits and incentives

5.1a(4)  Succession planning for senior leadership

Potential senior officers are identified through the O5 and O6 selection boards and by personal observation of the current senior leadership.  Those officers demonstrating the potential for assignment to positions of greater authority are usually identified early in their careers.  These officers are provided the opportunity to command at the Battalion and Brigade levels.  The selection process also places officers in a priority list for formal schooling such as attending the resident Command and General Staff College and the Army War College.  

Potential senior Non-Commissioned Officers are identified through the E8 and E9 selection boards and by personal observation of the current senior leadership. Potential First Sergeants and Command Sergeants Major are identified through an additional selection board process of eligible E8s and E9s. Only those senior NCO’s expressing a desire for the position are boarded. 

5.1a(5)  Identify characteristics and skills needed for potential employees.  

When hiring personnel we review the workforce analysis as stated in figure 5.1.  Some of the factors we consider are new force structure, the communities we operate in, potential changing missions, advances in technology and our organizational goals. Job announcements are written listing the required skills for a position based on the workforce analysis.  Interview questions for a position are tailored to meet the current and projected future requirements of the position. 

The AZ ARNG has a readily available source of trained applicants – our m-day force.  With a base of nearly 4,000 trained individuals, holding the appropriate MOS skills for their military position, the full-time supervisors have only to look to the soldiers already in the units to fill a position.  These soldiers already possess the necessary skills and they know and understand the cultural diversity of the communities where they will be assigned.

5.2 Employee Education, Training and Development

5.2a(1)  Employee Education, Training & Development

As discussed earlier, the AZ ARNG has employees in several different pay statuses.  Our military personnel, both M-Day and AGRs, attend MOS training based on Army Regulations.  Our technician force attends MOS training, if required, and courses at the National Guard Professional Education Center (PEC).  State employees attend courses conducted by the state for their respective positions.  The AZ ARNG, upon completing a workforce analysis, conducts in house training for our employees in training management, personnel actions, physical security, logistics, supervisor training, leadership training, EEO,  retention, and safety training. All of this training leads directly to obtaining our strategic goals, objectives and action plans.

We also encourage our employees to seek external training opportunities through the tuition reimbursement program (Figure 7.3.7), distance learning, and DANTES.

5.2a(2)  Employee input 

Employees are encouraged to seek training opportunities that will improve their skills and make them more confident, proficient, and productive.  Employees, during the four-step performance review process, identify with their supervisor, the training that will benefit them and the organization.  Employee feedback on training requirements also leads to designing and tailoring the training needs for our workforce.  Many of these courses are conducted in house by local subject matter experts. 

5.3 Employee well being and satisfaction.

5.3a.  Work Environment

Leaders at all levels of the organization conduct face-to-face counseling as outlined in our four-step performance review process.  Senior leaders make frequent visits to the units in training and are approachable by our soldiers. All levels of command have “open door” policies.  Soldiers also have the IG channels to express issues of concern.

Additionally, data from the HRO shows the success of our Equal Employment Opportunity Program by having only three informal and zero formal complaints for the past two years.

5.3b  Employee Support Climate

5.3b(1)  Employee well-being

The AZ ARNG determines its employee’s well being, satisfaction and motivation through a variety of tools and measurements.  One of our most valuable tools is the annual Soldier Satisfaction Survey.  This survey has become one of our main tools in assessing the satisfaction of our soldiers (Figures 7.3.1 through 7.3.4)

Other measurements which are valuable in assessing employee satisfaction include the tracking of  I.G. Complaints (Figure 7.3.6), Equal Opportunity (E.O.) and Equal Employment Opportunity (E.E.O.) complaints.

Another key indictor of employee satisfaction is the measurement of drill attendance (Figure 7.4.6) and No Val Pay (Figure 7.4.7).  These measurements will clearly reflect the employees’ motivation and satisfaction.  An unsatisfied employee will habitually be absent from work.

Yet, the greatest informal tool utilized by the AZ ARNG to determine employee satisfaction is the informal visits conducted by senior leaders, Chaplains, the I.G. and staff members.  Communication between the junior employee and senior command level leaders is vital for the leader’s determination of satisfaction. 

5.3b(2)  Employee services and benefits
One key to AZ ARNG providing quality service to employees is the Soldier Support Center.  The Soldier Support Center provides a variety of services to the military community of Phoenix.  Customers include not only the employees of AZ ARNG, but also retirees, active duty military members and military families.

The AZ Army National Guard’s Soldier Support Center is the beginning of a “one stop shop” concept for the AZ ARNG military personnel community and its customers. The full-time team of seven personnel currently provides the following services: civilian education counseling and testing for military members and their spouse; processing of education benefits for military members; issuing ID cards and DEERS enrollment for all military members, retirees, and their dependents; making ID tags; retirement counseling; issuing 20-year letters; processing RC-Survivor Benefit Plans; and Family Readiness.

The center serves an average of 600 walk-ins each month. The majority of the walk-ins are for ID cards and DEERS enrollments, with over 500 of each  issued/processed monthly. In addition to the walk-ins, the Soldier Support Center handles an average of 95 phone calls and 150 e-mails each day.

The team has developed a Customer Service Questionnaire. Customer responses have prompted numerous changes including the development of desk SOP’s and cross training of job tasks.

There are a number of services and benefits that AZ ARNG provides employees (Figure 5.5).  Each of these benefits and services impacts the employee well being and morale.  Positive impacts on the employee benefit the entire organization, leading to greater satisfaction throughout the AZ ARNG.


5.3b(3)  Assessment to determine employee well being

The AZ ARNG has conducted a soldier’s satisfaction survey annually since 1998.  The Director of Strategic Plans and Policies distributes the soldiers’ survey through the CSM channels to be completed during the months of September – December each year.  The results are tabulated for each MACOM, Battalion and unit.  A state summary is compiled and compared to previous year’s responses.  A trend analysis is conducted and the results are briefed at the Senior Commanders Conference.  Each MACOM is provided a summary of how each unit's soldiers responded to each question compared to the state totals.  The soldier’s survey has become one of our main measurements to obtaining our strategic goals.   

Other tools are used to assess employee satisfaction include the tracking of the number of complaints to the I.G., E.O. and E.E.O. offices, and  measurements of employee attendance. Also important are senior leader visits with employees in their units and offices.

5.3b(4)  Relating assessment findings to key business results.

Our human resource plan considers all aspects of the workforce and how it relates to the organizational goals.  Key factors such as awards, benefits and services are constantly reviewed to see where they can be improved or expanded.  Our one stop service centers was a concept to place all the soldier and family service at one location and has been very successful.  Results for these key areas are shown in  7.1b. 

6.0 Process Management

6.1 Product and Services Processes

6.1a(1) Design Processes



The Arizona Army National Guard has five key processes (fig. 6.1) that are used to deliver our products and services to our customer. The processes are designed to accommodate our two “Major Stakeholder Customers”, the State of Arizona and the Federal government. Both of these sovereign entities want the Arizona Army National Guard to provide trained and ready units to meet the needs of various missions. Our process design is the same for both customers.

The first two design processes (Recruit and Retain) deal with personnel. The third design process focuses on the equipment provided to each unit. Training, sustaining, and mission accomplishment are unit functions which are in a constant loop. The command uses a variety of inspections and reports to ensure that each key process delivers our customer requirements. (See fig 6.1)

PROCESS

MEASUREMENT
The state’s ability to deliver soldiers, units or equipment for federal or state missions is based on the mission analysis by the command section of the AZ ARNG with the aid of DCSOPS section. The mission analysis determines the requirements, the availability of soldiers and the relation to the mission when determining what products and services are needed. We use the military decision making process to ensure the AZ ARNG will be able to meet the mission requirements with the assets available. Requirements for the mission must be clearly stated and understood.  Requirements are compared to the capabilities of various military units. Consideration of a unit’s level of training, equipment, personnel and availability are evaluated in selecting the right type of unit to perform the mission. These various inputs are shown in figure 7.4.5.

The most variable and highly managed process is the training rating. Weekly, monthly, quarterly, and yearly training meeting are conducted. The annual training cycle provides the basic direction for unit training. IDT training periods are designed to prepare soldiers and units for their annual training periods. The 2-week annual training period is the most comprehensive training available for the implementation of the tasks that have been trained on during IDT periods.  Based on the assessment of the annual training performance (conducted by internal and external personnel), adjustments are made that impact the complexity of tasks for the next training cycle. The MLR-Training (fig 7.4.5) tracks the results of the training process. 

The process with the most key measured factors is our sustaining process. The use of QA/QC methodology is done at each level of our organization. The command inspects each unit with a Command Maintenance Evaluation Team (COMET) and results are provided to the unit on their maintenance status. Last year 81% of our units passed the COMET and this year 100% have passed. These functions also have extensive test and evaluation equipment to insure work is done correctly. Our maintenance shop uses a 1,000 horse power dynamometer to check all engine re-builds. We also use the Army oil analysis program, as a prevention-based process, to change oil only when needed, not on a mileage or time basis.

Our personnel processes are also highly managed and inspected. Our Recruiting Command uses mission meetings to determine types and quality of recruits, while units use the Strength Maintenance Enhancement Team which discusses by name each month potential re-enlistees or losses. 

6.1a(2) 
As mission requirements change and future operations requirements are anticipated the organization develops a plan for realigning resources. This analysis identifies the need for new or different equipment; recruiting or training.  Military education and training constantly emphasizes anticipation and forward thinking of the possibilities of changing requirements. 

Future needs of the organization, available resources, and the impact upon the organization are constantly considered.  Some of the future needs of the Army National Guard are managed at the national level.  It was determined that additional officers would be needed for the Army National Guard. To increase incoming officers, the age for new officers entering Officer Candidate School was increased from 35 to 39. Our recruiting efforts increased OCS enrollments from 23 to 35 in FY 02.  This is how the partnership between National Guard Bureau and the states can increase results.

Additional tools are utilized to constantly evaluate changing requirements. Budget analysis, personnel management (to include promotion and command selection boards), incentives, shifting of monetary resources (PBAC), regular feedback from external customers (inspections, feedback reports), and guidance from key leaders are utilized to meet ever changing requirements.

6.1a(3) 
Technological change has three impacts on our operations.  First is the introduction of new or different equipment. Second is the change of mission or force structure requiring different equipment or support equipment and technology.  Third is the impact of technology in support operations used to enhance production or services. In the first two instances the changing requirements are built into the yearly training plan.

The technological changes that impact business and supporting processes include everything from communication methods to purchasing and contracting.  We utilize web-based applications for ordering food, equipment and lodging. We use the Intranet to seek new products, services and suppliers. Computer Based Training is offered as a cost-effective alternative to traditional training of personnel.  Using this technology requires each individual to download programs from the Internet and to use interactive learning.  

The use of electronic technology helps the organization grow and to communicate better. As an example we have installed computer kiosks in each armory that scrolls through job opportunities, unit deployments, and command information. Each soldier has access to Army Knowledge Online Account (AKO) which gives him an e-mail account and access to many Army databases. The Arizona Army National Guard now has 48 Distance Learning terminals up from 18 last year. The use of e-technology allows flexibility and the assembly of military personnel who have never met each other to work together and accomplish the same mission. 

Processing and reporting of key quality indicators such as equipment readiness levels, duty qualification of soldiers, and delivery of ordered items are enhanced by our technology. During mobilization, real time data and qualifications must be readily available to react to the ever-changing customer needs. We constantly update and improve the way we report the success of our processes. This determines our availability and ability to support the mission requirements. 

6.1a(4) Figure 6.1 addresses our major processes that we take into account when looking at efficiencies in our processes and how to improve upon them. Our inspection and oversight process allows us the opportunity to seek improvements to our systems. An in-depth Command Inspection program conducts inspections of all of our subordinate units every 18 months. The appropriate staff section looks at any process deficiencies that are discovered with a recommendation for improvements.  In complex process issues we may form a Process Action Team to further increase efficiency.

6.1a(5) 
Based upon the known readiness requirement levels (defined by our federal customer) resources are allocated to meet operational requirements. Some examples of this are bonuses paid to encourage soldiers’ to enlist in units with a higher MLR. Units with high MLR’s receive additional funding to purchase repair parts, petroleum and other types of supplies.  They also receive priority processing for logistical transactions and fielding of new equipment.  We also have annual emergency support exercises run in conjunction with State agencies to facilitate readiness for a number of state required emergency scenarios.

6.1a(6) 
The systematic training process used by our organization tests our production delivery system. A cohesive unit progresses from qualified individual soldiers, training as a section, working on collective training tasks, and then to become a cohesive unit.  As all the sections and platoons of a unit grasp their collective training tasks, the company works on their highest level collective tasks. This training cycle is the primary method used to test and validate systems and processes. The mobilization of units on a regular basis allows us to review and improve our processes in which we supply trained and ready units capable of performing their assigned mission. 

The evaluation of our process is conducted during our yearly mobilization exercises. The mobilization officer using the Organization Compliance Evaluation Program checklist conducts inspection of this process, which provide our federal customer our mobilization readiness status. The training assessment model (TAM) is another evaluation tool that external evaluators use to validate the training conducted at annual training and report to our federal customer.  It provides a rating of specific mission essential tasks and provides for an independent written summary of areas in which the unit is performing well and areas in which it can improve. Many Arizona units have successfully trained their collective tasks, and improved their proficiency by participating in exercises throughout the world.  These exercises are used to test unit’s ability to work with active component units, other American military services, and foreign military units.  These activities are assessed and are incorporated into future training plans with the desired end result being a ready and trained unit.

6.1b Production/Delivery Processes

6.1b (1) Our key production and delivery processes are those that create mission ready units. The Recruiting and Training Steps of our key process are discussed in Category 5. Mission Accomplishment is covered in 3.0.  Equipping will be covered in 6.2. 

6.1b (2)  We measure our ability to respond with ready units through a customer required Unit Status Report (USR) that assesses our units ability to perform our mission requirements globally.  The USR evaluates our units to the level that it is to function in a wartime environment. For example, a water purification unit must be able to produce a given amount of potable water in order to meet the mission.  In order to do that, they must maintain enough personnel and equipment in a ready state to meet or exceed those requirements established by the Department of the Army in a wartime environment. This further takes into consideration the ability to mobilize and deploy within a set amount of time.  We prepare to meet this requirement through extensive training and evaluations.

Different types of training events are planned and scheduled to ensure standards for specific skills are maintained. These events include weekend drills, field training exercises, lanes training, annual training, exercises, and other deployments designed to train and test collective tasks.  In addition to the scheduled training, there are numerous inspections throughout the year.  These inspections include the Dept. of Defense Explosive Safety Board inspection, Physical Security Inspections, Command Logistics Readiness (CLRT-X), Command Maintenance (COMET), Supply Assistance Instruction Team (SAIT) visits, Food Service Inspections, Arms Room Inspections, Financial reconciliation’s, Inspector General Inspections, USPFO Inspection, and Hazardous Materials Inspections.  

The organization has developed a standardized process for mobilizing and deploying units, the AZ ARNG Mobilization and Deployment Support Plan.  It provides information and guidance to AZ ARNG unit commanders to enable them to plan for mobilization, to mobilize and move to assigned mobilization stations or deploy units directly from home station.  The plan details all 17 areas necessary to meet mobilization requirements. The plan also details the minimum requirements of support and execution.    .

6.1b (3) Our day-to-day functions and ever changing individual soldier data requires us to constantly update information to maintain a mobilization ready force. Constant maintenance of soldier readiness indicators enables the organization to project far into the future the training and equipment resources needed to sustain and maintain a ready force. 

6.1b (4) Daily, weekly and monthly roll-up reports indicate our overall success in maintaining an available force. Figure 6-1 identifies the critical measures for our process. The actual results are displayed in Category 7. External evaluations and inspections assist the organization to benchmark itself against other National Guard States. This helps to develop a realistic vision of how well certain processes are performed.        

6.1b (5)
 We validate our mission capability and the processes responsible for indicating their readiness levels through the use of multi-level command inspections, monthly readiness reviews, and yearly training briefs. These inspections are top down, ensuring the overall organizational strategic plan is supported. Additionally, inspection procedures from other agencies are used to prevent unnecessary costs of developing new measurements for success.  

Through the Purchasing and Contracting bidding process, all government agencies are allowed to purchase items at the same contracted price.  This significantly streamlines the amount of bidding processes required for all agencies purchasing similar items.  States share solutions to similar problems through personal relationships with peers in other states. Annual Workshops and conferences are convened to bring together peers to discuss solutions to specific problems. The decision-makers that control resources at the national level can redirect assets to maximize mission accomplishment.  

6.2 Support Processes

6.2a Business Processes

Support Process
Operational Requirement
Performance Measurement

Personnel
Trained Manpower
MLR-

Strength

Logistics
Properly Equipped for

Mission
MLR-Equipment on hand

Training
Unit that can accomplish the Mission
MLR-

Training

Table 6.2

6.2a (1) The business processes that are key to our growth and success are shown in the table 6.2. The design of each of these processes and standards is a customer requirement. 

The Arizona Army National Guard has two additional business activities with unique business processes. 

1. We have a receipt and storage mission at Camp Navajo.  This process is operated in conjunction with the Defense Logistics Agency and the Air Force and Navy. 

2. Another is the Western Army Aviation Training Site (WAATS).  This facility trains about half of all Army attack helicopter pilots in the US forces. In addition, they train numerous foreign military pilots to fly attack helicopters under US Foreign Military Sales procedures.     

6.2a (2)
The key business requirements are the Command Plan which outlines how many people we are authorized and the level and type of equipment. The Yearly Training Plan, which is the identified Mission Essential Task List (METL) tasks which the unit will concentrate their training for that year. The design of these is through customer requirements and is Audited by a through inspection process.

6.2a(3) For each of the 3 major delivery processes there are specific performance measures.  These include the USR/MLR reporting system; Strength Maintenance figures, AARs and inspections. Each of these performance measures has measurements for acceptable levels of performance set by NGB, and our federal and State customers. 

6.2a (4) The Strategic Plan identifies specific measurements to support the overall goals.  NGB or other customers track certain measurements through SPIR and other management reports.  The plans goal is to track these and additional measurements that support our customers.

6.2a(5) Inspections, tests and process/performance audits are normally accomplished during the process execution. Performance Measures for various inspections/tests are reviewed, compared and consolidated to maximize preparation for inspections/tests and minimize the cost. Extensive

Table 6.3 Support Processes 

of checklists are used to ensure consistent results. All criteria for each inspected area are consolidated at the state level as much as possible.
6.2a (6) Members of the organization attend workshops and conferences designed to share and improve business practices. It is through these contacts that information is passed on how someone else resolved a similar problem. Individuals who  

attend training are expected to go back to their unit and instruct others on the new knowledge.  

6.3 Support Processes

6.3a (1) The Arizona Army National Guard’s support processes are listed in table 6.3. Most of the design requirements are regulated by law or by regulation. It is within these guidelines and resources that we support any authorized missions assigned to the AZ ARNG from the state or federal government. Other suppliers include government obtained national contracts for subsistence, clothing, fuel and other numerous items. Most of these are procured through the national bidding process for contracts. National criteria are set for minimum requirements and suppliers bid on their price to provide the items or services.  

6.3a (2)
 As units change, the requirement to re-equip and re-train our force emerges. The identification of the training needs, as well as the equipment needs, and support requirements are presented during mission briefs or during scheduled staff meetings. 

Careful analysis from federal mission planners along with local analysis must ensure that the organization can support changes. 

6.3a (3) Stringent timelines for readiness standards are establish far in advance to ensure success both in personnel, training and equipment. Monthly feedback is provided on the progress of newly implemented unit changes. 

If feedback indicates contract performance may be below standard, the contractor is contacted to discuss the specific issues. Program Managers perform periodic evaluations to ensure service quality and make continuous process improvements if recommended and applicable, then they are incorporated into future contracts. 

6.3a(4) Inspections, tests and process/ performance audits are normally accomplished during previously planned events. Performance Measures for various inspections/tests are reviewed, compared and consolidated to maximize preparation for inspections/tests.  All criteria for each inspected area are consolidated as much as possible. 
6.3a (5) Our key performance measures are our individual managers performance requirements listed in table 6.3.

6.3a (6-7) We use our relationship with NGB for guidance on support systems and innovations from other states. This includes accountability, financial tracking and information systems. Periodic meetings and reviews are utilized to discuss requirements of the organization with suppliers to improve the specific products and services. Those same periodic meetings and reviews address the changing needs of the organization.

7.0 Business Results

In today’s environment, customer requirements change rapidly.   Since 9/11, new customers have been added and our mission focus has been expanded to include homeland security missions.  To meet these challenges, the AZ ARNG has taken on a results focused approach to meet the needs of our customers and key programs.  Where possible, competitor comparisons are made by showing our status on national ranked programs.  

7.1Customer Focused Results.  
7.1a(1) Customer Satisfaction/Dissatisfaction

Customer satisfaction is evident by NGB awarding the AZ ARNG with 388 additional force structure positions since FY 2000 (Figure 7. 1.1).  These force structure gains included: S&S Battalion HQ, an EOD company, a transportation company, and a water purification and hoseline detachment.  The positive trend in force structure growth will allow us to meet our strategic goal of having an authorized strength of 5,000 soldiers by 30 Sep 2007.


Figure 7.1.1  Force Structure

Another way to measure satisfaction of military customers is by comparison to other states on key issues.  The National Guard Bureau State Performance Indicators Report System (SPIRS) measures 32 different performance areas.  The SPIRS report is complied quarterly and includes all 54 states and territories.  The SPIRS report provides an overall state ranking and also ranks the major sections within STARC and the USP&FO. Figure 7.1.2 shows how AZ ranks nationally.

Figure 7.1.2  Customer Satisfaction – National Ranking

The National Guard Bureau Order of Readiness (ORL) ranks the 54 states and territories on personnel readiness.  The ORL measures assigned and available strength adjusted for NOVAL and DMOSQ.  The ORL is used to determine which states have the potential to support additional force structure.  Figure 7.1.3 shows the AZ ARNG compared to the other states within the southwestern United States.

Figure 7.1.3 Regional Comparison

7.1a(2)  Customer Perceived Value, Loyalty 

Another measurement of customer satisfaction is the demand for our services.  The AZ ARNG is recognized by state and federal agencies as providing a drug-free, well-disciplined, quality soldier to perform missions.

Demand for our Military Support to Civil Authorities program is displayed in Figure 7.1.4.  In FY 2002,  the AZ ARNG provided 92,147 mandays to support the citizens of Arizona and the Nation.

DoD and the 5th Army are two of our primary customers.  They expect the AZ ARNG to maintain combat ready units.  5th Army measures combat readiness by conducting a Training Assessment 

Management System (TAM) for units.  A unit TAM is evaluated by 5th Army personnel and is conducted in a field environment, usually during the units’ annual training period.  The AZ ARNG has received a passing score on 100% of the TAM evaluations for TY 2001 and 2002.

The AZ ARNG mobilized 202 soldiers in a Title 10 status to support the U.S. Border Patrol and the U.S. Customs department along the U.S./Mexican border. One hundred and seventy-six (176) of these soldiers were DMOSQ which temporarily reduced our  ranking. These soldier will be returning from their tour of duty the end of July 2002.

 EMBED Excel.Sheet.8  
[image: image3.wmf]34

24

17

16

32

22

0

6

12

18

24

30

36

42

48

54

States and Territories

2nd Qtr 01

3rd Qtr 01

4th Qtr 01

1st Qtr 02

2nd Qtr 02

3rd Qtr 02


Figure 7.1.5 Military Occupational Specialty Qualified (MOSQ)

7.1(b)  Product and Services

     INITIATIVE = NEW MISSIONS

The AZ ARNG recently expanded our product and service line into the foreign markets place. NGB recently awarded us the Peace Vanguard mission, which is to support the Republic of Singapore Air Force after they procured 8 AH-64D Apache helicopters from the U.S. Government.  As part of the purchase, Singapore requested they be co-located with a U.S. Army Apache unit to complete training.  The Department of the Army designated the 1-285th Attack Helicopter Battalion, AZ ARNG as their sister organization, and Silver Bell Army Heliport (SBAHP) as their co-location.  The relationship is for a minimum of 20 years.  The initial agreement was for three years and valued at 25 million dollars.

The Peace Vanguard organization is comprised of two separate entities; the RSAF, and a U.S. Detachment.  Total personnel assigned will be 146 (119 RSAF, 27 US). In addition to the RSAF servicemen, 225 dependents will also  accompany the organization.  An additional 12 AH-64D aircraft will begin delivery in mid-FY05.  

 The RSAF assignment is good for the State of Arizona, and the Arizona Army National Guard.  The economic impact to the local economy is estimated to be 6 million dollars a year.  The Peace Vanguard mission has accelerated the conversion of the 1-285th Attack Helicopter Battalion to the AH-64D Longbow by five years.  The 1-285th’s AH-64A Apache’s will transfer to the Western ARNG Aviation Training Site.
The RSAF has built permanent warehouse, and maintenance facilities, and a temporary administrative building to meet operational requirements.
In FY 2001, the AZ ARNG was awarded an Engineer Innovative Readiness Training (EIRT) program. The EIRT provides an excellent training opportunity for Engineer units to come to AZ and do construction projects in support of the U.S. Border Patrol along the southwestern border between the U.S. and Mexico. 

The Border Patrol provides all of the bill of materials, necessary environmental documentation, engineer designs for each project and security for our personnel and equipment.

The AZ ARNG supported the Border Patrol with 3,210 mandays in 2001 and 8,252 mandays in 2002.  This program is expected to continue to expand in the coming years.  The annual budget for this program in 2002 was over a million dollars.

In 1995 the AZ ARNG formed a partnership with the Republic of Kazakhstan (KZ).  Over the years, several large scale emergency  management exercises have been conducted both in the US and KZ.

Many leaders from KZ have visited AZ and the US as part of this partnership.  Many positive relationships have been built on both sides.  Now, the US has bases in KZ as part of our war on terrorism.  We feel that our relationship with KZ has a positive affect on US/KZ relationships, which in turn may have had a positive impact on gaining permission for US bases.

Our environmental section used their initiative and innovation to acquire grants to build an Ecobuilding.  The Ecobuilding is a 4,200 square foot environmentally sustainable office building.  It’s constructed  primarily of recycled materials, including approximately 4500 used tires.  The building incorporates the following systems to ensure environmental and self-sustainability:  11 KW solar array: rainwater roof harvesting system connected to 4-100 gallon storage tanks integrated into the structure capable of harvesting 28,000 gallons of water annually; passive and active daylighting; geothermal cooling tubes for air conditioning; radiant heat retardants; and some of the most advanced indoor lighting available.

The Ecobuilding was built utilizing prison labor and is now home for the 10 person environmental office. 

The AZ ARNG was authorized the 91st Weapons of Mass Destruction Civil Support Team, also know as the 91st WMD CST as part of our force structure.  The WMD CST organization was designed to augment local and regional terrorism response capabilities in known or suspected events involving Weapons of Mass Destruction.  WMD events are incidents involving hostile use of chemicals (such as nerve or blister agent), biological (for example, anthrax), or radiological.  The team can be enroute within three hours of notification to support civil authorities in the event or suspicion of a WMD attack.  The 91st WMD CST is a consequence management organization and can deploy to an area of operation to:

· Assess a suspected nuclear, biological, chemical, or radiological (NBC/R) event in support of a local Incident Commander.

· Advise civilian responders regarding appropriate actions, and;

· Facilitate requests for assistance to expedite arrival of additional state and federal assets to help save lives, prevent human suffering, and mitigate great property damage.

The 91st WMD CST was certified for operational deployment by the Secretary of Defense on January 11, 2002.  The team has participated in numerous exercises with local and state agencies and has been operationally deployed on several occasions.  

The 91st WMD CST provides an added dimension to protecting our communities and citizens.

7.2 Financial Performance Results

7.2a(1)  Financial Performance Levels & Trends

There is a direct relationship with our increase in force structure (7.1.1) and the increase in our federal funding.  Our increase in force structure has also had a positive impact on our full-time positions authorized (7.4.10).
Figure 7.2.1 Federal Funding Levels
Full budget execution demonstrates fiscal responsibility and ensures a continued funding stream for future operations. Figure 7.2.2 shows an improvement in the Budget Execution rate and additional deobligations for 2001 will bring the execution rate to 100%.
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Figure 7.2.2 Budget Execution 

7.2a(2)  Market Performance

In 1988, Navajo Depot Activity was identified for closure by the Base Realignment and Closure (BRAC) Commission.  The commission recommend transfer of Navajo to the AZ ARNG.  In 1992, NGB approved a concept plan for the AZ ARNG to operate an industrial mission that would defer the cost of operating a regional training site.  In 1992, Camp Navajo negotiated an agreement with the US Air Force for the storage of Minuteman ICBM rocket motors.  In 1994, the Navy became a new customer with storing Trident rocket motors. 

Camp Navajo, located in north central AZ, is comprised of 28,000 acres.  The National Guard has 17,000 acres available for training and 11,000 acres for storage.  In 1992, NGB supported the construction of a consolidated training site consisting of barracks to house 600 people, a dining facility, a battalion HQ facility, company HQ and administrative and maintenance areas.  The training site has small arms ranges, a land navigation course, and excellent bivouac and field training sites.

Camp Navajo employs 138 state employees to support the industrial mission an four federal employees that support the training site.  Camp Navajo supports thirteen (13) customer and generates over 8 million dollars in operating budget each year (Figure 7.2.3)
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Figure 7.2.3 Camp Navajo Revenues

The Western Army Aviation Training Site (WAATS) has experienced a steady increase in operating budget for the past six years. Located at Silverbell Army Heliport (SBAHP), the WATTS is strategically located 30 miles northwest of Tucson and 86 miles southeast of Phoenix along Interstate 10. The facility provides year round training to U.S. Active and Reserve component pilots as well as aviators from other nations such as Saudi Arabia, United Arab Emirates, Korea, Turkey, and Jordan. The facility consists of an Armory, classrooms, Distance Learning Center, 136 dorm rooms, 200 person per hour dining facility, two helicopter maintenance hangers, fuel storage, air traffic control, on site Crash Fire Rescue, and four 1,500 runways. The facility continues to modernize an expand its capabilities. 582 students have been trained year to date. The transition to the AH-64 Apache will ensure the WAATS remains a viable organization of the Arizona Army National Guard.
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Figure 7.2.4 WAATS Budget

7.3  Human Resource Results

7.3a(1)  Employee Well Being, Satisfaction &Development

A key measurement of employee satisfaction within the Arizona National Guard is the Soldier Survey. The survey is conducted annually by the State Command Sergeant Major (CSM) through the Major Command (MACOM) CSM’s. Surveys are distributed to all soldiers grade E1 through E9.

The survey data is tabulated and analyzed to determine strengths, weaknesses, and trends. The State CSM briefs the results of the survey to the senior leadership at the Mid-Winter Senior Leadership Conference. Each MACOM receives a comparison of each Company / Detachment to the State Average. 

The Army Executive Council (AEC) uses the results of the survey as a key measurement for Goal 2 -- Quality of Life, of our Strategic Plan. The AEC uses the results to validate current objectives and to devise new objectives and goals.

The Arizona Army National Guard has conducted the Soldier Survey annually since 1998. However, fundamental changes in the survey in FY00 prevent comparison with earlier data. The four questions from the survey, shown below in Figures 7.3.1 through 7.3.4, are key indicators of employee satisfaction:

The AZ ARNG is an organization where employees can grow and belong.  Employees are encouraged to take advantage of the many opportunities and benefits provided.  Soldiers are proud to be a member of the organization.  This is indicated by 97% responding positively to the Soldiers Survey question “I am proud to be a member of the AZ ARNG and serve my country”. (Figure 7.3.1)
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Figure 7.3.1 “I am proud to be a member of the AZ ARNG and serve my country.”

The number of soldiers who felt that membership in the Guard was important (Figure 7.3.2) to them increased three points to 92% last year.  There is a direct correlation between satisfied soldiers and our loss rate, which declined 2.7% during the same time frame.(Figure 7.3.5) 
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Figure 7.3.2 “The Guard is important to me.”

Another  key indicator of soldier satisfaction is whether they would recommend the Guard to a friend (Figure 7.3.3). Eighty-five percent of soldiers responded positively.  This may have contributed to the 3.8 percent increase in our strength (Figure 7.4.8).  The best recruiters are satisfied soldiers.
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Figure 7.3.3 “I would encourage a friend to join the Guard.”

There was a six percent increase in the soldiers perception that the NCO’s are taking care of soldiers (Figure 7.3.4). NCOs are empowered to do their jobs which includes  training, mentoring, coaching, counseling, and talking with soldiers. Taking care of soldiers and rewarding loyalty, hard work, and dedication makes them want to stay and contribute to the goals of the organization (Figure 7.3.8).
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Figure 7.3.4 “I feel the NCO’s in my unit do their best to take care of soldiers.”

All four of these charts represent the Arizona Army National Guard’s commitment to its soldiers and their satisfaction with the organization. Positive trends in all four of these areas are a result of effective leadership at all levels.  The soldier survey helps measure the perception  our soldiers have about the organization and how well they are being treated.  The positive trends in the soldiers survey questions is reflected in the decline in the loss rate of the organization.

Since FY 2000, we have reduced our loss rate by approximately 3% each year (Figure 7.3.5).  We have also initiated a recruit holding company, which provides training for new recruits prior to departing for Basic Training.  The holding company will further reduce the number of soldiers lost during the initial training period (Pipeline Losses).  This reduction in the Pipeline Loss rate combined with an increase in recruiting will allow us to obtain our strategic goal of 5,000 soldier by 30 Sep 2007.
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Figure 7.3.5 Loss Rate 

IG complaints (Figure 7.3.6) are used as an indicator of “unsatisfied” employees.  This information is used to identify trends and processes are review or fixed based on a negative trend.  Great progress has been made in reducing the number of IG complaints.  There has also been only three informal and zero formal EEO complaints over the past two years.
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Figure 7.3.6 IG Complaints
7.3.a(2)   Work System Performance and Effectiveness

The senior leadership has worked with the state legislators to develop and increase the National
Guard tuition reimbursement programs (Figure 7.3.7).  In 2001, 706 guardsmen participated in the program, with funds supporting classes at over 92 state universities, community colleges, private colleges and trade schools.  Nearly 67% of the funds went to guardsmen in the first six-years of their enlistment.  The goal of the program is to target soldiers in their first term of enlistment to both recruit new soldiers and to retain them after their first enlistment.
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 Figure7.3.7Tuition Reimbursement 
The AZ ARNG encourages our employee to use their initiative and to be innovative in the performance of their duties.  Formal recognition of hard work and contributions comes in the form of military awards (Figure 7.3.8). The Arizona Army National Guard has experienced a 63% increase in the number of awards during the past 4 years.  
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Figure 7.3.8 Awards


Forty-five days prior to any school, all quotas that without a reservation against it, become available for any state to fill.  When this happens, our school quota does not increase since we are using another state’s quota.  Therefore, we can have a usage percentage higher than 100% (Figure 7.3.9).  The AZ ARNG has been successful in utilizing unused school quota allocations from other states.  School quota usage also run on an annual cycle with the highest usage during the 3rd and 4th quarter each year.
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Figure7.3.9 School Quotas
The safety of our employees (Figure 7.3.10) is our top priority.  The Safety Council conducts quarterly meetings which reviews all accidents. All accidents are investigated to ensure corrective actions has been taken.  Our safety personnel conduct pro-active inspections to ensure compliance with OSHA standards. Leaders at all levels conduct risk assessments prior to operation.  The reduction in accidents reflects the increased command emphasis to safeguard our employees.  

The major source of injuries in the AZ ARNG is motor vehicle accidents. To prevent injuries and help educate our soldier, the command directed that employees attend National Safety Council defensive drivers course.  To date, over 85% of our employees have completed the course.

In FY 02, the AZ ARNG 20 member Radiation Protection Program was recognized by the Communications-Electronic Command (CECOM) for its outstanding performance.

FY 02 is a milestone in the Arizona Aviation Safety Program, achieving 30 years without a Class A or B accident. Another safety milestone, the state’s Unit Training Equipment Site (UTES) reached 18 years without a lost time incident.
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Figure 7.3.10  Safety
7.4  Organizational Effectiveness Results  

The Arizona Army National Guard’s primary product is the creation of trained and ready soldiers and units that are prepared to respond to any contingency, foreign or domestic.  Our primary military customers, the Department of Defense (DoD) and the Department of the Army (DA) have established standards for reporting the readiness of units. The Unit Status Report (USR) is broken into four sub categories and an overall rating.  The sub categories are: Personnel (P), Equipment on Hand (S), Maintenance (R), and Training (T).  These ratings are used to determine and overall “C” rating for the unit. NGB has expanded on these standards and developed the Managed Level of Resources (MLR).  These goals are established for all National Guard units. The MLR is structured to a units importance to the execution of the National Military Strategy, Army missions, and the DA Master Priority List (DAMPL).  The MLR goals are used to distribute funding to units to ensure that our customers receive quality units. 

Our other major customer, the State of Arizona, also uses measurements determining the effectiveness of the services provided.  These measurements are not benchmarked to annual expectations, but are tracked, establishing historical documentation.

7.4.1  Key Measures / Indicators of Results

One of the primary measures of ready units utilized by DOD, DA and NGB is the overall 

“C-Rating”.  This rating is determined by taking the lowest of the four sub categories, Personnel 

(P), Equipment on Hand (S), Maintenance (R), and Training (T).  Figure 7.4.1
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Figure 7.4.1 Units Meeting Minimum “C-3” Rating 

The trend of units meeting minimum C-rating in the state of Arizona has climbed in the last three quarters (fig 7.4.1).  This despite having over 202 soldiers mobilized in Title 10 status in 1st Quarter 02 to support of United States Custom Service (USCS) and Imigration and Naturalization Services (INS) on the Arizona-Mexico border. 


[image: image18.wmf]Units Meeting MLR for Personnel

Good

48

48

26

40

52

45

45

43

0

10

20

30

40

50

60

Oct-00

Dec-00

Feb-01

Apr-01

Jun-01

Aug-01

Oct-01

Dec-01

Feb-02

Apr-02

Jun-02

% Meeting MLR (P)

Figure 7.4.2.  Units meeting MLR (P)

The dip in units meeting MRL for personnel (MLR (P)), caused by the mobilization of soldiers for the border mission is shown in Figure 7.4.2.  The return of mobilized soldiers during 4th Quarter 02 and continued recruiting efforts for the new reporting units is expected to increase MLR (P) during the next reporting period.
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Figure 7.4.3  Units meeting MLR (S)

The measurement of equipment on hand (MLR (S)), Figure 7.4.1.3, shows the status of units based on the quantity and type of required equipment that is available for the execution of the reporting unit’s wartime mission. During the last three quarters AZ ARNG has increased the number of units meeting MLR requirement, even as it increased the number of reportable units.

The measurement of equipment serviceability (MLR (S)), is based on the operational readiness condition of each unit’s on-hand and available equipment.  AZ ARNG’s MLR (S) measurements have consistently been over 80% for the last four quarters and have averaged 84% during the last eight quarters.  See Figure 7.4.4 for the last eight quarters

Figure 7.4.4  Units meeting MLR (R)
The training status of the unit (MLR (T)) is based on the commander’s assessment of the unit’s proficiency on mission-essential tasks and the commander’s estimate of the number of training days required to achieve or sustain full mission-essential task list (METL) proficiency.  Army Regulation 220-1 states in Para. 7-6.c(2) “Not all Army units (especially RC units) are resourced (includes training time) to achieve or maintain the T-1 level, and no units are expected to achieve status levels beyond those that have been resourced.” However, all units are required to complete a post mobilization support training report addressing the commander’s plan to bring his unit to the required training level upon arrival at the mobilization station. It is acknowledged that most reserve component units will require more training to bring then to the training level of active component contemporaries due to the limiting factor of having only 39 training days available during the training year.  Figure 7.4.5 reflects that almost half of the National Guard units meet active duty training standards training only 39 days per year.
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Figure 7.4.5  Units meeting MLR (T)
Another key measurement of the AZ ARNG’s ability to meet our customers expectation of  trained and ready units prepared to respond to any contingency, foreign or domestic, is the percentage of soldiers attending scheduled training periods.  This measurement greatly influences the unit’s ability to conduct team training, perform equipment maintenance and otherwise prepare a unit for mobilization.  Drill attendance is also a key indicator of employee satisfaction, as soldiers with poor satisfaction in their units tend to have poorer attendance rates than soldiers challenged with good training and vital missions.  During the last year, the average drill attendance has exceeded NGB standard, see Figure 7.4.6.

Figure 7.4.6  Drill Attendance

No Val Pay is the percentage of soldiers that have not received any military pay within last 90 days.  National Guard Bureau changed the No Val Pay standard in Oct 2001 from 3.5% to 2%.   See Figure 7.4.7 No Val Pay.        
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Figure 7.4.7 No Val Pay
During the last nine months, AZ ARNG has averaged a No Val percentage that is 25% lower than NGB standard. No Val Pay is important to the AZ ARNG as it has a direct impact on the NGB Order of Readiness List, which is the key tool used by NGB to determine and assign additional force structure.  Only with additional force structure will AZ ARNG reach its strategic goal of 5,000 soldiers. 

As previously mentioned in Categories 2 and 5, Human Resources is one of our strategic challenges.  Recruiting and loss rate are key to  meeting our readiness and force generation strategic goals.  Figure 7.4.8 below shows our success in recruiting over the past year.  We have increased our strength from 91% in May 01 to 94.8% in May 02.  We have also decreased our loss rate by nearly six percent in the last two years (Figure 7.3.5).     
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Figure 7.4.8 End Strength

Our ranking on the NGB ORL is one of our key measurements to be considered for additional force structure.  The ORL measures assigned and available strength, MOSQ and NOVAL over the previous 6 quarters.  NGB uses this report as an  indicator for states to receive additional force structure. 

One of our strategic goals is to increase the authorized strength to 5,000 soldiers by 30 Sep 2007.  An objective of this goal is to be in the top fifteen (15) on the ORL by 30 Sep 2004.  The increase in strength (figure 7.4.8) combined with nearly a 6% reduction in the loss rate (Figure 7.3.5) makes this goal obtainable.  In the 1st Qtr 00 the AZ ARNG ranked 38th in the nation on the ORL.  The most recent report ranks us 20th even after we mobilized 202 soldiers, of which 176 were MOSQ, in a Title 10 status to support the border mission.  The mobilization resulted in a drop in our ORL ranking. These 202 soldier represent a temporary loss in strength to the AZNG and their tour will be ending the first part of August. 
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Figure 7.4.9  Order of Readiness List (ORL)
The increase in our full time manning is directly related to our increased force structure (Figure 7.1.1).  New units mean additional m-day and full time manning opportunities.  Our increased federal budget also reflects the increase in manning and force structure (Figure 7.2.1).
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Figure 7.4.10  Full-Time Manning
NGB provides funding to train our technician work force.  The funding level has been on a steady downward trend despite our increase in technician manning  (Figure 7.4.10).  We have compensated for the shortfall by prioritizing training needs, conducting  training with in house experts, and by reducing travel cost by bringing the instructors to the students.  The senior leadership continues to address this funding shortfall with NGB.
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Figure 7.4.11 Full-Time Training
7.4.b  Public Responsibility and Citizenship Results

As a public entity, AZ ARNG not only has the responsibility to meet our customer’s primary expectation of trained and ready soldiers and units to respond to any contingency, foreign or domestic, but also be responsible to the citizens of the nation and the State of Arizona.  The soldiers of AZ ARNG are responsible to their neighbors in the communities in which they live, but also to the neighborhoods in which their armories are located.  The AZ ARNG is involved in products and services that effect a wide range of citizens within the state.  Some of these services include performing  Drug Demand Reduction seminars,  conducting medical clinics in local communities, and mentoring at risk teenagers.

The Arizona National Guard Joint Counter Narcotics Task Force (JCNTF) is a vital member of a coalition of National Guard, law enforcement agencies and local communities involved in a multi-front battle against drugs and drug-related violence.  The mission of the JCNTF is to provide comprehensive and high-quality support to law enforcement agencies and community-based organizations that request National Guard assistance.  The JCNTF is comprised of 240 active duty soldiers and airmen from National Guard units throughout the state who are used strictly in a support role in missions that have a direct counterdrug nexus.

The activities of the JCNTF can be broken down into three major functional categories: supply reduction, demand reduction, and oversight of the Arizona National Guard substance abuse testing program.  All of these programs are supported by a fiscal year 2002 budget of approximately ten million dollars.  

Supply reduction activities stem the flow of illegal drugs into the United States.  The JCNTF performs a variety of counterdrug missions in direct support of local, state, and federal law enforcement agencies (LEAs) throughout Arizona.  Providing unique military-oriented skills, the JCNTF acts as a force-multiplier for LEAs.  The support provided to LEAs is diverse, focusing primarily on investigative and interdiction efforts.

Perhaps the most critical support the JCNTF provides LEAs is in the area of reconnaissance and observation.  Surface and air reconnaissance support draws on unique military-oriented skills and equipment which law enforcement agencies do not possess.  Specially-trained reconnaissance personnel, communications experts, and aviators monitor activities in remote drug corridors.  Helicopters, fixed wing aircraft, thermal imaging equipment, night vision devices, and high-tech communications equipment are used to provide invaluable information and support to LEAs.
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Figure 7.4.12  Drug Seizures
JCNTF has been credited with assisting in the seizure of over one billion dollars of drugs in the last four years.

The mission of demand reduction (DR) is to organize and/or expand community efforts to form coordinated and complementary systems that reduce substance abuse in Arizona.  Our primary focus is on community mobilization which assists neighborhood groups in reducing drug use and drug-related crime in communities.  Information can be found on our web site at www.azddr.com.    

The Youth Drug Prevention Program increases a youth’s ability to recognize and avoid the dangers of drugs and drug-related crimes.  Anti-drug presentations in schools are a major element of the JCNTF drug prevention program. The Freedom Academy Program is funded primarily through the Governor’s Division of Drug Policy and is provided at no cost to students. Drug Education for Youth, better known as DEFY, is a five-day residential camp where youth are introduced to activities that will assist them in developing fundamental skills necessary for leading positive and productive lives.

     The task force commander manages the substance abuse testing program for the Arizona Army and Air National Guard.  Substance abuse staff assigned to the JCNTF provide administrative and logistical support to units while overseeing the execution of individual drug testing programs.  Arizona’s program has been the recipient of national recognition being rated “outstanding” by the National Guard Bureau Counter Drug Department. 

Another civic outreach program conducted by  AZ ARNG is the Project Challenge Program.  The purpose of the program is to intervene in the lives of youths who have dropped out of high school and provide them with the values, skill, education and self-discipline necessary to succeed as an adult.  This goal is achieved through a two-phased program; a five month quasi-military resident phase and a year long mentoring program.  The Project Challenge mentoring program is now the second largest mentoring program in the nation and was awarded the Excellence in Mentoring Award for Program Leadership by the National Mentoring Partnership.

The program’s success can also be reflected in over 80% of the 1253 graduates  receiving their GED Diploma and 31% of graduates continuing their education.  This becomes even more important considering Arizona had the largest high school drop out rate in the nation during the 2001-2002 school year.

Project Challenge requires each student to perform a minimum of 100 hours of community service, cumulatively providing over $927,000 worth of community service since the program’s inception.  See Figure 7.4.9 for community service hours in the last two years.
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Figure 7.4.13  Community Service Hours

The AZ ARNG supports the families of veterans by providing Military Funeral Honors.  Two hundred and fifty four (254) funeral Honors details have been provided since 1999.  These funerals are a vital part of AZ ARNG’s mission of supporting retirees and family members.
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Figure 7.4.14  Honor Guard Activities

The AZ ARNG also supports the City of Tucson each year with a Medical Innovative Readiness Training (MIRT).  In 2001, C/111th Medical Company provided 1683 immunizations and performed 1700 physicals for underprivileged children. 

Arizona has a very active Employer Support of the National Guard and Reserve program (ESGR). The ESGR fosters the parternship among employer, military, community and government leaders and the National Guard and Reserve.  They have 57 trained volunteers serving across the State who assist with any soldier/employee issues that might develop.  The ESGR is very helpful in coordinating “Boss Lifts” to allow employers to see the National Guard in training.  The assistance provided by the ESGR is part of every mobilization briefing. 
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Key Support Process
Processes that support the product and/or service delivery, but are not usually 

designed in detail with the products and services themselves, because their

re-requirements do not usually depend upon product and service characteristics

KPM
Key Performance Measures

KSF
Key Success Factor

LAN
Local Area Network

LTA
Local Training Area

MACOM
Major Area Command      

Major Training Area
A National Guard Bureau designation for a training locale capable of supporting 

M-Day
Traditional National Guard Soldiers who perform drill one weekend each month plus AT

METL
Mission Essential Task List

MILCON
Military Construction

MLR
Managed Level of Resource

MOBEX
Mobilization Exercises

MODRE
Make Ready for Overseas Deployment Exercise

MOS
Military Occupational Specialty

MOSQ
Military Occupational Specialty Qualification

MRAC
Mobilization Readiness Advisory Committee

MUTA
Multiple Unit Training Assembly

NCOER
Non-Commissioned Officer Evaluation Report

NET
New Equipment Training

NGB
National Guard Bureau

NGR
National Guard Regulations

NM
New Mexico

NMC
Non-Mission Capable

NV
Nevada

No Val Pay
Not Available for military pay within last 90 days

Objective
Aimed-at-targets.  An achievement toward which effort is expended.  

ODT
Overseas Deployment Training

OER
Officer Evaluation Report

OMS
Organizational Maintenance Shop

ORL
Order of Readiness List

OSHA
Occupational Safety and Health Administration

OWCP
Office of Workers Compensation

PAT
Process Action Team

PBAC
Program Budget Advisory Committee

PC-ASORTS
Personal Computer - Army Status of Readiness and Training System

PEC
Professional Education Center

PIT
Process Improvement Team

POMSO
Plans Operations Military Support Office 

POTO
Plans, Operations and Training Office

PTSR
Post-Mobilization Training Support Requirement

QA
Quality Advisor

QC
Quality Council

QGPM
Quality Guard Performance Measures

QIP
Quality Improvement Program

QIT
Quality Improvement Team

QSI
Quality Salary Increase

RAID
Recon and Interdiction Detachment

RCAS
Reserve Component Automation System

RFO-PC
Request for Orders - Personal Computer

RRB
Readiness Review Board

ROD
Report of Discrepancy

RTI
Regional Training Institute

SAD
State Active Duty

SIDPERS
Standard Installation and Division Personnel Systems

SINCGARS
Single Channel Ground and Airborne Radio System

SOCB
Senior Officer Consideration Board

SPIRS
State Performance Indicators Reporting System

SRAA
Senior Army Advisor

SSP
Sustained Superior Performance

STARC
State Area Command (Headquarters for each of the 54 states and territories)

STEP
State Tuition Exemption Program

SWOT
Strength Weakness Opportunity Threat

TAG
The Adjutant General

TAGO
The Adjutant Generals Office

TAM
Training Assessment Model

TAMM
Training Assessment Management Model

TQM
Total Quality Management

TRADOC
Training and Doctrine Command

TRAP
Training Resource Allocation Program

TSR
Training Site Requirements

TY
Training Year

UCP
Unit Climate Profile

USAR
United States Army Reserve (A reserve component of the Total Army) 

USPFO
United States Property and Fiscal Office 

USR
Unit Status Report

VM
Velocity Management

VTC
Video Teleconference

WAATS
Western Army Aviation Training Site

WAN
Wide Area Network

WMD
Weapons of Mass Destruction

YCP
Youth Challenge Program (a program for at-risk youth)
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Figure 3.6 Customer Satisfaction Measurements
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Military Support to Civilian Authorities (MSCA)

 (FY2002)



		State Active Duty Missions			         	10,340



Hoover Dam Security			 	   386

Palo Verde Nuclear Plant Security	 	 2,243

INS and Customs Support 	 	 	 4,756

Armory Support for Fire Fighter Billeting	   240

Fire Operations Support			 2,685

World Series/Fiesta Bowl Support		     30

		Title 32 Missions 						51,306



Airport Security				46,160		

Olympic/Para-Olympic Support			   5,146

		Title 10 Missions				    	   	30,501



INS and Customs Support		              24,626

Security Support to Federal Installations		5,875

					Total Mandays:	        92,147

As of 17 July 2002

Figure 7.1.4 Military Support to Civilian Authorities
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