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P.1 Organizational Description

P.1a Organizational Environment

P.1a(1)  Mandated mission, products and services 


The Arizona Army National Guard (AZ ARNG) continues to fulfill its dual mandated missions and volunteer community support mission.  Our Federal mission is to provide trained and ready units for war, homeland security and national emergencies.  Our State mission is to provide trained forces for state emergencies and homeland security missions.   Our Community mission is to support local and state programs that improve the quality of life for the citizens of Arizona.  “Always Ready – Always There” is the philosophy by which we view our missions and our customers.  We are “Always Ready” for our Federal and Wartime missions by providing trained and ready units; and we are “Always There” for our state and communities. 

The AZ ARNG is comprised of over 4300 soldiers, state, and federal employees assigned to 48 combat, combat support and combat service support units in 22 communities.  Units are located across the state to facilitate rapid deployment for any mission.

Our mission has expanded into the international arena through the State Partnership Program with the Republic of Kazakhstan.  We also provide aviation training for foreign students, primarily to the Republic of Singapore.

Our main products and services, along with a description of how they are delivered to the customer, are listed in Figure P.1.

	Key Customer
	Product & Service
	Method of Delivery

	INTERNATIONAL

	 Republic of Kazakhstan
	 Training, education and exercises
	 Partnership for Peace agreements

	 Republic of Singapore
	 Combat Pilot Training and facilities
	 Western ARNG Aviation Training Site

	FEDERAL

	 Combatant Commanders
	 Trained and Ready units
	 Mobilizations

	 Border Patrol
	 Roads, barriers, and infrastructure construction and maintenance
	 Innovative Readiness Training Program    (IRT)

	 Native American Nations
	 Emergency Response                 
	 Request from Native Amer Nations

	 DEA/FBI/Customs
	 Counter Drug Program
	 Partnerships with law enforcement

	 Professional organizations     and groups
	 Classrooms, billeting, distance  learning centers and training sites
	 Contracts, agreements, regulations

	 Depts of Navy and Air Force
	 Storage/Warehousing
	 Contracts, Camp Navajo 

	 Other Federal Agencies
	 Storage, facilities, and maintenance support
	 Inter-Service Support Agreements



	
	
	

	STATE

	 Governor of Arizona
	 Individuals/Units/Equipment/facilities
	 State Active Duty

	 Youth of Arizona
	 Education/training
	 Project Challenge

	COMMUNITY

	 Civic Leaders and communities
	 Ceremonial support, events and facilities
	Memorandum of Understanding (MOU)

	 Veterans/Retirees and Families
	 ID Cards, DEERS, retirement counseling, education opportunities and Honor Guard
	 Soldier Support Center and Honor Guard


Figure  P1 Products and Services

P.1a(2)  Our organizational culture

The Arizona National Guard is a division of the Arizona Department of Emergency and Military Affairs (AZ-DEMA), which is comprised of the Air National Guard, the Army National Guard and Emergency Services.

Our Joint Force Headquarters is adjacent to the State and the County Emergency Operations Centers.  The Joint Force HQ building is the center for emergency management training within the state.  

Our close proximity to the emergency management community enhances our ability to develop coordinated plans, participate in exercises and rapidly respond to emergencies.

The senior leadership validates the Purpose, Vision, Mission and Values annually.  These are components of the Strategic Plan that establish the strategic direction for the AZ ARNG.  


-  PURPOSE:  The purpose of the AZ ARNG is to provide trained and ready soldiers and units for prompt mobilization. 


 -  VISION:  A soldier-focused organization that will grow and succeed in all missions.
-  MISSION:  In war and peace the Arizona Army National Guard provides military forces that are “Always Ready – Always There” to accomplish Federal, State and Community missions.

Federal Mission:  When directed by the President, provide military forces to support US involvement in armed conflict, contingency operations, emergencies and homeland security.

State Mission:  When directed by the Governor, soldiers will serve and protect the citizens of the State of Arizona.

Community Mission:  Participate in local and state programs that improve the quality of life for the citizens of Arizona.

-  VALUES:  The AZ ARNG embraces the Army values as an essential element to guide our soldiers in the performance of their duty and behavior.  The Army Values are posted in each of our Armories.   Our soldiers have also been provided GTA 22-6-2 which is a pocketsize plastic card containing the Values and the Soldier’s Code.  The Army Values for individual soldiers are:

· Loyalty:  Bear true faith and allegiance to the U.S. Constitution, the Army, your unit, and other soldiers.

· Duty:  Fulfill your obligations.

· Respect: Treat people as they should be treated


· Selfless Service:  Put the welfare of the nation, the Army, and your subordinates before your own

· Honor: Live up to all the Army Values.

·  Integrity:  Do what’s right, legally and morally.

· Personal Courage:  Face fear, danger, or   adversity (Physical or Moral).

In addition to the Army values, the AZ ARNG has embraced Organizational Values.  These values are embedded beliefs and behaviors of our organization.  Our Organizational Values are:

· CUSTOMER SERVICE – Postured to meet customer needs.

· TEAMWORK – Working together to make things better.

· EMPOWERMENT – Providing individuals the freedom, authority, and resources to do their job.

· SOLDIER CARE – Enhance the well being and safety of our Soldiers and their families.

· SOCIAL RESPONSIBILITY – Responsibilities to the public, ethical behavior, and the need to practice good citizenship.

· STEWARDSHIP – Safeguard and effectively utilize the financial, natural, and human resources entrusted to our care.

P.1a(3)  Employee profile, education levels, workforce diversity, bargaining units

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 full-time work force is comprised of Active Guard/Reserve (AGR) soldiers, federal technicians; and state employees.  All three work groups provide the day-to-day support for fulfilling our mission of providing ready soldiers and units.  Figure P.2 contains our workforce composition.

	Work Force
	Authorized
	Assigned

	Officer
	444
	374

	Warrant Officer
	198
	163

	Enlisted
	4009
	3789

	AGR
	408
	410

	Technician
	504
	420

	State Employee
	129
	129


Figure P.2  Workforce composition

Education Levels


Education is a critical part in the career development and progression of our soldiers and employees.  Figure P.3 is the civilian education levels of our workforce.

	Degree Program
	Enl
	WO
	Off

	Associates
	277
	35
	43

	Bachelors
	181
	37
	228

	Masters
	24
	6
	59

	Doctorate
	3
	0
	7

	Other Prof Degree
	6
	0
	9


Figure P.3 Employee Education

Work Force – Diversity


We are committed to maintaining a strong and dedicated work force that reflects the communities in which we operate.  The ethnic composition of our work force is shown in Figure P.4.

	Minority Ethnic
	ARNG
	ARNG
	State
	State

	Composition
	Male
	Female
	Male
	Female

	Hispanic
	369
	39
	17
	5

	Native American
	107
	44
	2
	0

	Black
	170
	45
	6
	0

	Other 
	405
	72
	0
	1

	Total Minority
	1051
	200
	25
	6


Figure P.4 Ethnic Composition

Bargaining Units


Two unions represent the Arizona National Guard civilian employees.  The American Federation of State, County and Municipal Employees represent our state employees.  The American Federation of Government Employees represents our federal technician employees.

P.1a(4) Major facilities, equipment and technologies

The AZ ARNG has four major training facilities.  All of these sites can support training for the individual soldier, and two sites can accommodate battalion-sized units.

Papago Park Military Reservation (PPMR) in Phoenix is the location of the Joint Force Headquarters.  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) building was completed in 2001 and provides a state-of-the-art maintenance facility. This year a new facility was completed for the CST, as well as billeting for eighteen beds at the RTI.
Silverbell Army Heliport is home of the Western ARNG 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 a full motion flight simulator for the AH-64 (Apache). An AH-64D (Longbow) simulator is scheduled to arrive in August of 2004.  

Florence Training Site 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. This facility supports training for all services as well as our annual youth camp. 

A summary of the facilities and the major items of equipment for the AZ ARNG are listed in Figures P.5 and P.6.

	Types of Facilities
	#

	 Armories and Community Centers
	29

	Organizational Maintenance Shop
	 6

	Combined Support Maintenance Shop
	1

	Army Aviation Support Facility
	2

	Airfields
	6

	Training Ranges
	17

	Major Training areas
	 2

	Local Training areas
	 11

	Maintenance Bays
	83

	Maneuver & training equipment site
	1

	Barracks Spaces/beds
	688

	Regional Training Institute (RTI)
	1

	Ammunition Storage Bunkers
	 778

	Total Acres
	58,643


Figure P.5 Types of Facilities

	
	Types of Equipment
	Quantity 

	AVN
	OH-58  Helicopters
	19

	
	AH-64A Attack Helicopters
	20

	
	AH-64D Attack Helicopters
	14

	
	UH-60 Helicopters
	9

	FA
	M198 Towed Howitzers
	18

	
	M109 SP Howitzers
	18

	SPT
	M915 Tractors 
	122

	
	7,500 gal. Tankers
	56

	
	PLS Trucks
	65

	
	HEMTT Tankers
	19

	ENGR
	Dump Trucks
	21

	
	Road Graders
	12

	
	Bull dozers
	8

	
	Drilling Rig
	1

	
	Scraper
	6


Figure P.6 Major Items of Equipment

Technology

    Technology is a vital link for our information flow and for our ability to train.  T-1 lines are being installed in all of our armories.  This will enhance our ability to communicate with all of our armories through the phone system, Internet and KIOSKS.  Simulators have proven to be the most cost effective and realistic method for training, especially for our aviation and field artillery units. Figure P.7 depicts a summary of our technology.

	Type of Technology
	#

	 Video Conferencing Sites
	5 

	Distance Learning Center
	5 

	Local Area Networks
	1 

	Voice Over Internet Protocol sets
	150 

	Engagement Skills Trainer
	 1

	Fire Support Combined Arms Tactical Trainer
	 2

	AH-64 Apache Simulator
	 1

	CISCO IP TV
	1

	Facility Climate Control systems
	1

	COOP – DPI Continuity of Operations Plan
	 1

	KIOSKS
	4


Figure P. 7 Types of Technology

P.1 a (5)  Regulatory environment
 


The AZ ARNG recognizes its obligation to comply with legal and regulatory requirements while serving as trusted stewards of the environment and public resources.  Our dual federal and state mission requires that we comply with the laws of the United States and the State of Arizona.  We follow all Federal, NGB and State military regulations.  In addition, we adhere to policies and regulations set forth by the Occupational Safety and Health Act (OSHA) and the Environmental Protection Agency (EPA). 

P.1b Organizational Relationships 

P.1 b(1) Reporting relationships


The Army Executive Council (AEC) is the board of directors for the organization.  The Assistant Adjutant General – Army (AAG) is the chairman of the AEC and is responsible for establishing the direction, goals and objectives for the organization.  The AAG reports to The Adjutant General (TAG) who is responsible for the performance of the organization.  The TAG provides the governor with monthly performance measures.   NGB is provided monthly readiness, personnel and numerous other reports that measure performance.

P.1.b(2) Key customer groups and requirements 


Our key external customer groups and their primary requirements and expectations are listed in Figure P.8.

	 Customer Requirements
	International
	Federal
	State
	Community
	Retirees/Families

	Trained and ready units
	 
	X
	X
	X
	 

	Training, schools, exercises
	X
	X
	X
	 
	 

	Training ranges, simulators
	X
	X
	 
	 
	 

	Facilities
	X
	X
	X
	X
	X

	Environmental Compliance
	 
	X
	X
	X
	X

	Effectively Manage Resources
	 
	X
	X
	X
	X

	Emergency Response
	 
	X
	X
	X
	 

	Engineer Support
	 
	X
	X
	X
	 

	Warehouse/storage
	 
	X
	 
	 
	 

	Job training
	 
	 
	 
	 
	X

	Information & benefits
	 
	 
	 
	 
	X


Figure P.8  External Customer Groups 

P.1.b(3)  Types of suppliers and distributors

The AZ ARNG relies on established, reliable and proactive supplier/customer relationships to conduct daily business to support mission accomplishment.  On- time delivery of quality supplies is our most important supply chain requirement.
P.1.b(4)  Communication mechanisms

We employ a two-way communication mechanism with the suppliers and customers by meeting with them in person, by electronic/ e-mail, by phone conversations and through written correspondence. 

P.2 Organizational Challenges

P.2 a. Competitive Environment

P.2 a (1)  Competitive position


We are in a competitive environment for missions, funding, resources and force structure.  Our primary competitors are other states’ National Guard Organizations.  Other competitors include the active and reserve military forces and the civilian job market.

  The National Guard Bureau (NGB) ranks all 54 states and territories on the Order of Readiness List (ORL).  The ORL measures the assigned and available strength and  Duty Military Occupation Skill Qualification (DMOSQ) which are adjusted for NoVAL pay to determine a national ranking.  The ORL ranking is used by NGB to assist in determining which states can support additional force structure. The AZ ARNG continues to be ranked near the top of the ORL as shown on Figure 2.5.  We are currently ranked 4th in the nation.
P.2a(2) Success relative to competitors 

The key factor that determines the success of our organization is unit readiness. Ranking in comparison to our competitors and established readiness standards are reflected in the measurements listed below. 

· Unit Status Reports (Figure 7.5.5 - 7.5.9)

· Authorized & Assigned Strength (Figure 7.2.3 )

· Enlisted Loss Rate  (Figure 7.1.4 )

· Order of Readiness List (ORL) (Figure 2.5)

· NoVAL Pay (Figure 7.1.5)

Key changes taking place that affect our competitive edge are: maintaining a close working relationship with NGB and our customers; monitoring changes in the competitive environment; exploring new markets; and, taking care of our soldiers. 

P.2(3) Comparative and competitive data

     We compete with 53 states and territories in the areas of strength, readiness, training, logistics and financial resources.  The National Guard Bureau provides the main source of comparative data and ranking in comparison to our competitors.  This information is provided in documents that depict a national ranking in a respective area or information on how closely we are meeting an established standard.

     The Order of Readiness List (ORL) (Figure 2.5) is one of the core measurements we use to gauge our success.  It measures assigned and available strength, DMOSQ and NoVAL pay.  It is used to assist NGB to determine which states can support additional force structure.


Our ability to maintain a competitive edge in strength and readiness is evident by an increase of 614 authorized force structure positions since TY 2000. For FY 04, we increased our authorized force structure by 182 soldiers.  This represents an 8% growth in the last three years.  
P.2 b  Our Strategic Challenges 

Provide Trained and Ready Units.  Maintaining readiness levels while supporting mobilizations and homeland security missions remains a challenge.  The AZ ARNG currently has over 50% of our assigned soldiers that either have been deployed and returned, currently on deployment or are on alert to be deployed in support of Operation Iraq Freedom and Noble Eagle. Since 9/11, we have performed a total of 359,028 soldier workdays providing military support to civil authorities and conducting homeland security missions.  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. 

Enhance and Promote Soldier and Family Programs.  Maintaining and improving the quality of life for our soldiers and their families is a priority.   

Increase Force Structure.  One of our strategic goals is to grow to 5,000 soldiers by 30 Sep 2007 and 6,000 by 2010.  We have been authorized an increase of 614 positions since FY 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 dropout 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, make recruiting and retention one of our biggest challenges.

P.2 c  Performance Improvement System

P.2c(1)  Focus on Performance Improvement

The AZ ARNG has developed Organizational Performance Measurements (OPMs) that are tied to our strategic goals.  The Organizational Performance Measurements are updated monthly and provide a systematic evaluation of our progress.  The monthly OPMs are sent to everyone in the organization who has an e-mail account.  The OPMs are also posted on the intranet bulletin board and on display boards.  A traveling display board allows the metrics to be displayed at any gathering of soldiers.

The TAG, AAG and the Chief of Staff personally review the Organizational Performance Measures each month.  Any indication of a negative trend in any key process is evaluated in detail and corrective action is identified and taken.  


Most of the figures located in Category 7 comprise the OPM.


The Quality Management Committee is a trained team with the mission to monitor trends within the organization and make recommended changes to the AEC.  This team of eight members constantly reviews data and trends to identify issues in the performance of the organization.

P.2c(2)  Learning and Sharing Knowledge Within the Organization


The development of the Organizational Performance Measurements has allowed everyone in the organization to focus on what is important.  


We also foster organizational learning through attendance at conferences, service schools, and courses conducted by the Regional Training Institute and the NGB Professional Education Center. 


Learning and sharing of information is exchanged in the weekly staff meetings, round tables, administrative officer meetings, and numerous other formal and informal meetings.

[image: image1.emf]Army Communities of Excellence

2004 Application

Arizona

Army National Guard

Arizona

Army National Guard



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)  How Senior Leaders Communicate Values and Direction

Based on the TAG’s vision and guidance, the Army Executive Council (AEC) develops the Strategic Plan for the AZ ARNG.

The  AEC uses the organization’s missions, vision, 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:

AAG




 Chief of staff


CDR,385TH AV  REG

 CDR,98THTroopCMD

CDR, 153RD FA BDE

 CDR, Camp Navajo

CDR, WAATS

 State CSM




CDR, RTI

 CMD CWO



Figure 1.1  Members of the AZ ARNG AEC

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: 

· Provide Trained and Ready Units to support the organization’s defined mission

· Effectively Manage Resources

· Enhance and Promote Soldier and Family programs
· Increase Force Structure
· Add Value to the State
All employees are expected to make a contribution toward obtaining the strategic goals.  Subordinate commanders are required to list readiness and recruiting  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 towards meeting these goals.  Figure 2.2 contains our strategic goals, objectives and timelines.

The mission, vision, values 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. Organizational Performance Measurements that lead to accomplishing our goals and objectives are updated monthly and are e-mailed out to each employee. Additional information is made available to organization members through our quarterly newsletter, The Heliograph.

The Assistant Adjutant General sent a personal letter to each member of the command outlining the progress of the organization. The letter also contained a laminated pocket size card containing the mission, vision, motto of the organization as well as the Soldier’s Creed. 

The organizational values listed in the profile are those values for which our organization stands.  They are our beliefs and they guide our behavior. 

The leadership encourages two-way communication at the lowest level through town hall meeting, employee meetings, staff meetings and unit visits. The command also has an open-door policy that is very effective in promoting open communication. 

1.1a(2) Create an environment for empowerment 

The senior leadership feels it is imperative to provide a culture for empowerment where soldiers/employees 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 his or her 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 offset the cost of higher education by providing up to $3,508 per year in tuition reimbursement at any accredited post-secondary institution, to include trade schools (Figure 7.4.5).

Innovative thinking by employees has led 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 7.3.2).  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.  

The organization stresses high legal and ethical behavior standards for all our employees. Our senior leadership leads by example and also rapidly deals with those who violate the standards.  

1.1b  Organizational Governance  Management accountability for the organization’s actions is reflected in two of our six organizational values.  These values are social responsibility and stewardship.   Social Responsibility includes being responsible to the public, proper ethical behavior and practicing good citizenship. Stewardship means safeguarding and effectively managing the financial, natural, and human resources entrusted to our care. 

The AZ ARNG places special emphasis on ensuring that we are above reproach in our dealings with fiscal accountability. 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 primary 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 fiscal practices to ensure compliance. 

In 2003, the organization had 100% budget execution for 2060 and 2065 funding (Figure 7.6.1). This year’s numbers indicate 100% execution as well.
The Inspector General (IG) section, is led by an Active Duty Officer providing impartial audits of financial and personnel. The USP&FO internal audit team also conducts internal audits of the organization financial accountability.


The trust and interests of our stakeholders and customers are considered in every decision within the organization.    

1.1c Organizational Performance Review

1.1c(1) 
 How Senior Leaders Review Performance

 
Senior Leaders utilize our list of customers and the product and services we provide to develop short-, mid- and long-term performance measures for the organization. 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 that provide national rankings on performance measurements.  Reports that provide a national comparison include:

· NGB Order of Readiness (ORL) (Figure  2.5)

· NGB State Performance Indicator Reports (SPIRS) (Figure 7.2.2)

· Unit Status Report (USR) (Figures 7.5.5 through 7.5.9) 

The AZ ARNG views National Guard organizations in other states as its 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 that we remain competitive (Figure 2.5). 

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 soldier survey allows us to monitor how we are doing in meeting our soldier’s expectations.

A list of our strategic goals and how our  performance measures support these goals is shown in Figure 1.2.
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Frequency

Business

Goals

Measure

of Review

Results

Goal 1:  Provide trained and ready units 

Managed Level of Resource (MLR)

Monthly

7.5.5 - 7.5.8

Units Obtain C-3 rating

Monthly

7.5.4

MOSQ Percentage

Monthly

7.2.6

Emergency Response

As Required

7.1.2

Deployments/Alerts

Monthly

7.1.3

Goal 2:  Manage Resources

Federal Funding

Annually

7.3.1

Budget Execution

Quarterly

7.6.1

Camp Navajo Revenue

Annually

7.3.2

WAATS Funding

Annually

7.3.3

State Performance Indicators

Quarterly

7.2.2

Reporting System (SPIRS)

Full-time Manning Rates

Quarterly

7.4.1

Full-time Training

Quarterly

7.4.3

Goal 3:  Enhance and Promote Soldier 

IG Complaints

Quarterly

7.6.3

and Family program

Military Awards

Annually

7.4.9

Technician Awards

Annually

7.4.10

Safety

Quarterly

7.4.11

Tuition Reimbursement

Quarterly

7.4.5

Soldier Surveys

Annually

7.6.4 - 7.6.7

MWR

new

new

Child Care

new

new

Goal 4:  Increase force structure

Authorized Force Structure

Monthly

7.1.1

authorizations to 5,000 

Order of Readiness List

Quarterly

7.2.1 & 2.5

by 2007 and 6,000 by 2010

MOSQ Percentage

Monthly

7.2.6

NOVAL Pay

Monthly

7.1.5

Assigned Strength

Monthly

7.2.4

NGB Target vs Assigned Strength

Monthly

7.2.3

Enlisted Loss Rate

Monthly

7.1.4

Goal 5:  Add Value to the State of AZ

Counter-Drug Seizures

Annually

7.6.11

Community Service

Annually

7.6.12

Figure 1.2  Strategic Goals and Organizational Performance Measurements

1.1c(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. 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, chaplains, 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 allow the leadership to redirect or reprioritize resources based on changing mission requirements within the state or at the national level.  If there are changes in the priorities, these changes are communicated at weekly staff meetings and are briefed at conferences throughout the organization. Senior leader visits, staff meetings, conferences, and the AEC encourage the open exchange of ideas to promote innovative thinking.

The Organizational Performance Measurements (OPMs) are up-dated monthly by the Office of Strategic Plans. The OPMs are e-mailed to each employee, posted on the website and posted on status boards on the Joint Forces Headquarters drill floor. The OPMs are briefed at the AEC, annual officer call, CSM conference and at the semi-annual Senior Commanders Conference.  The monthly Organizational Performance Measurements have become the focal point for performance improvement.  Recent performance review findings show that all of the OPM trends are in a positive direction.

1.1c(3) Performance reviews and continuous improvement

Our Organizational Performance Measurements are posted and reviewed each month.  The Quality Management Committee has the mission to monitor the metrics for any negative trends.  A monthly review of our metrics provides the opportunity to adjust priorities and take advantage of opportunities for innovation.  Changes in priorities are communicated at the weekly staff meeting, which is attended by each MACOM and staff director.  Any changes in priorities are quickly analyzed to determine if our suppliers and partners are affected.

1.1c(4)  Evaluation of Senior Leaders and organizational performance review

Senior Leaders are evaluated in their performance by using personal evaluations (OER/NCOER), leadership development, and feedback from surveys and measurements.  Performance expectations are placed on the OER support forms and are aligned with the Organizational Performance Measurements.  Personnel not performing to standard receive assistance through counseling and mentorship programs.  Personnel performing above the standards may receive appropriate level awards.

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 a 23% reduction from FY 2001 to FY 2002(Figure 7.6.3).  The recent increase in the number of IG inquiries is contributed to the large number of mobilized soldiers.

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.  Results are tabulated for each major command and for a state total.  The state totals are briefed at the Mid-winter Senior Commanders 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.  The soldier survey contains a number of questions that evaluates the leadership of the Officer and NCOs within each unit of the organization.

The leadership closely analyzes the soldier survey data as an indicator of soldier satisfaction.  A trend analysis of the 2003 data indicated that the soldiers were not totally satisfied with the training management at the unit level.  The soldier survey data was confirmed by conducting unit visits.  A special training management workshop was designed to address the weakness in training management.  All officers attended this one-day workshop to receive instruction on the new FM 7.0 “Train the Force” and how to plan and conduct training.   

 The Assistant Adjutant General has developed performance standards for each MACOM Commander.  MACOM performance standards are aligned to support the Organizational Performance Measurements.  These performance standards are placed on the Officer Efficiency Report (OER).  Each quarter, the AAG reviews the progress with the MACOM commander to insure that agreed upon goals are being met. 

1.2  Social Responsibility  

1.2a  Responsibility to the Public

1.2a(1)  Impacts of Society

Assessing the impact of our actions on our communities, state and society is closely staffed and monitored. 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, tours of our facilities, newspaper announcements, and visits with local officials and residents.  Public affairs inquiries also provide feedback from the communities.

1.2a(2) Public concerns with future products

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. 

With over 4,300 employees, the AZ ARNG is a major employer in Arizona.  Our 29 armories, in 22 different communities, provide for significant economic impact within the communities and the state.  In FY 2003, the economic impact of federal portion of our budget was 231 million dollars, which was distributed throughout the state. As an organization, we participate in the Combined Federal Campaign (CFC), food drives, host blood drives, collect clothes for local schools, sponsor youth camps, participate in the adopt-a-highway program, conduct drug demand reduction (DDR) programs and participate in numerous other community support functions.  DDR programs included; DDR Camps for over 1,300 children, Schools for over 235,000 children, 37 Coalitions, and Drug Testing of 11,335 samples. We also make 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.  Since 9/11/01, the AZ ARNG has provided 359,028 workdays in support of Homeland Security and State Active Duty missions.

1.2b  Ensure Ethical Behavior 

Ethical behavior is trained, lived and enforced within our organization.  Personnel are trained on ethical behavior at all stages of their training. Initial training is refreshed through our distance learning centers such as the program offered in August 03 titled “Business Ethics”. Our senior leadership sets the example for the organization by living and leading through ethical behavior.  Personnel are evaluated on their ethical behavior through the OER/ NCOER and technician rating systems.  Ethical Behavior is part of our organizational culture as expressed in our Organizational Value of Social Responsibility. 

We also ensure ethical behavior by having senior leaders and managers understand that they set the example for the organization.  Any statement or comment that even infers an impropriety is looked at immediately.  The Inspector General (IG) conducts investigations regarding any allegations of ethical behavior.  

The IG has developed a Ethical Behavior training program based on the acronym “SAMS”.  SAMS stands for Sex, Alcohol, Money, and Special Privileges.  The SAMS training program has been provided to all the Officers and Sr NCOs within the State and the lesson plan and CD has been distributed to every unit.

1.2c  Support of Key Communities  

The AZ ARNG has developed a growth strategy  to grow to 5,000 soldiers by 30 Sep 2007 and 6,000 soldiers by 2010 (Figure 1.2).  Our Stationing Committee conducts 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. 

The Nakata Planning Group has been contracted to up-date our Master Plan to ensure all factors for expansion and construction are identified.  The Nakata Planning Group, LLC will assess existing conditions of real property assets statewide and establish the strategic plan for long-term management of critical facilities.  Additionally, their report will provide detailed sit analysis and future development plans for ten (10) AZ ARNG sites. 

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 continues to be in compliance with AR 210-20, Master Planning for Army Installations, completing eighty (80) percent of our goals established in the AZ ARNG “Real Property Development Plan” (RPDP) dated May 21, 1999.

The AZ ARNG also 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 clean up target specific areas and youth groups.  Our drug demand reduction team hosted the Freedom Academy for 310 youths. The Family Readiness Program sponsors an annual youth camp for youth ages 9-13 of Guard members.  In addition, the AZ ARNG conducted a Medical Innovative Readiness Training (MIRT) program in Tucson, AZ. The Guard members worked along side civilian health care workers and an estimated 1,978 underprivileged families received assistance.

2.0 Strategic Planning 

2.1 Strategy Development

2.1a Strategy Development Process

 
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-, mid-, and long- term goals.    


Our Quality Management Committee, comprised of two enlisted soldiers, two warrant officers, and four commissioned officers, is the planning arm of the Army Executive Council (AEC).  Their charter is to review and monitor the organizational performance measurements, the strategic environment, and the trends that impact the AZ ARNG.  They provide the AEC with recommended changes to the Strategic Plan that will enhance our performance.    

2.1a(1)  Strategic Planning Process
The AZ ARNG considers strategic planning as a continuous process.  We have modified our strategic plan on four different occasions since 1996 as our situation and mission changed. While the process appears to be linear it is, in fact, a continuous cycle.      We conduct strategic planning on three horizons: short-, mid- and long-term.  Our short-term horizon focuses on current performance and our ability to meet established targets. Our mid-term planning horizon focuses on the trends and factors that will affect the organization over the next 3-5 years.  The long-term planning horizon is beyond six years and considers the initiatives that could enhance our capabilities.

Our strategic planning process provides a systematic approach to establish priorities and focuses our actions and resources to achieve our mission, vision, goals and objectives.

                            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 1.1 ) 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?” Metrics are updated each month as part of the Organizational Performance Measurements. 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 the 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 and recommended by the Quality Management Committee to the AEC for approval.

Step Four  Detailed action plans identify “who must do what”.  Measurable and realistic action plans are developed to meet established objectives.       Objectives are delegated to the departments, teams and people who must implement them. 

Step Five  The Organizational Performance Measurements are reviewed each month to determine progress toward meeting our objectives.    

2.1a(2)  How We Address Key Factors for Strategic Planning 


As part of our Strategic Planning process, relevant data is collected through a variety of tools, such as, Status of Strength, State Performance Indicator Reporting Systems (SPIRS), Order of Readiness (ORL), Unit Status Reports, Soldier and Officer Survey, and other sources. From this data the organization has developed a standard set of Organizational Performance Measurements (OPMs).  The Organizational Performance Measurements are updated every month and are e-mailed out to every full-time employee in the organization.  They are also posted on the intranet, which every employee can access.  Measurements are displayed on a fixed display board.  A portable display board allows these metrics to be displayed at each commander’s conference, NCO calls and other gatherings of soldiers. The senior leadership evaluates trends in each measurement to ensure the organization continues to head in the defined direction.  The OPMs are briefed at each Senior Commander and CSM Conference.   These performance measurements support the mission, vision, goals and objectives of the organization.


The AAG conducts a quarterly review of the strength maintenance information with each Battalion Commander.  Brigade Commanders and the Battalion CSM also attend this quarterly meeting.  At these meetings, the battalion level strength and retention goals and objectives are reviewed and updated as necessary.  Established goals are agreed upon and are placed on the Battalion and Brigade Commanders Officer Evaluation Report (OER) support form.  Commanders are then held accountable for obtaining established goals.

We gather and analyze data in the following key areas: 

Customer and mission needs and opportunities:

We identify and segment our external customers based on our International, federal, state and community missions.  Each staff director is encouraged to seek new markets and customers within their areas of responsibility.

Our competitive environment:  We compete with the 53 other National Guard organizations for funding, equipment and resources.  We also compete with other services, the civilian job market, and higher educational institutions for human resources.  We use the NGB SPIRS report, the Like Type Units report and the ORL to compare our performance with that of other states.  We continue to be highly competitive nationwide as displayed in Figure 2.5.
Technology:  We leverage technology to enhance the ability of our employees to perform their jobs.  We use off-the-shelf information technology equipment and systems that compliment our processes and existing systems.  A comprehensive review of new technological advances and opportunities are studied and tested prior to implementation. An extensive use of combat simulators enhances our ability to meet our readiness goals.    
Strengths and weaknesses including human and other resources:  In order for the AZ ARNG to meet any of our goals we must recruit and retain our soldiers, taking into account the composition of the workforce during the strategic planning process.  Metrics that indicate strengths and weaknesses are closely analyzed. These include the soldier/officer surveys, IG complaints, retention rates, drill attendance and NoVAL pay. 

Ability to redirect resources:  We gather and analyze financial data primarily through our Level II and I Programming, Budgeting and Advisory Committees (PBAC).  These committees identify shortfalls in funding and redirect resources.  This process has resulted in a 100% budget execution rate in 2003 (Figure  7.6.1). Readiness Review Boards cross level equipment and personnel to ensure that readiness standards are met.

Potential risks including financial, societal, ethical, and regulatory:  The Stationing Committee gathers and analyzes data pertinent to each of these risks as it pertains to selecting potential types and locations for future force structure. Directors in responsible areas review data to thwart potential risks and ensure compliance.  

Changes in the economy: our recruiting force closely monitors Changes in the economy, such as the unemployment rate. Higher unemployment rates generally relate to higher enlistment rates.  
Partner and supply chain needs:   Our Contracting Office identifies and evaluates each critical supplier/partner to ensure on-time delivery of quality supplies. 

2.1b  Strategic Objectives


2.1b (1) Our Strategic Goals and Timetable
The five strategic goals for the AZ ARNG are:
· Goal 1: Provide trained and ready units.

· Goal 2: Effectively Manage Resources

· Goal 3:  Enhance and Promote Soldier and Family Programs

· Goal 4:  Increase Force Structure

· Goal 5:  Add Value to the State of AZ

Our success in obtaining our goals and objectives is determined by meeting or exceeding the NGB standards or by ranking in the top 20% in the nation on national rankings.

Our key goals, objectives and timetables for accomplishing them are summarized in Figure 2.2. 
	 
	End of FY Targets
	 

	
	Short
	Mid
	Long
	

	Strategic Objective
	2003
Base
	2004
	2005
	2006
	2007
	2008
	2009
	Results

	Goal 1- Trained and Ready units
	
	
	
	
	
	
	
	Figure

	1.1. Achieve NGB established MOSQ goals
	79%
	82%
	85%
	85%
	85%
	85%
	>85%
	7.2.6

	1.2. Units meet the four NGB established MLR goals.
	9
	12
	22
	24
	25
	25
	>25
	7.5.9

	1.3.  All units achieve a C3 or higher based on the criteria of AR 220-1
	53%
	60%
	85%
	90%
	95%
	100%
	100%
	7.5.4

	Goal 2- Effectively Manage Resources
	
	
	
	
	
	
	
	

	2.1.  By 30 Sep 04, DCS will develop flow charts for all core processes and identify specific areas for improvement.
	new
	
	
	
	
	
	
	

	2.2. Develop a Human Resource Plan
	  new
	
	
	
	
	
	
	

	2.2a. Achieve Annual NGB Target Strength goals. 
	4137
	4400
	TBA
	TBA
	TBA
	TBA
	TBA
	7.2.3

	2.2b. Meet or exceed authorized fill of fully qualified LT in MTOE units
	112%

119/106
	>100%
	>100%
	>100%
	>100%
	>100%
	>100%
	

	2.2c. Meet or exceed authorized fill of fully qualified WOs in MTOE units
	87%

170/194
	92%

180
	>97%

190
	100%
	100%
	100%
	100%
	

	2.2d.  Reduce enlisted loss rate
	19.8%
	18%
	17%
	16%
	15%
	15%
	15%
	7.1.4

	2.2e.  Meet or exceed FTM (AGR) strength goals
	92.7%

357/385
	>98%

408/410
	100%
	100%
	100%
	100%
	100%
	

	2.2f.  Meet NGB training requirements for full-time personnel
	new
	80%
	90%
	95%
	95%
	95%
	95%
	

	2.2g.  Meet or exceed FTM (Technician) strength goals
	88.3%

451/511
	>96%

420/504
	100%
	100%
	100%
	100%
	100%
	

	2.2h. Reduce the number of technician work loss claims
	17
	15
	13
	11
	<10
	<10
	<10
	7.4.11

	 
	End of FY Targets
	 

	
	Short
	Mid
	Long
	

	Strategic Goals and Objectives (Cont)
	2003

Base
	2004
	2005
	2006
	2007
	2008
	2009
	

	2.2i.  Establish and implement a new full-time employee orientation program
	new
	>98%
	>98%
	>98%
	>98%
	>98%
	>98%
	

	2.3a. Develop a Facilities Management Plan
	new
	100%
	
	
	
	
	
	

	2.3b. ISR (Infrastructure) Maintain C-2 facilities and bring at least two additional facilities to C-2 each year
	84.7%

100/118
	86.4%


	88.1


	>90%
	>90%
	>90%
	>95%
	

	2.4a. Develop a training area/range management plan.
	new
	30 Dec 04
	
	
	
	
	
	

	2.4b. Develop Alternate firing locations for FA units
	0
	1
	2
	3
	3
	3
	3
	

	2.5a. Develop an IM Plan
	new
	
	
	
	
	
	
	

	2.5b. Install a Kiosk in each Armory
	4

4/29
	10
	20
	29
	29
	29
	29
	

	2.5c. Increase the usage of Distance Learning Centers
	4,567

Hours
	6,000

Hours
	6500

Hours
	7000

Hours
	7500

Hours
	8000

Hours
	8000

Hours
	

	Goal 3- Enhance and Promote Soldier and Family Programs
	
	
	
	
	
	
	
	

	3.1. Improve our standing on the NGB payroll transaction timeliness report.
	21
	15
	10
	<10
	<10
	<10
	<10
	

	3.2.  All units will have a certified Family Readiness Group (FRG)
	33/59


	45/59


	50/59


	100%


	100%


	100%


	100%


	

	3.3.  Increase the number of family readiness program activities
	new
	
	
	
	
	
	
	

	3.4. Increase funding for the State tuition reimbursement program
	600K
	625K
	650K
	675K
	700K
	725K
	750K
	

	3.5. Increase execution rate of State Tuition reimbursement funds
	
	
	
	
	
	
	
	

	3.6. Increase soldier participation in the Federal Tuition assistance program
	
	
	
	
	
	
	
	

	3.7. Enhance and promote MWR programs
	new
	
	
	
	
	
	
	

	Goal 4 – Increase Force Structure
	
	
	
	
	
	
	
	

	4.1 Increase the authorized force structure for MTOEs/TDAs IAW the SOS
	4424
	4651
	4750
	4850
	5000
	5300
	5600
	6000 by 2010

	4.2 Improve our standing on the NGB ORL
	13
	10
	<10
	<10
	<10
	<10
	<10
	2.5

	4.3  Maintain NOVAL pay to less than 1.5%
	.7%
	<1.5%
	<1.5%
	<1.5%
	<1.5%
	<1.5%
	<1.5%
	7.1.5

	Goal – 5 Add Value to the State of AZ
	
	
	
	
	
	
	
	

	5.1  Participate in approved Community programs and events
	new
	
	
	
	
	
	
	

	5.2. Increase Economic Impact to the State
	$231

Million
	250
	270
	290
	310
	330
	350
	7.3.1

	5.3.  Promote Guard Awareness for employees through the ESGR program
	new
	
	
	
	
	
	
	


Figure 2.2 Goals, Objectives and Timetables

2.1b(2)  Addressing the Challenges


The AZ ARNG embraces the importance of the link between the strategic challenges identified in the Organizational Profile and the strategic goals and objectives.  Senior Leaders systematically review our Strengths, Weaknesses, Opportunities and Threats (SWOT) to adjust our goals, objectives or action plans.  It is the responsibility of the Quality Management Committee to monitor the trends within the organization and make recommended changes to the AEC.  The Quality Management Committee has been empowered to call upon subject matter experts to gain information ensuring a timely response.  We ensure that our strategic objectives balance the needs of all key stakeholders through our Organizational Performance Measurements review.  Figure 1.2 shows the linkage between our Organizational Performance Measurements and meeting our Strategic Goal.

2.2  Strategy Deployment

2.2a.  Action Plan Development and Deployment

2.2a(1)  How We Develop and Deploy Action Plans


Action Plans are developed as part of Step 4, Implementation, of the Strategic Planning Process (Figure 2.1).  The Quality Management Committee develops and recommends 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 Director of Strategic Plans briefs the AEC on the progress of each action plan at the quarterly meetings.  Financial resources are allocated by the PBAC to meet the strategic objectives. The action plans are linked to the objectives that are the foundation for meeting the strategic goals.  Progress on meeting the timetables for accomplishing the action plans are monitored by the senior leadership and the Quality Management Committee each month.  This vigilant tracking allows the AZ ARNG to ensure organizational alignment between the strategic goals, objectives and action plans and stakeholder expectations.

2.2a(2)  Key Short-, Mid- and Long-term Action Plans  











 
Each objective (Figure 2.3) has actions plans identified that lead to meeting the objective.  Action plans are changed, added, or deleted, 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 Enhance and Promote Soldier and Family Programs. This ensure that families are included in the future direction of the AZ ARNG.  

Figure 2.3 contains a summary of our action plans.

	Objective
	Action Plan
	 Timeline
	Status
	Measurement

	1.1a
	 Establish MOSQ targets to 05
	Annually
	Completed
	 Included in the Strategic Plan

	1.1b 
	 Review TDA units for appropriate MOSs
	Quarterly
	Ongoing
	 Move excess MOSQ soldiers from TDA

	1.1c
	 Target school funding and traps to MOSQ
	Quarterly
	Ongoing
	 Improve quota reservation rates

	1.1d
	 Maximize use of school quotas
	Monthly
	Ongoing
	 Improve school quota usage

	1.1e
	 Track chronic non-MOSQ list and distribute
 to Units quarterly
	Quarterly
	Ongoing
	 Improve MOSQ rate

	1.2a
	 Maximize cross-leveling of over strength soldiers
	Quarterly
	Ongoing
	 Move MOSQ soldiers to MTOE units

	 1.2b
	 Maximize cross-leveling of equipment
	Quarterly
	Ongoing
	 Balance equipment to meet readiness

	1.3a
	 Review impact of early MTOE conversion
	Annually
	Completed
	 Review readiness impact at Quarterly 

 Readiness Review board

	 1.3b
	 Refine data base information with NGB
	Quarterly
	In progress
	 Accurate Data

	2.1
	 Obtain flow charts from ND ARNG
	One Time
	Completed
	 Complete flowcharts for core processes

	2.2
	 Obtain a copy of existing HR Plan from Best in   Class
	One Time

1 Oct 04
	Working
	 Refine and expand existing HR Plan

	2.2a
	 Establish short-mid-and long term recruiting goals
	Quarterly
	Ongoing
	 Assigned vs NGB Target Strength

	Objective
	Action Plan
	 Timeline
	Status
	Measurement

	2.2b
	 Identify LT vacancies and branch needs
	Annually
	Working
	 Assign qualified LTs in MTOE units

	2.2c
	 Identity WO vacancies and unit needs
	  Annually
	Working
	 Assign qualified WO to MTOE units

	2.2d
	 Publish monthly ETS report for MACOMs
	Monthly
	Ongoing
	 Reduction in Enlisted loss rate

	2.2e
	 Project and announce AGR vacancies 
	Daily
	Ongoing
	 Rapidly fill AGR vacancies

	2.2f
	 Establish tracking system for employee tng
	30 Sep04
	In progress
	 Employees receive required training

	2.2g
	 Project and announce Technician vacancies
	Daily
	ongoing
	 Rapidly fill technician vacancies

	2.2h
	 Identify work place safety issues
	Daily
	Ongoing
	 Reduce employee work loss claims

	2.2i
	 Develop an employee orientation program
	30 Sep 04
	In progress
	 New Full-time employee orientation

	2.3a
	 Develop a Facilities Management Plan
	30 Dec 04
	In progress
	 Maximize use of facilities

	2.3b
	 Identify facilities needing upgrading to C-2
	30 Dec 04
	In progress
	 Repair selected key facilities

	2.4a
	 Develop a training area/range management plan
	30 Dec 04
	In progress
	 Maximize training areas and ranges

	2.4b
	 Identify options for FA live fire exercises
	30 Dec 04
	In progress
	 Develop at least 3 alternative for FA

	2.5a
	 Develop an IM plan
	30 Dec 04
	In progress
	 Publish IM plan and standardize 

	2.5b
	 Acquire Kiosk system for each Armory
	15 Jun 05
	Ongoing
	 Have a Kiosk system in each Armory

	2.5c
	 Promote Distance Learning Centers
	Ongoing
	In progress
	  Maximize the use of DL centers

	 3.1
	 Conduct staff study on Pay Branch organization
	Completed
	Completed
	 Hire civilian employees in Mil Pay

	3.2
	 Identify units who do not have a FRG
	30 Sep 04
	In progress
	 Have a FRG in each unit

	3.3
	 Develop and promote MWR activities
	30 Sep 04
	In progress
	 Have an active and productive MWR

	3.4
	 Meet with Legislators to increase Ed funding
	30 Dec 04
	Working
	 Funding for tuition reimbursement

	3.5
	 Identify process for tracking tuition execution
	30 Sep 04
	Working
	 Track tuition usage

	3.6
	 Identify ways to promote and educate soldiers
	30 Dec 04
	In progress
	 Maximum use of federal tuition

	3.7
	 Develop and promote MWR programs
	30 Dec 04
	In progress
	 Active and productive MWR program

	4.1
	 Conduct State of the State briefing to NGB staff 
	15 May 05
	Working
	 Educate NGB staff about AZ growth

	4.2
	 Purify data at NGB for ORL inputs
	Quarterly
	Working
	 Correct data feed into the ORL data

	4.3
	 Identify soldiers prior to being placed on NOVAL
	Monthly
	Working
	 Save soldiers and reduce NOVAL

	5.1
	 Identify annual community events 
	Monthly
	Working
	 Participated in selected events

	5.2
	 Identify new federally funded programs
	Monthly
	Working
	 Increase Economic Impact

	5.3
	 Educate and promote ESGR program
	Mobs
	Working
	 Reduce soldier-employee conflicts


Figure 2.3 Action Plans

2.2a(3)  Human Resource Plans


This year, in developing new strategic goals and objectives, the Quality Management Committee, in concert with the AEC, determined that one of the objectives supporting strategic goal 2: Effectively Managing Resources, will be to Develop a Human Resource Plan.  The HR Plan will encompass each element of the full-time workforce, as well as the military workforce.  Action Plans will be developed by the HR Office and the DCSPER; due for presentation to the AEC and QMC by 30 December 2004.
2.2a(4)  Key Performance Measures and Tracking 

The AZ ARNG has developed Organizational Performance Measurements (OPMs) that are tied to our strategic goals (Figure 1.2).  The Organizational Performance Measurements are updated monthly and provide a systematic evaluation of our progress.  The monthly OPMs are e-mailed to everyone in the organization who has an e-mail account.  The OPMs are also posted on the intranet bulletin board and on display boards.  A traveling display board allows the metrics to be displayed at any gathering of soldiers.  These metrics contain performance data gathered over several years.  This provides the senior leadership with an excellent method for conducting a trend analysis of the organizational performance.

The TAG, AAG and the Chief of Staff personally review the Organizational Performance Measures each month.  Any indication of a negative trend in any key process is evaluated in detail and corrective action identified.  


The majority of the figures in Category 7 are our Organizational Performance Measurements.

The continuous process review of our organizational performance measures insure that measurements are aligned with the organizational mission and vision; and that key areas and stakeholders are included as appropriate.  The Organizational Performance Measurements are aligned with Strategic Goals as shown in Figure 1.2.

2.2b.  Performance Projection   

 The AZ ARNG sent a delegation to NGB in November of 2000 to coordinate additional force structure.  AZ is the second fastest growing state and has the potential to support an increase in force structure.  The NGB Staff introduced the delegation to the Order of Readiness List (ORL) and at that time, AZ was ranked 38th in the nation. We are currently ranked 4th in the nation.   The NGB Staff was using the ORL to help them determine which states have the potential to support additional force structure.  With a ranking of 38th, the NGB staff informed AZ that we would not be considered for additional force structure.
Competitor Comparison. The AZ ARNG developed a growth strategy to increase our authorized force structure to 5,000 by 2007 and 6,000 by 2010.  Using the Strategic Planning Process (Figure 2.1), we knew where we were (Step 1) and where we wanted to be (Step 2).  In order to be competitive, the standards of the ORL measurement needed to be clearly defined (Step 3).  The NGB ORL measures:

· USR data for the previous six quarters

· AA units only

· Determined for each individual UIC

· Individual UICs are averaged to determine overall state ranking

· The formula for the ORL is:

((Assigned Strength–NOVAL)/ Authorized Strength) +

((Available Strength-NOVAL)/Authorized Strength) +

((DMOSQ-NOVAL) / Authorized Strength)) divided by 3

Who must do what (Step 4) was defined and command emphases was placed on improving our ORL ranking.  The standards for the ORL metric have been briefed at every Officers Call and conference since early 2001 to insure everyone knows this is a key measurement for the organization.  Briefing the ORL formula allows everyone to see how they can have a positive impact on the organization meeting this goal.

Figure 2.5 shows our progress on the NGB ORL ranking.  Since 2000, the AZ ARNG has been authorized an additional 614 force structure positions. With a current ranking of 4th in the nation, we have commitments from NGB to receive additional force structure.  Our growth strategy to increase our authorized force structure has resulted in additional full-time and M-Day employment opportunities, leadership positions, and a military construction budget for recent years of over 23 million dollars to build facilities for our new units. 
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Figure 2.5:  ORL National Ranking
3.0  Customer and Market Focus

3.1  Customer and Market Knowledge

3.1a (1) How We Determine Customer Groups and Markets

Our International, Federal, State and Community missions determine our primary customer groups and markets segments. A fifth group of stakeholders (retirees, families, veterans) has developed and grown because we provide necessary services.   During the Strategic Planning Process, the Senior Leadership reviews, identifies and validates key customers within each customer group and market segment. 


Figure P.8 shows the segmentation of our major internal customer groups.  We also review the type of relationship we have with each customer as being Mandated, or Voluntary.  Mandated customers receive products and services based on Federal and State laws. We provide products and services to voluntary customers based on our participation in approved federal, state and community supported programs.  Our mission statement in paragraph P1.1a(2) shows the breakdown of the Federal, State and Community missions.  


 At the Federal level our primary competitors are other Army National Guard organizations.  The U.S. Army Reserve and the Active Duty Army also provide competition for personnel and missions.  Our ability to successfully compete at the national level has allowed us to grow in force structure.


At the State and Community levels we have more partners and fewer competitors.  There are few agencies that can respond with the resources and manpower that we have available. 


Most of our customers are mandated by Federal and State Laws.  Within the limits of the laws, the Senior Leadership actively pursues new markets and customers that will enhance the AZ ARNG or the State of Arizona.  New customers and markets, outside of those mandated, provide employment opportunities for our Guardsmen and add value and economic impact to the State of Arizona.  There is no single process for identifying customers.  We closely monitor the customers of our competition for any opportunities to acquire part of that market share.  An example of this is that we monitor new force structure coming into the National Guard.  We noticed that a state in the northeast part of the country was scheduled to receive a water purification detachment.  We contacted the state and they didn’t really have a need for this type of unit.  In coordination with NGB, the unit was transferred to AZ where this type of unit can be used to support 

many of our communities during emergency conditions with fresh water.

Figure 3.1 shows some examples of non-traditional missions that we have acquired that add employment opportunities and add value to the State and Nation.  These new markets and customers provide employment for 359 soldiers which is 8.5 percent of our force.  Full-time  employment opportunities increase the strength, drill attendance and reduce the loss rate of the AZ ARNG.

	New Customers/Markets
	Full-time Jobs

	Peace Vanguard
	28

	Counter Drug
	162

	Camp Navajo
	142

	Partnership for Peace
	1

	Innovative Readiness Training
	4

	Civil Support Team
	22


Figure 3.1 New Markets and Customers

3.1a(2)  How We Listen and Learn 

Using the Listening and Learning Strategies identified in Figure 3.4, we assess the key requirements of our current and former customers.  While many of the Listening and Learning Strategies are universal to all customer groups, the strategies provide numerous approaches to formally and informally gather information and data relative to our customers’ key requirements and levels of satisfaction.


At the AEC level, the Strategic Planning Process (Figure 2.1) provides the process to systematically analyze trends for potential future product and service requirements; identify gaps, and establish priorities to meet changing and future customers.


Our range of  customers is from the International to the community.  The collection mechanism differs greatly between these two levels of customers.  Our approach to customer satisfaction is to ensure that all efforts in the organization are directed toward mission accomplishment and that no resources are wasted.  

3.1a(3)  How We Keep Listening and Learning Methods Current

We keep our Listening and Learning Strategies current by maintaining open lines of communication with our customers.  Aligning our customers’ requirements with functional area Directorates provides us with a systematic, decentralized approach to keeping our Listening and Learning Strategies current. Our Directors and their staffs continually review our effectiveness in meeting our customers’ requirements through ongoing communication with our International, Federal, State, and Community customers.  Our growth in automation, web-based technology and video-conferencing allows even greater opportunities for us to proactively engage our customers to identify changing and future requirements earlier in our planning cycle.

3.2  Customer Relationships and Satisfaction  

3.2a  Customer Relationship Building 

3.2a(1)  How We Build Relationships to Acquire

Customers and Increase Repeat Business

We develop customer relationships that build loyalty and repeat business by delivering a quality product/service on time.  We maintain and groom these relationships by keeping in close contact (face-to-face, whenever possible) to anticipate current and future needs.  


Our Senior Leadership is committed to continuously seeking emerging opportunities.  Using the Strategic Planning Process (Figure 2.1), they review opportunities, determine their value; and, if appropriate, initiate actions to adopt the mission.  

Some examples of our initiative and new missions:
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Complaint Handling Matrix

In 1995, accepted the mission to be host for the Republic of Kazakhstan as part of the Partnership for Peace Program.  This program has continued to grow. It consists of exercises, troop exchanges, and the sharing of information in managing disasters and improving emergency management techniques.

· In 1988, Navajo Depot Activity was identified for closure by the Base Realignment and Closure (BRAC) Commission. The commission recommended transfer of Navajo to the AZ ARNG. AZ seized the initiative turning the facility into a revenue producing venture.

· In 1999, the Innovative Readiness Training (IRT) was developed in coordination with U.S. Border Patrol.  The program brings in Engineer Units from across the nation to build roads and barriers along the U.S./ Mexico Border.  

· In 2002, NGB awarded the AZ ARNG the Peace Vanguard Mission.  This mission aligns the Republic of Singapore with the AZ ARNG to provide training for AH-64 Longbow Attack Helicopter pilots.     

3.2a(2)  How We Provide Customers Information to Conduct Business 

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, and 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.  

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 Processes

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 3.2 outlines the process a complaint goes through until resolution is reached.  This process ensures prompt and effective problem resolution.

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 State Equal  Opportunity Employment Manager (SEEM) can become involved.  Normally, the IG and SEEM will handle complaints informally to expedite resolution.  However, in those cases where formal inquiry is necessary, regulatory processes have been developed to insure timely and thorough processing of the action.
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Figure 3.3 displays the process where the IG identifies and resolves customer complaints.

Figure 3.3  IG Complaint Process
3.a(4)  How We Build Customer Relationships

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.  We currently have 17 Officers, 13 Warrant Officers, and 12 Enlisted Soldiers on tours at NGB.  These soldiers help support the NGB staff and provide excellent insight into the needs of one of our main customers. 

Within the State, the Joint Force HQ 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 (PPMR).  Close proximity to our largest customers during an emergency response allows us to be an active participant in disasters, joint training and exercises. 

	Customer
	Contacts
	Listening/Learning Strategies

	International
	Republic of 

Kazakhstan and 

Singapore
	Planning Conferences

Meetings

AARs

	Federal
	FORSCOM

NGB

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
	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 3.4  Listening and learning Strategy
3.2b Customer Satisfaction Determination
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Figure 6.1  

3.2b(1)  Determining Customer Satisfaction

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 frequently to adjust programs, products and services.

The AZ ARNG determines customer satisfaction/dissatisfaction through a variety of formal and informal feedback mechanisms.  Our primary feedback metric from NGB is the ORL.  At the state and local level, a combination of formal and informal feedback is utilized to measure satisfaction/dissatisfaction.  Figure 3.5 depicts how customer satisfaction is determined.

	Customer
	Requirements
	Determinates of Satisfaction
	          Measures

	International
	-Information Exchange

- Exercises

- Training combat Pilots
	- After Action Reports

- Longevity of Relationship

- Future Training Concepts
	- Trained Pilots

- Feedback comments

- Future training events

	Federal
	- Mission Capable Units

- Add Value
	- Unit Status Report

- SPIRS

- ORL

- CLRT


	-Units Meeting readiness goals(USR)

- Top ten on SPIRS

- “GO” in all areas of CLRT

- Top ten on ORL

	State
	- Mission Capable Units

- Add Value
	- Positive Press Coverage

- After Action Reports

- Feedback from the Governor
	- Number of Missions

- Number of Exercises

- Positive Trends

	Community
	- Mission Capable Units

 - Add Value
	- Community Support

- DDR Missions
	- Hours of community Serve

- Amount of drug seizures

- # Project Challenge Grads
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3.2b(2)  How We Follow Up with Customers

The approach used to follow-up with customers depends on the source of the issue.  When appropriate, employees who interact directly with a customer, contact the customer to gather prompt feedback regarding product or service they received.  Action items are handled at the lowest level possible.  In cases where action items are not within the scope of the employee the action is elevated to the next higher supervisory level. 
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3.2b(3)  How We Obtain Customer Satisfaction Information Relative to our 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 2.5) 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.

Any indication of customer dissatisfaction with our performance or products/services is quickly identified and corrective action taken.

3.2b(4)  How We Keep Approaches to Customer Satisfaction  current  

The national ranking of the NGB SPIRS and ORL have provided the entire National Guard with a common set of measurements which 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. 


Each spring our Senior Leadership conducts a State of State Briefing to the NGB staff.  Our current measurements and national rankings are briefed and discussed with the NGB staff.  We also identify our desires for additional force structure and the types of units we can best support.     


The 5th Army Staff is briefed each spring at the Yearly Training Briefings (YTB). Each of our Company Commander briefs their next years training plan. The Commanding General or the Deputy Commanding General of 5th Army either approves or disapproves the company level training plans at the YTB.   

4.0 Measurement, Analysis and Knowledge Management


The review of information and analysis of the Arizona Army National Guard (AZ ARNG) 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 five Strategic Goals, Objectives and Action Plans are listed in Category 2. 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) How We Select, Collect and Align Data for Tracking Performance 
Leadership forums that support the Strategic Plan five Goals select the data and information.  Regulatory required information is also selected, according to the applicable regulations affecting the Arizona National Guard.  The leadership forums are scheduled throughout the year.  They focus on a wide range of managers, from company-size elements all the way to the Army Executive Council.  Data and information are extracted by each forum and are used by the state senior leadership in making decisions that affect the direction of the AZ ARNG. Forums are held monthly, quarterly or annually; and provide required and implied information to the senior leadership.  This allows them to make informed decisions and adjustments to the direction of the AZ ARNG.  

After selecting required data from each forum, the collection method is determined.  The most efficient, least-intrusive method of data collection is generally selected both to increase accuracy and to limit reports that need to be developed by the data managers.  Data collection is normally performed through standard Army automated systems such as SIDPERS, SABERS or the Unit Status Report (USR) processing systems (Figure 4.1 under the DATA Column).  

Using standard systems with a single entry source of data and having one functional leader responsible for the data allows for easier alignment.  Also, standard systems allow for the “true” picture to be assessed, with the best data available, allowing senior leaders to review information from multiple sources that point back to the same data. 


For example, SIDPERS is the standard automated personnel system used by the AZ ARNG.  Using SIDPERS, data can be derived to create a variety of reports.  These reports range from unit membership, to a soldier’s qualification to hold a specific position within each unit.  This data is used in the development of USR’s, MOSQ reports, NoVAL status and other reports.  Each required report owner must use the SIDPERS data, as the same data is used in multiple reports.

Daily operations are tracked and integrated based on their direct effect to influence the achievement of the five goals of the strategic plan. Each responsible functional area reviews daily, weekly or monthly reports to monitor trends.  These reports are developed through standard operating reports such as the USR through the SIDPERS database reporting systems and through internal reports developed to support senior leadership’s decision-making matrices.  This monitoring of the daily operation allows leadership to influence negative trends through direct action with the responsible agent and to further encourage positive trends.

Force Generation is affected by Arizona’s standing on the Order of Readiness List (ORL), which is published quarterly by National Guard Bureau (NGB).  Unit Readiness is affected by the USR monthly unit submissions through their major commands to state.  USR data from the previous six quarters for each individual UIC in AZ’s inventory is used in the ORL formulas. The formula is; Assigned Strength minus No Val divided by Authorized Strength, plus Available Strength minus No Val divided by Authorized Strength, plus DMOSQ minus No Val divided by Authorized Strength, and this sum is divided by three. Individual UIC’s are averaged together to determine overall state ranking.  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 AZ ARNG continues to work towards maintaining our ranking on the ORL (Figure 2.5).  



The Strategic Goal of Enhance and Promote Solider and Family Programs 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 increase our force structure 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 soldier survey is compared to previous years’ responses and contains a MACOM and state summary.  The soldier’s survey is posted on the DSPP website and is available for all members of the AZ ARNG to view.

Measurement and Analysis

	Forum
	Frequency
	Review Process
	Data
	 Data Users
	Comparison

	NGB
	
	
	
	
	

	Force allocation or deployment
	As required
	ORL standing

USR standing
	States USR reports

States NoVAL status
	Units
	Other States

	Total Guard Analysis
	Quarterly
	ORL standing
	Various State reports
	National Guard Bureau
	Other States

	STARC
	
	
	
	
	

	AEC
	Quarterly
	Strategic Goal Status
	ORL, Goal Sponsors
	AEC
	Strategic Goals

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

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

	Town meetings
	As required
	Community centers
	Various
	Joint Programs
	Governor’s Report

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

	Engineer Board
	Quarterly
	Community support
	Community requests
	Facilities Mngt. Office
	Completion rates

	PBAC
	Quarterly
	Resource readiness issues
	SABERS, BPEA
	USPFO / Program Mgr.
	Readiness, Financed missions

	AAG Senior Cdr Meetings
	Quarterly
	Strength, Attrition, NoVAL
	SIDPERS, NoVAL
	DCSPERS
	Standards

	Roundtable
	Monthly
	Current status
	SPIRS/ORL
	Strategic Plans
	Other States

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

	DIRECTORATE
	
	
	
	
	

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

	DCSPER Meetings
	Twice per month
	Unit and DCSPER Staff review Strength, NoVAL, Attrition, DMOSQ data
	SIDPERS, NoVAL
	PAC NCO’s, 

DCSPERS
	Standard

	MACOMS
	
	
	
	
	

	SMET
	Monthly
	Strength, Attrition, NoVAL
	SIDPERS, NoVAL
	Readiness NCO’s
	Standard

	Staff Meetings
	Monthly
	Training, Personnel, Logistics
	Training Schedules
	BDE/BN/CO Staff
	Subordinate Units

	DMOSQ Review
	Monthly
	Review for Pre-RRB
	SIDPERS
	DCSPERS / DCSOPS
	Unit data


Figure 4.1 Measurement and Analysis

Integration and tracking takes shape in the form of reviews at either NGB or the JFHQ.  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 goal is 2%.

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 2.5) 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.

JFHQ staff reviews SIDPERS data, USR data, soldier attrition data, and unit NoVAL data.  These reviews occur in forums hosted by the JFHQ leadership.  The forums include quarterly Readiness Review Boards (RRB), quarterly Army Executive Councils (AEC), semi-annual meetings with Senior Commanders and JFHQ Staff, quarterly meetings between the Assistant Adjutant General (AAG) and senior commanders, quarterly Program and Budget Advisory Committee (PBAC) meetings, and monthly 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 JFHQ staff are hosted by the AAG. The AAG monitors 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 allocate resources to improve readiness.  In addition, monthly and 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.

JFHQ 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) How We Select Comparative Data to Support Decision Making and Innovation 

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 NGB compares the AZ ARNG to other States.

Also key to selection are regulatory requirements given by state, NGB, Department of Defense and Federal statues.  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.

Increase Force Structure 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 soldier’s survey is used to measure those objectives within our Enhance and Promote Soldier and Family Programs goal.

4.1 a (3)  How We Keep Performance Measurement Systems Current 

The performance measurement system is kept current with business needs by placing information 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 five 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).  

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 into the allocation of resources such as time and funds to correct or improve the performance measurements.  Making key measurements and other information available, throughout the enterprise on the Intranet, allows units and employees to see what is important and how we compare to desired results (Category 7).  Providing this knowledge to the lowest levels, allows our personnel to help in developing innovative ways to improve key performance measurements.  

4.1 b Performance Analysis

4.1 b  (1)   Analysis performed to Support Organizational Performance Review


Analysis performed to support our senior leaders’ organizational performance reviews is conducted at several recurring meetings.  Monthly Pre-RRB’s are conducted with units by Deputy Chief of Staff Operations (DCSOPS) 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, 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 provides and resources to either continue the process or re-align the activity.   

4.1 b (2) 
How We Communicate Results and Analysis to Support Decision-Making


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.  Enhance and Promote Soldier and Family Program measurements are communicated at Quarterly Employee Meetings, at the semi-annual Senior Commanders Conference, and at the AEC.  The organizational measurements (Figure 1.2) are posted on the DSPP website and are posted on a bulletin board on the JFHQ drill floor.
4.2 Information and Knowledge Management

4.2a Data and Information Availability

4.2 a (1) How We Make Data and Information Available and Accessible  

Data and information is made accessible to users by various means.  Our Intranet is the primary source to make information available. Wide Area Networks are being used to make personnel information available to units by transferring their portion of the database to the unit’s location. Readiness data is electronically mailed to key staff and is also displayed on the 

Intranet banner.  Metrics are e-mailed to all involved parties, thus pushing the data to the field. 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  (Figure 4.2). 

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.
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Figure 4.2 Intranet Access and Content 

4.2 a (2) How We Ensure that Hardware and Software is Reliable and User Friendly


Hardware and software quality and reliability 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 last year using 5-year on-site maintenance agreements. 

Hardware reliability is maintained 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.  

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 4.3).

	Hardware and Software Reliability 

	System
	Hardware
	Reliability
	Software
	Reliability
	User Feedback

	SIDPERS
	HP-9000
	Very High
	NGB
	High
	Units want update capability

	SABERS
	HP-9001
	Very High
	NGB
	High
	Complaints that reconciliation adjustments are slow

	JUSTIS
	HP-9002
	Very High
	NGB
	Very High
	Want better access

	AFCOS
	HP-9003
	High
	NGB
	High
	Timely and accurate

	UPS
	Unit Workstation
	High
	NGB
	High
	Units want more update capability

	Auto 1379
	Unit Workstation
	High
	NGB
	High
	Could be more friendly

	Intranet
	Server
	High
	MS FrontPage
	High
	Want more information


Figure 4.3 Hardware and Software Reliability


When users experience problems, they call a single point of contact (help desk) 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 they can call customer support by telephone.  Software is standardized on all computer workstations, and is industry standard software for which training is readily available.  Standardized software also allows the customer support technician to be proficient on all software issues that may occur, thereby increasing customer satisfaction.

Computer based training for computer office automation software is also made available on the Intranet. 

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 4.3).

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.

4.2a(3) How We Keep Our Data and Information Availability Mechanisms

Data and information availability mechanisms are kept current with business needs by adapting to change.  Changes include incorporating proactive upgrades of patches and upgrades that are available to standard commercial software.

As stated previously, lifecycle maintenance and replacement of hardware within 5 years, allows the AZ ARNG to stay current with its business needs.

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 (Figure 4.4).  The key elements of information are Strength, Availability, DMOSQ, NoVAL, ORL standing, and Quality of Life issues.

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 a banner at the top of all pages.  This banner contains information regarding Strength, NoVAL, SPIRS, DMOSQ, and ORL standings along with the effective date of the information and the current trend.  

	Data Availability and Quality

	Data
	Source
	Delivery
	Availability
	Timeliness
	Security
	Integrity

	ORL
	USR SIDPERS
	E-Mail
	E-Mail list Intranet
	Batch
quarterly
	Unclassified
	Unit SIDPERS Data adjusted by NoVAL

	NoVAL
	SIDPERS JUSTIS
	E-Mail
	E-Mail list SOS on Intranet
	Batch
monthly
	Unclassified
	Coded active SIDPERS but not being paid

	USR
	Unit
	Document
	G-3 file copy
	Monthly
	Classified
	Unit assessment

	SIDPERS
	Unit
	UPS &
Reports
	UPS Unit data file
	Daily/Monthly
	Sensitive
	Tight controls, changes supported by source documents

	SABERS
	PM, Contraction Logistics, AFCOS
	Batch files and Manually
	Intranet E-Mail Reports
	Daily/Monthly
	Unclassified
	Tightly controlled data flows; reconciled quarterly by accountant

	JUSTIS
	DA 1379'S
	FTP
	E-Mail reports Intranet rejects
	Weekly
	Sensitive
	Tight controls SIDPERS link

	SPIRS
	Various
	E-Mail
	E-Mail list
	Quarterly
	Unclassified
	Based on State data

	BPEA
	PM
	Briefing
PowerPoint
	PBAC Briefing
	Quarterly
	Unclassified
	Based on PM estimates to support missions

	PBAC Minutes
	SABERS
BPEA
	E-Mail
	E-Mail list PBAC Briefing
	Quarterly
	Unclassified
	Allocates resources and funds UFR's based on safety readiness criteria

	Organizational Metrics
	AEC
	E-Mail/
Website
	DSPP
Website
	Quarterly
	Unclassified
	Allocates Resources


Figure 4.4 Data Availability and Quality

Hardware and software systems are kept current with business needs and directions in a variety of ways.  Larger circuits were installed within the past two years to provide units with 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.  

Recently purchased Internet Protocol (IP) telephones, which utilizes the AZ ARNG intranet as the telephone signal transmission medium, is an example of innovation being used by the Directorate of Information Management. This system is used to meet the needs of dispersed customers within Arizona.

4.2b  Organizational Knowledge

4.2b(1)  How We Manage Organizational Knowledge

Organizational knowledge is collected and transferred primarily by means of the intranet to internal customers and the Internet to external customers.  Figure 4.5 shows AZ ARNG’s Internet access and content.  
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Figure 4.5 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.

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.  

Another method of ensuring the transfer of employee information is the utilization of shared file directories.  These directories are accessible to a designated list of personnel having a need to the information in the directory.  This shared information may be managed by one person with full read-write capability, with other personnel having only read capability.

Shared directories allow personnel to have the most up to date information, in formats that are used internally by each department.

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.  


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

4.2b(2)  How We Ensure Timeliness, Reliability, Security, Accuracy, and Confidentiality

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 daily review, 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 the accuracy of changes previously submitted.

SIDPERS is the fundamental system that tracks Strength, Availability, and DMOSQ, which 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 (Figure 4.6).  
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Figure 4.6 Information Flow

5.0  Human Resource Focus

5.1 Work Systems

5.1a Organization and Management of Work and Jobs

    The leadership of the AZ ARNG recognizes that in order to accomplish our strategic goals and objectives (Figure 2.2), we must stabilize our workforce.  

5.1a(1)  How We Organize and Manage Work 

    We organize and manage work to support all of our Strategic Goals (Figure 1.2), meet or exceed readiness standards, and manage human resources.  Our employee base consists of four main employee groups.  Our Traditional soldiers perform military duty and training at least 39 days throughout the year.  Active Guard/Reserve (AGR), Federal Technicians, and State employees comprise our full-time workforce.  Due to mobilizations we have temporarily replaced many of our full-time support staff – OMSs, CSMS, USPFO, etc. – with contract employees. All of these work groups, located in facilities throughout Arizona, provide the day-to-day support for fulfilling our mission of providing ready soldiers and units.  

    We organize and manage work and jobs through federally mandated directives and the Support Personnel Manning Document (SPMD) established by the Office of Personnel Management (OPM) and National Guard Bureau (NGB), through federal regulations and state directives. 

    The Human Resources Office manager and senior leadership determine placement of jobs based on organizational needs. For our Traditional soldiers, Modified Tables of Equipment/Tables of Distribution and Allowance (MTOE/TDA) dictate organizational alignment, including command and position levels.  

    For all employees, job specific descriptions define the degree of responsibility, the job-specific tasks, and the inherent levels of authority. If our organization’s requirements change and our manning does not, amendments to current job descriptions are developed to cover the new job requirements or to account for additional duty opportunities such as Equal Employment Opportunity Counselors, Systems Administrators, etc.  This allows our employees to be evaluated and recognized for those ‘extra things’ that add value to them and to our organization.

5.1a(2) How Our Work Systems Capitalize

    We are committed to maintaining a strong and dedicated workforce that reflects the communities in which we operate (Figures P.2, 3, 4). While the work and job descriptions are mandated, the placement of the units and the job positions are managed by our leadership.  They have the challenge of placing units in locations based on the labor force population.  

    An armory on the Navajo Reservation is being planned. The Navajo Reservation spans 11 million acres in Arizona and includes over 250,000 Navajos. This partnership will facilitate an armory, a unit, and a community working together.

    The AEC utilizes teams to enhance processes and organizational performance. Currently a Process Action Team (PAT) is redefining AGR career development and writing concurrent guidance.  Another work team was charged with redefining the organization’s enlisted promotion system and rewriting the guidance.  The team uses After Action Reports (AAR) from previous promotion boards and solicited input from process users to assist in developing a much improved system.

5.1a(3) Achieve Effective Communication and Skill Sharing

    Communication and sharing information across the organization is achieved in a variety of ways.  The organization publishes a quarterly magazine, the Heliograph that is mass mailed to every AZ ARNG soldier.  Each unit publishes their own newsletter and drill letter, as do many of the directorates (DCSLOG, HRO, etc.).  The AZ ARNG websites, an intranet (azgard) for restricted internal information and an internet (www.az.ngb.army.mil) for all shared information, have become two of the most important means of sharing information.  Examples include: job vacancies posted for technicians, AGRs and state employees to include all the necessary forms required to apply for these positions; results of the promotion boards and the order of merit list for each rank; and the minutes of the AEC meetings, soldiers survey results, and organizational performance measures.  Each HQ STARC staff section has their own webpage that contains information regarding their activities and projects. 

    Communication of organizational information is passed on by a myriad of vehicles including: staff meetings, training meetings, quarterly employees meetings hosted by TAG, DCSPER Personnel Readiness Committee meetings, etc.

    In addition, all new full-time 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.   

5.1b Employee Performance Management System

    Stabilizing the workforce is one of the objectives of our human resource plan.  A retention bonus plan, instituted in January 2001, creates stability and promotes retention of our full time workforce in the lowest level of employment (GS-05 and GS-06).  These grade levels were identified through trend analysis as positions with the most frequent employee turnover.  Providing a retention bonus to employees at the GS-05 and GS-06 grade levels has resulted in increased employee satisfaction and productivity, and has significantly reduced their turnover rate.    

    Our Information Management section was also experiencing a high rate of personnel turnover for several years.  A financial adjustment to increase Information Management personnel pay resulted in increased employee satisfaction and productivity, and has significantly reduced the turnover rate.    

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

Step 1 – Analysis: Supervisors review position descriptions and job expectations with all employees. For our traditional soldiers and our AGR force, this is completed through either the OER support form or the NCOER counseling process.  The Technician workforce completes a Technician Performance Plan, either supervisory or non-supervisory, as appropriate.  State employees receive an annual Merit Appraisal. These are all 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 and documents on the appropriate form.

Step 4 – Evaluation:  At least annually, all employees receive a formal evaluation of their performance. Formal evaluations become the basis for promotions/reductions, adjustments to compensation, additional training requirements 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.

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 management system incorporates several different performance evaluation programs.  Listed in Figure 5.1 are some of the available Employee Performance Recognition methods that support high performance, retention, and productivity. 

5.1c(1)  Identify Characteristics and Skills Needed for Potential Employees  

    When hiring personnel we consider new force structure, the communities we operate in, potential changing missions, advances in technology and our organizational goals. Potential military employees are hired and placed based on regulatory guidance using numerous tools:  ASVAB test, civilian education required for officers, and professional certifications for medical, attorneys, etc.  Technician required skills are identified through KSAs (Knowledge, Skills, and Abilities) listed on the job announcement and identified by the applicant in their application/resume. Interviewing is the primary approach to evaluating potential employees. Any one who is interviewing potential employees must first attend an Interview Course, which is in the process of being updated.  In an effort to assist potential employees, the HRO is developing a monthly “How to apply for a job” course that will also be offered on drill weekends for our traditional soldiers.

5.1c(2)  Recruit, Hire, Retain Employees

    Our military workforce is recruited and hired by our Recruiting and Retention Command, through

established guidelines. There are also programs (Victory Challenge, Warrior Challenge, Recruiting Ribbon) in place as incentives for current members to provide leads for potential recruits.  We have three tenants of our Strength Maintenance Program which support our current goals.  
They are:  1) recruiting quality soldiers, 2) retaining MOS qualified soldiers, and 3) reducing first term soldier losses through attrition management.

    One initiative to reduce first term losses was the implementation of a Recruit Holding Company (RHC) in October 2002.  This program takes non-prior service soldiers from their date of enlistment through MOS qualification, familiarizing them with the organization’s structure and mission, and providing them basic soldier skills to ensure their success at Initial Entry Training (IET) and successful integration into their unit upon return.  The success of the first RHC prompted the addition of two detachments in May 2003, one at Camp Navajo and one at the WAATS.  Initial feedback indicates that this program has reduced training pipeline losses and soldiers tell us the training “made a difference.”

    The Merit Placement Plan  (MPP) (DEMA Directive 25-6) establishes policies and procedures for recruiting, structuring and filling technician and AGR vacancies in the organization with qualified applicants, and provides opportunity for employees of the organization to compete for advancement.  The MPP is being updated to integrate changes in the hiring and retention processes.

    Our fulltime workforce primarily comes from our military workforce, which is representative of our communities and their labor force.

5.1c(3)  Succession Planning 

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 schools, 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 NCOs expressing a desire for the position are boarded.

    Technicians are managed through the Merit Placement Plan and Individual Development Plans     (Paragraph 5.2a(5)).

5.2 Employee Learning and Motivation

5.2a Employee Education, Training and Development

5.2a(1)  Achievement of Action Plans 

    As mentioned earlier, the AZ ARNG has four employees groups.  Our military personnel, both M-Day and AGRs, attend MOS training based on regulations and organizational requirements that support our Goal 1 and Objective 1 (Figure 2.2).  This is accomplished using ATRRS (Army Training Requirements and Resource System), a system used to request and secure required training quotas and enroll the soldier.  Our technician and AGR force attends job-related training courses primarily at the National Guard’s Professional Education Center (PEC). Figure 7.4.3 indicates an increase in full-time training.  

This training enables our employees to better use the systems that help us accomplish our goals – ATRRS, training, personnel, supply, etc. State employees attend courses conducted by the state staff and other agencies, to support their respective positions.  The AZ ARNG conducts in-house training

via distance learning, vendors, or in-house trainers for our employees in training management, personnel actions, physical security, logistics, supervisor training, leadership training, Labor Relations, Mid-Career/Retirement Planning, EEO, ethics, preventing workplace violence, mediation, 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 other training opportunities through the civilian education, and military and civilian correspondence courses.

    The HRO Employee Development Specialist conducts an annual Needs Assessment, which is a forecast of organizational and individual training and development requirements. This serves as a basis for the state's annual Training Plan and future budget projections. The Needs Assessment measures the individual's actual performance against planned job performance standards. The situation will dictate whether or not necessary actions will include training. The assessment also analyzes performance against prescribed standards, which are: Organization Mission, Strategic Plan, Performance Goals, and Priorities.

5.2a(2)  Addressing Key Organizational Needs

    Formal courses lay the foundation for technical skills. The new employee orientation for Technicians and AGRs, as well as NCOES and OCS for soldiers, integrate diversity, EEO/EO, safety, ethics, and management and leadership development into their training.  
5.2a(3)  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.

5.2a(4) How Do You Deliver Education and Training 

    We deliver education and training in a variety of methods and modes: distance learning (satellite, teleconference, video teleconference), web-based, CD-Rom, electronic bulletin boards, computer-based training, college courses, resident military schools, and locally developed courses facilitated by platform instructors. 

    We have also hosted numerous courses/ seminars.  These include:  Strategic Planning (Action Officer and Executive Level), Mid-Career/Retirement Planning, HAZMAT, Financial Manager’s Course, to name a few.  

5.2a(5) Reinforce Use of Knowledge and Skills

The Individual Development Plan (IDP) provides supervisors and employees with a plan for systematic development of Knowledge, Skills, and Abilities (KSAs) through self-development, formal,

and informal training.  The supervisor and employee are responsible for the preparation of the IDP.  IDPs are used as a result of changes in mission, policies, programs, or procedures; to keep abreast of new technology; as a result of the assignment of new duties and responsibilities; to improve or maintain 

proficiency in the present job; in support of upward mobility programs which increase employee skills, qualifications and opportunity for advancement to

higher-level positions; and in support of individuals 

who have been hired below the target grade and require knowledge, skills, and abilities to be promoted to the next higher grade.

5.2a(6) Effectiveness of Education and Training

    Training evaluations are sent to each full-time employee who has completed training. The agency evaluates the responses to determine how well the training meets short and long-range program needs by occupations, organizations, or other appropriate groups. The form allows feedback from both the trainee and the supervisors.

5.2b  Motivation and Career Development

    The leadership of the AZ ARNG openly promotes both formal and informal recognition of the workforce.  Figure 5.1 below, 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, thereby ensuring impartiality.

    The AZ ARNG has a readily available source of 

trained applicants – our traditional force.  With a base of over 4,300 trained individuals, holding the appropriate MOS 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

possess the necessary skills and they know and understand the cultural diversity of the communities where they will be assigned.

    Career counseling is mandatory for all employees.  Supervisors maintain a written record of the counseling.  Career progression training plans have been created for each technician position in the state and are continually 'fine-tuned' to the specific needs of the employee and supervisor.  This information is entered into a database for consolidation, to increase the amount of training dollars we will receive beginning in FY05.  An increase in training dollars will allow us to increase employee development and enhance career opportunities.
5.3  Employee Well-Being and Satisfaction

5.3a  Work Environment

5.3a(1)  Improving the Workplace

Every employee is involved in workplace health, safety and security. Their decisions and actions are guided by the leadership, the Safety Council, the Occupational Health Specialist and the Safety Office, who work as a team to provide daily oversight, training, guidance, and management in their respective programs (Figure 2.3 and 2.4). 

    The Occupational Health Specialist’s (OHS) program oversight is crucial to employee well-being and satisfaction.  The OHS provides education about job-related health hazards and has established active programs, including training, for ergonomics, hearing conservation, occupational vision, industrial hygiene, radiation protection, hazard communication, illness absence monitoring, respiratory protection, to name a few.  The OHS reviews position descriptions, workplace environments, and job procedures to determine requirements for protective clothing and equipment.  Annual workplace inspections are accomplished using the OSHA Workplace Inventory and the DoD Health Hazard Inventory Module.

    This year over 200 full-time employees were trained in subjects including Back Safety, Fork Lift Safety, OSHA for First Line Supervisors, etc.  In addition, over 20 seatbelt inspection periods were conducted, resulting in offenders being counseled and trained in the proper wear of the seatbelt.  In addition, our high enrollment in and completion of the required Defensive Driver’s Course resulted in our winning the small state category.
	Employee Group
	Recognition Tools
	Reinforces

	
	*  Military Awards/Ribbons/Medals
	*  Performance/Service

	
	*  Unit Achievement Awards
	*  Group Achievement

	
	*  Coins (GO, CSM, BDE CDR, etc.)
	*  Individual Achievement

	Military Personnel
	*  TAG Certificate of Achievement
	*  Performance

	Traditional/AGR
	*  Governor's Recognition Award
	*  Performance/Service

	
	*  Written Recognition
	*  Individual Performance/Service

	
	*  Promotions
	*  Performance/Service

	
	* Officer/Warrant Officer/NCO Trophies
	*  Outstanding Achievement

	
	*  Soldier/NCO/Officer of the Year
	*  Performance/Achievement

	
	*  Victory Challenge

*  Freedom Salute
	*  Individual Achievement

*  Individual Achievement for Mobilizations

	
	*  Written Recognition
	*  Customer Astonishment

	
	*  Suggestion/Incentive Awards ($$)
	*  Performance/Innovation

	
	*  Time-off Awards
	*  Performance

	Federal Technicians
	*  Tenure Awards
	*  Service

	
	*  Governor's Recognition Award
	*  Performance/Service

	
	*  Retention Bonus (GS-05/06)
	*  Performance/Retention

	
	*  On-the Spot Cash Awards
	*  Customer Astonishment

	
	*  Written Recognition
	*  Customer Astonishment

	State Personnel
	*  Employee of the Quarter/Year
	*  Performance/Service

	
	*  Tenure Awards
	*  Service

	
	*  Team Awards
	*  Team Performance


	Figure 5. 1   Employee Performance Recognition
	


    Traditional soldiers receive OSHA and safety training during NCOES and OCS courses (Pre-NCO, BNCOC, ANCOC, etc.).

    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.  

We also have an active Mediation program in place available to all employees for any issue that warrants resolution.  Since 2000, 140 employees have been trained in mediation and several have assisted in 17 mediations.  

5.3a(2)  Workplace Preparedness

    The AZ ARNG is “Always Ready – Always There!”  In October 2002, an Anti-Terrorism Force Protection plan was put in place for our three installations – Papago Park Military Reservation (PPMR), Camp Navajo, and Silverbell AHP.  This plan addresses what safeguard measures would be put into place 
when faced with each Force Protection Condition, Alpha through Delta. Continuous risk and 

vulnerability assessments determine what measures need to be taken in the event of an emergency.

    Validation of our ability to secure our installation and protect our employees was conducted through National Guard Bureau’s Joint Staff Vulnerabilities Inspection.  

A weekly information paper on the local threats and trends in Arizona, the Nation, and globally is available to all employees through AKO.  It also  includes crime statistics around our facilities.

    We have an annual requirement for all employees to complete Anti-Terrorism/Force Protection Level One Awareness Training.  This training is web-based and is verified by a completion certificate.  Completion is tracked by each unit.  All employees are encouraged to take on-line courses concerning Emergency Preparedness, etc. with FEMA  (http://training.fema.gov/EMIWeb/).  These courses enable employees to possibly receive military retirement points or college credits, as applicable.

    In addition, all full-time employees were e-mailed an Individual Emergency Preparedness Plan to 

assist them in preparing their home and family in the event of an emergency.  American Red Cross has partnered with the Department of Homeland Defense to provide a 90 minute “Together We Prepare Your Workplace” program to promote emergency preparedness for all employees.

5.3b  Employee Support and Satisfaction

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 7.6.4 and  7.6.7).  In addition, NGB requires a post-mobilization survey for those returning from deployments.
    Other measurements which are valuable in assessing employee satisfaction include the tracking of IG Complaints (Figure 7.6.3), Equal Opportunity (EO) and Equal Employment Opportunity (EEO) complaints (Figures 7.6.6 and 7.6.7).

    Another key indictor of employee satisfaction is the measurement of enlisted losses (Figure 7.1.4) and NoVal Pay (Figure 7.1.5).  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 HR/EO, the IG, and staff members.  Communication between the junior employees and senior command level leaders is vital for a leader’s determination of satisfaction.

5.3b(2)  Employee Services and Benefits
     Each of our employee groups is supported by their own support system.  One key to AZ ARNG providing quality service to employees and their families is the Soldier Support Center (SSC). Customers include employees of the AZ ARNG and any current or retired uniformed service member and their eligible dependents.

    The team of eight currently provides many services, including: civilian education counseling and testing for military members and their spouse; processing education benefits for military members; issuing ID cards and DEERS enrollment for all uniformed services members, retirees, and their dependents; making ID tags; providing retirement counseling; issuing/processing 20-year letters; processing RC-Survivor Benefit Plans; providing 

casualty/survivor assistance; processing Family Survivor Group Life Insurance requests; and providing Family Readiness support.  

    A partnership with the Department of Economic Security (DES) to have an employment counselor 

available to any veteran and their family members to assist in job placement

    The center serves an average of 800 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 (less Family Readiness) handles an average of over 152 phone calls and over 150 e-mails each day.

    The Soldier Support Center is the beginning of a “one-stop-shop” concept to be maintained by the AZ ARNG military personnel community and the Human Resources Office. The new building, slated for completion in 2005 will also have an exchange and official photo lab.

    Our State personnel office provides numerous services and benefits for all full-time employees.  These include an on-site weight-watchers program, on-site massages, and car pooling, to name a few.  There is also a cafeteria on-site available to all employees and visitors, with the ability to support small meetings, training sessions, and conferences.

Three recent additions to our staff are a Morale Welfare and Recreation (MWR) Office, a Military Funeral Honors Coordinator, and an Employer Support for Guard and Reserve (ESGR) Manager.

Each of these benefits and services impacts the employee’s well being and morale (Figure 5.2).  Positive impacts for our employees benefit the entire organization, leading to greater success throughout the AZ ARNG.

5.3b(3) Assessing Employee Well-Being 

    The AZ ARNG has conducted a Soldier Satisfaction Survey annually since 1998.  The Director of Strategic Plans and Policies distributes the 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 survey has become one of our main measurements to in obtaining our strategic goals.

    Other tools used to assess employee satisfaction include the tracking of the number of complaints to the IG, EEO and HR/EO offices, and measurements of employee attendance.  Also important are leader visits with employees in their units and work place.

	Benefit/Services
	Traditional
	AGR
	Technicians
	State

	TRICARE Medical
	 
	x
	 
	 

	TRICARE Dental
	x
	x
	as Traditional
	as Traditional

	HMO Medical/Dental
	 
	 
	x
	x

	SGL/FSGL Insurance
	x
	x
	as Traditional
	as Traditional

	Retirement/Counseling
	x
	x
	x
	x

	Thrift Savings Plan
	x
	x
	x
	as Traditional

	State Education Reimbursement
	x
	x
	as Traditional
	as Traditional

	Federal Tuition Assistance
	x
	x
	as Traditional
	as Traditional

	Bonuses
	x
	 
	 
	as Traditional

	Montgomery GI Bill/Kicker
	x
	x
	 
	as Traditional

	Student Loan Repayment Program
	x
	 
	 
	as Traditional

	CLEP Tests/LSATS/GRE
	x
	x
	as Traditional
	as Traditional

	Space Available Travel
	x
	x
	as Traditional
	as Traditional

	Exchange/Commissary Privileges
	x
	x
	as Traditional
	as Traditional

	MWR (on-site)
	x
	x
	x
	x

	Job Employment Services
	x
	x
	as a Veteran
	as a Veteran

	VA Benefits
	x
	x
	as a Veteran
	as a Veteran

	ID Card/DEERS
	x
	x
	x
	projected

	Figure 5.2      Benefits and Services
	
	
	


    5.3b(4)  Relating Assessment Findings

    Our Human Resources Plan considers all aspects of the workforce and how it relates to the organization’s strategic goals.  Key factors such as awards, benefits, and services are constantly reviewed to see where they can be improved or expanded. 

Results for these key areas are shown in Category 7.     

    Our one-stop personnel readiness center is a concept to place all of the soldier and family services at one location – DCSPER and HRO functions, ESGR, clothing sales/exchange, etc.  The Soldier Support Center has shown us the need and the success.  

6.0 Process Management

6.1 Value Creation Processes

The Arizona Army National Guard (AZARNG) determined that our key value to our two “Major Stakeholder Customers”, the State of Arizona and the Federal Government, is providing trained and ready units. All other processes like Information Management (Cat 4), Human Resources (Cat 5) or Facilities Management (P.1a(4)) are in support of our major strategic goal of trained and ready units. We analyzed our stakeholders’ requirements and our assigned missions to determine our core value creation process.

6.1a(1) How the organization determines key value process

The AZARNG has five key processes (Fig. 6.1) that are used to measure and deliver our products and services to our customer. These processes are determined by the US Department of the Army in the Unit Status Report (USR) for trained and ready units. 

We also use the Managed Level of Resources (MLR) in our process measurement system. The processes are designed to accommodate our  Major Stakeholder Customers. Our stakeholders’ requirements are the starting point for our design process. Once identified, required support processes are developed to produce required outcomes. Both of these sovereign entities require the AZARNG to provide trained and ready units to meet the needs of various missions. 

6.1a(2) How the organization determines key value creation processes requirements

The command uses a variety of inspections and reports to ensure that each key process delivers our customer requirements (Figure 6.1). The first two 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 AZARNG’s ability to deliver soldiers, units or equipment for federal or state missions is based on the mission analysis. The analysis is conducted by the command section of the AZARNG, with the aid of DCSOPS section. The mission analysis determines the requirements, the availability of soldiers, training level, and unit capabilities. Requirements for the mission must be clearly stated and understood.  We use the military decision making process to ensure the AZARNG will be able to meet the mission requirements with available assets. 
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Our personnel processes are also highly managed and inspected. Our Recruiting Command uses mission meetings to determine needs and qualifications of recruits. Units use the Strength Maintenance Enhancement Team to discuss by name, potential re-enlistees or losses each month. The Soldier Readiness Process is used by our Mobilization Officer to determine deployability of unit personnel. Our 5th Army mobilization station provided feedback that AZARNG units were the most ready, and less than 0.05% were returned to the state after mobilization.

The most varied and highly managed process is the training rating. Weekly, monthly, quarterly, and yearly training meetings are conducted. The annual training cycle provides the basic requirements for unit training. Based on the assessment of the annual training performance (conducted by internal and external evaluations), adjustments are made that impact the complexity of tasks for the next training cycle. 

The process with the most key measured factors is our sustaining process. Supply chain management has helped us achieve a high level of cooperation with our suppliers and an increased level of service. We continue to use the same suppliers after they pass our selection criteria and continue to perform in a satisfactory manner. The use of the Quality Assurance/Quality Control (QA/QC) methodology of inspection, test, and audit is performed at each level of our organization on our internal supply chain. 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% passed. These sustainment processes also have extensive test and evaluation equipment to ensure the quality of the work performed. 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, and not on a mileage or time basis.

As mission requirements change and future operations requirements are anticipated, the organization develops a plan for realigning resources to achieve better performance. This plan identifies the need for new or different equipment, personnel or training management.  Military education and training emphasizes anticipation, forward thinking, and changing requirements.

6.1a(3) How the organization designs processes to meet key requirements

Technology enhances our processing and reporting of key quality indicators such as equipment readiness levels, duty qualification of soldiers, and delivery of ordered items to meet key requirements. During mobilization, real time data and qualifications must be readily available to react to the ever-changing customer needs. We constantly update and improve how we report the success of our processes. This determines our availability and ability to support the mission 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 (ARNG) are managed at the national level.  It was determined that additional officers would be needed for the ARNG. To increase incoming officers, the age for new officers entering Officer Candidate School (OCS) was increased from 35 to 39. AZ 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 every changing requirements.

Technological change has three impacts on our operations.  First is the introduction of new or upgraded equipment. Second is the change of mission or force structure requiring upgraded equipment, 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 (CBT) is offered as a cost-effective alternative to traditional school-house 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 forces the organization to grow and 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 an Army Knowledge Online Account (AKO), giving a soldier an e-mail account, and access to important personal (MyPay) and Army information. The AZARNG now has 48 Distance Learning terminals, at five locations, which is up from 18  terminals last year. The use of e-technology allows flexibility and the assembly of military personnel who have never met each other to work together to accomplish the same mission. 

6.1a(4) How are key performance measures used to control the value creation process

Figure 6.1 addresses our key value support processes that we take into account when looking at controlling our performance measures and how to improve upon them. Our inspection and oversight system 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 and recommends improvements. In complex process issues we may form a Process Action Team (PAT) to further increase efficiency.

6.1a(5) How the organization minimizes overall costs

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, and 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 have annual emergency support exercises run in conjunction with State agencies to facilitate readiness for a number of state required emergency scenarios.

The systematic training process used by our organization tests our production delivery systems. Trained soldiers must be productively integrated into AZ units. A unit becomes cohesive when qualified individual soldiers training as a section, incorporate collective training tasks. As all the sections and platoons of a unit grasp their collective training tasks, the unit works on their highest-level collective tasks. This training is normally accomplished during the 2-week Annual Training period.  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 capable trained and ready units. The mobilization officer, using the Organization Compliance Evaluation Program checklist, conducts inspections of this process, which provides our federal customer with our mobilization readiness status. The Training Assessment Model (TAM) is another evaluation tool that external evaluators use to validate the training conducted and reports 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 AZ units have successfully trained their collective tasks, and improved their proficiency by participating in exercises throughout the world.  These exercises are used to test units’ 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.

6.1a(6) How the organization improves our value creation processes to achieve better performance

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 Category 7.  Equipping will be covered in Category 6. 

We measure our ability to respond with ready units through a customer required USR that assesses our units ability to perform our mission requirements globally.  The USR evaluates our units at 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 personnel and equipment readiness to meet or exceed the 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 maintain standards for specific skills. 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 AZARNG Mobilization and Deployment Support Plan.  It provides information and guidance to AZARNG 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.

Our day-to-day functions and ever-changing individual soldier data require 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. 

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.        

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 that 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.  

States share solutions to similar problems through personal relationships with peers in other states. The AZARNG 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(1) How did the organization determine key support processes

The key support processes that are vital to our growth and success are shown in the Figure 6.2. The design of each of these processes and standards is a customer requirement. 

The AZARNG 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, the Air Force and Navy. 

2. Another process is the Western ARNG 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 the US Foreign Military Sales program.     

The key support requirements are based on the Modified Table of Organizational and Equipment (MTOE), which outlines how many people we are authorized and equipment type/number. The Yearly Training Plan identifies Mission Essential Task List (METL) tasks which the unit will concentrate their training for that year. Customer requirements are a key element in determining these requirements and are audited by a thorough inspection process.

	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


Figure 6.2  Key Support Processes.

6.2a(2) How does the organization design support process key requirements

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. 

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(3) How the organization designs processes to meet all key requirements

Our process designs have all of the key requirements imbedded in them. The requirements are outline by federal or state regulations and are approved by the department manager. 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 use of checklists is used to ensure consistent results. An example is in recruiting as part of our Personnel process. We use extensive checklists to insure that only those most likely to succeed are enlisted into the National Guard to avoid training cost on a failed applicant. All criteria for each inspected area are consolidated at the state level as much as possible. 

6.2a(4) How the organization key performance indicators control and improve our processes

The key performance measures used to control and improve other identified key support processes are listed in Figure 6.3. Law, regulation, or NGB guidance regulates most of the design requirements. As these support processes are reviewed, and if they do not meet customer expectations, the processes are revised to acquire the desired end result.

Inspections, tests and process/ performance audits (Figure 6.3) are normally accomplished during planned events. For example, PBAC’s are accomplished a minimum of three times a fiscal year and provide the command an opportunity to redirect financial resources to meet changing requirements. Performance Measures for various inspections/tests are reviewed, compared and consolidated to maximize preparation for future inspections/tests.  All criteria for each inspected area are consolidated as much as possible. 
6.2a(5) How the organization minimizes costs associated with our performance audits

We establish guidelines and resources that support all authorized missions assigned to the AZARNG within published budgets and guidelines. Providing our services in the most economical manner is in our command climate. For example, steering committees (Figure 6.3) are used to evaluate proficient use of time and resources. 
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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 scheduled staff meetings. Careful analysis from federal mission planners along with local analysis must ensure that the organization can improve our support to our processes and ultimately our units with minimum resources. 

6.2a(6) How the organization improves support processes to achieve better performance 

We improve support processes by comparing our current results from previous standards (baseline). Stringent timelines to reach readiness standards in personnel, training, and equipment are established in advance to ensure success. Monthly feedback is provided on the progress of any implemented unit changes. 

If feedback indicates that training, administration, or contract performance may be below standard, the program manager is contacted to discuss the specific issues. Program Managers perform periodic evaluations to ensure service quality, and make continuous process improvements to include changes to current and future contracts. 

 
Members of the organization attend workshops and conferences designed to share and improve business practices. This professional network provides a successful conduit for sharing similar problems and solutions. Attendees also provide detailed after-action reports for use to the AZ chain of command. 

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 nationally ranked programs.  

7.1 Customer Focused Results  

7.1a(1) Customer Satisfaction/Dissatisfaction

 
Customer satisfaction is evident by NGB awarding the AZ ARNG with 614 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 Military Police Company.  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 and 6,000 by 2010.
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Figure 7.1.1 Force Structure
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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 and Homeland Security program is displayed in Figure 7.1.2.  In FY 2004, the AZ ARNG provided 202,103 work days to support the citizens of Arizona and the Nation.  Since 9/11, the AZ ARNG has provided 359,028 work days in support of these missions.
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Figure 7.1.2  Military Support to Civilian Authorities
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Since 9/11, the AZ ARNG has mobilized 1,658 soldiers (37% of our force) from 19 units in support of Operations Noble Eagle and Operation Iraq Freedom. Arizona’s units performed highly diversified missions including security of in-State military bases (Fort Huachuca and Luke and Davis-Monthan Air Force Bases), medical support for the United States Military Academy at West Point, explosive ordinance disposal support for Fort Irwin, and logistical support and command and control support for forces in Iraq and Kuwait.

In addition, another five AZ ARNG units (670 soldiers) are alerted for possible mobilization. Arizona’s focus on unit readiness as part of  our strategic plan enabled the State to fulfill all of the customers’ requirements for mobilizations. 

The AZ ARNG was able to mobilize all units and move them to their mobilization stations on time.  This was done despite short notification times (less than a week in several instances).

Figure 7.1.3 shows the list of units mobilized and retuned, currently deployed and units placed on alert to support Operations Noble Eagle and Iraq Freedom. Figure 7.1.3  Mobilizations and Alerts.
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Figure 7.1.3 Mobilized and Alerted Units.

7.1a(2)  Customer Perceived Value, Loyalty and Retention 

Since FY 2000, we have reduced our enlisted loss rate by approximately 8%. (Figure 7.1.4).  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.  The reduction in our enlisted loss rate combined with an increase in recruiting will allow us to obtain our strategic goal of 5,000 soldiers by 30 Sep 2007 and 6,000 by 2010.
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Figure 7.1. 4 Enlisted Loss Rate

NoVal Pay is the percentage of soldiers that have not received any military pay within the last 90 days. The AZ ARNG exceeds the NGB Standard of 2%.  A low NoVAL percentage demonstrates soldier satisfaction. Figure 7.1.5 shows our performance in 

NoVal Pay.
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Figure 7.1. 5 NoVAL Pay

Our improvement in retaining qualified soldiers is possible only by having satisfied soldiers who will re-enlist and stay with the organization.  Figure 7.1.7 shows the results of our soldiers’ survey data reflecting our soldiers’ willingness to re-enlist.
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Figure 7.1.7.   “I would re-enlist today.”
Another key indicator of soldier satisfaction is whether they would recommend the Guard to a friend (Figure 7.1.8). Eighty-three percent of soldiers responded positively.  This positive attitude toward the organization contributed to the 13.2 percent increase in our authorized strength (Figure 7.1.1) in addition to filling the 614 additional force structure positions since FY 2000.  The best recruiters are satisfied soldiers.
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Figure 7.1.8  “I would encourage a friend to join the Guard.”
7.2  Product and Service Results

7.2a  Product and Service Results Compared to our Competitors

The NGB Order of Readiness List (ORL) is a national ranking that measures assigned and available strength, MOSQ, and NoVAL over the previous six quarters.  NGB uses this report as an indicator for states to receive additional force structure.  The ORL is one of our key measurements and Figure 7.2.1 shows how well we compare with competitors in the Southwestern United States.
	ORL Comparison

	Southwest United States

	NGB ORL Report, 2nd QTR FY '04

	National Ranking

	State
	ORL Ranking

	Arizona ARNG
	4

	California ARNG
	36

	Nevada ARNG
	17

	New Mexico ARNG
	51


Figure 7.2.1  ORL Comparison


The State Performance Indicators Reporting System (SPIRS) identifies 32 key measures of effectiveness/efficiency that support ARNG Core Process and rank performance levels of the 54 States and Territories.  Figure 7.2.2 shows our national ranking.

	SPIRS Comparison

	Southwest United States

	NGB SPIRS Report, 2nd QTR FY '04

	National Ranking

	State
	SPIRS Ranking

	Arizona ARNG
	21

	California ARNG
	37

	Nevada ARNG
	8

	New Mexico ARNG
	49


Figure 7.2.2  SPIRS Comparison


Figure 7.2.3 shows a comparison between our NGB target and assigned strength.  We have exceeded our NGB goals in end strength for the past two years.
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[image: image9]Figure 7.2.3 NGB Target vs. Assigned Strength

Human Resources is one of our strategic challenges.  Recruiting and loss rate are key to meeting our readiness and force generation strategic goals.  The gains in the strength percentage are in addition to a net gain in force structure of 285 positions during September and October of 2002 and 182 in Sep 03 (Figure 7.2.4).  
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Figure 7.2.4 Assigned Strength
Figure 7.2.5 shows our Duty MOSQ percentage for MTOE and TDA units.  The recent decline in the percentage rate is do to adding a Military Police Company of 182 soldiers to our force structure in Feb 2004.  

Figure 7.2.6 MOSQ Percentage

7.3 Financial and Market Results

7.3a(1)  Financial Performance

There is a direct relationship between our increase in force structure (Figure 7.1.1) and the increase in our federal funding (Figure 7.3.1).  Our increase in force structure has also had a positive impact on our full-time positions authorized (Figure 7.4.1). 


Figure 7.3.1  Federal Budget

7.3a(2)  Market Performance and New Markets

In 1988, Navajo Depot Activity was identified for closure by the Base Realignment and Closure (BRAC) Commission.  The commission recommended 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 the storing of Trident rocket motors. 

Camp Navajo employs 142 state and federal employees and generates over 8 million dollars in operating budget each year (Figure 7.3.2)
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Figure 7.3.2 Camp Navajo Revenues

The Western ARNG Aviation Training Site (WAATS) has experienced a steady increase in operating budget for the past eight years (Figure 7.3.3). 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, Singapore, United Arab Emirates, Korea, Turkey, and Jordan. Five Hundred and eighty-four students have been trained year to date. The transition to the AH-64 Apache will ensure that the WAATS remains a viable organization of the AZARNG. 
[image: image12.wmf]WAATS Budget

7.6

9.8

18.8

20.5

8.7

12.3

12.7

12.9

13.1

0

5

10

15

20

25

FY96

FY97

FY98

FY99

FY00

FY01

FY02

FY03

FY04

Millions


Figure 7.3.3 WAATS Budget
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 work on construction projects in support of the U.S. Border Patrol along the southwestern border between the U.S. and Mexico. 

The EIRT annual budget for this program in 2003 was over a million dollars.  Figure 7.3.4 shows the number of work days in support of the Border Patrol.  Several Engineer Units had to cancel their rotation in 2003 because of the pending mobilizations.


Figure 7.3.4  Innovative Readiness Training

NEW MARKETS

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 in 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.  The US now has bases in KZ as part of our war on terrorism.  We feel that our relationship with KZ has positively affected US/KZ relationships, which in turn may have had a positive impact on gaining permission for US bases.

NGB recently awarded us the Peace Vanguard mission, which is to support the Republic of Singapore Air Force (RSAF) 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 AZ ARNG was authorized the 91st Weapons of Mass Destruction Civil Support Team, also known 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 the hostile use of chemicals (such as nerve or blister agent), biological agents (for example, anthrax), or radiological weapons.  The team can be in route within three hours of notification to support civil authorities in the event or suspicion of a WMD attack.  

7.4  Human Resource Results

7.4a  Human Resource results

7.4a(1)  Work System Performance

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).


Figure 7.4.1 shows our increase in authorized full-time manning
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Figure 7.4.1  Authorized Full Time Manning
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Figure 7.4.2  Production of Lieutenants

7.4a(2)  Employee Learning and Development

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 7.4.1).  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.  
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Figure 7.4.3 Full-Time Training

The increased emphases on training our full-time force is shown in Figure 7.4.4.
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     Figure 7.4. 4 Full-Time Training
The senior leadership has worked with the state legislators to develop and increase the National Guard tuition reimbursement programs (Figure 7.4.5).  In 2003, 467 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.  Funding for the tuition reimbursement program was reduced in 2003 because of budget issues at the State Level.
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Figure 7.4.5 Tuition Reimbursement 
7.4a(3)  Employee Well Being, Satisfaction and Dissatisfaction

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 soldier survey is completed in the Sep-Oct timeframe each year.  In 2001, the surveys were completed shortly after 9/11 which caused an anomaly for all question.

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. Continued deployments have caused the Soldier Survey to temporary be suspended until our soldiers return.

Soldiers are proud to be a member of the organization.  This is indicated by a 94% positive response to the Soldiers Survey question “I am proud to be a member of the AZ ARNG and serve my country”. (Figure 7.4.6)
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Figure 7.4.6 “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 7.4.7) to them was 91% last year.  There is a direct correlation between satisfied soldiers and our loss rate, which declined 8.6% during the same time frame (Figure 7.1.4). 
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Figure 7.4.7 “The Guard is important to me.”
Soldiers feel that the NCOs are taking care of them (Figure 7.4.8). NCOs are empowered to do their jobs, which include training, mentoring, coaching, counseling, and talking with soldiers. Taking care of soldiers and rewarding loyalty, hard work, and dedication makes soldiers want to stay and contribute to the goals of the organization.
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Figure 7.4.8 “I feel the NCOs in my unit do their best to take care of soldiers.”
The AZ ARNG encourages our employees 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 7.4.9 shows the number of Army Achievement Medals, Army Commendation Medals, Meritorious Service Medals, and Legion of Merit Medals presented to our employees.  


[image: image21]
One measure of work system performance used by the AZ ARNG is technician awards. Performance and Quality Step Increase (QSI) awards are an indicator of individual performance (Figure 7.4.10). For the past three years, Arizona has awarded these top two awards to between 9.9 and 11.8 percent of its technicians. 
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Figure 7.4.10 Technicians Awards

The safety of our employees (Figure 7.4.11) is our top priority.  The Safety Council conducts quarterly meetings to review all accidents. All accidents are investigated to ensure that corrective actions have been taken.  Our safety personnel conduct pro-active inspections to ensure compliance with OSHA standards. Leaders at all levels conduct risk assessments prior to operations.  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 to help educate our soldiers, the command directed, on 28 July 2003, that all soldiers complete the new Internet version of the Defensive Drivers Course (DDC) by the end of FY 04.  In one month, over 14% have already passed the new course and over 85% of our soldiers have completed the old course.

FY 03 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 7.4.11  Safety

7.5  Organizational Effectiveness Results 

7.5a  Organizational Effectiveness Results

7.5a(1)  Performance of Key Value Creation Processes

In a desert environment like Arizona, energy is one of the major expenses.  We have utilized employee initiative and new technology to deploy energy cost avoidance measures.  Listed below are some of the measures we have used and the estimated cost avoided.  We are looking at an estimated 31% cost reduction from our 1995 energy cost baseline.  Figure 7.5.1 shows our energy conservation projects and the yearly avoided costs.

	Energy Conservation Projects 
	Yearly Avoided Costs

	1996-1998
	Energy Efficient Lighting
	$78,798 

	1996-2003
	Occupancy Sensors & Photo-reactive Devices
	$5,600 

	1996-2003
	LED Lighting
	$1,244 

	1997-2003
	BACnet controls for the temp for 24 buildings
	$94,600 

	1998-2003
	HVAC Improvements
	$23,300 

	1999-2003
	High Efficiency motors
	$6,400 

	1999-2003
	Photovoltaic
	$2,700 

	1998-2003
	Day lighting and skylights
	$7,800 

	2000-2003
	On-going Energy Efficient Pulse Lighting
	$5,300 


Figure 7.5.1 Cost Avoidance

We have received numerous awards for our energy cost avoidance initiatives.  Some recent awards include:

	Awards
	2000
	2001
	2002
	2003

	Governor’s Award for 
Energy Excellence
	X
	X
	X
	X

	Secretary of the Army – 
Energy Management: Outstanding Contribution 
	 
	 
	 x
	X

	Federal Energy and Water 
Management Award – Army
	 
	 
	X
	X

	Secretary of the Army- 
Energy Management Excellence Award
	X
	X
	X
	 x


Figure 7.5.2  Energy Awards

Supplier performance is tracked and enforced through our USPFO and the Purchasing and Contracting Office.  Most of our supplies are received through the awarding of contracts of over $2,500.00.  Contracts may be awarded three different ways.  These include individual competition, competition via GSA Federal Supply Schedules, or from Indefinite Delivery.  Indefinite Delivery/Quantity Contracts may be awarded nationally or locally. 

Advertisement for competition is accomplished via the FEDBizOps nation advertisement process.  Figure 7.5.3 shows the number of contracts awarded each year.
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Figure 7.5.3 Federal Contracts

7.5a(2)  Performance of Key Support Processes

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 an overall “C” rating for the unit. NGB has expanded on these standards and has developed the Managed Level of Resources (MLR).  These goals are established for all National Guard units. The MLR is assigned based on the unit’s mobilization date.  Funding is based on the unit’s MLR position. 

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). 

The AZ ARNG has mobilized or alerted 2108 soldiers, over 50% of our force, in support of Operations Iraq Freedom and Noble Eagle.  In order to mobilize the nineteen units, (Figure 7.1.3), personnel and equipment were crossed leveled to allow these units to be mobilized with the soldiers and the best equipment possible.  The cross leveling process reduced the readiness in the remaining units in both personnel and equipment.  The decline in our readiness measurements reflect this situation.  Figure 7.5.4 shows the trend in units meeting the “C-3” rating. 
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Figure 7.5.4 Units Meeting Minimum “C-3” Rating 

The reduction in units meeting MRL for personnel (MLR (P)) was caused by cross leveling personnel for mobilization.


[image: image26.emf]Units Meeting MLR for Personnel

0

20

40

60

80

100

1st Qtr 02 2nd Qtr 02 3rd Qtr 02 4th Qtr 02 1st Qtr 03 2nd Qtr 03 3rd Qtr 03 4th Qtr 03 1st Qtr 04 2nd Qtr 04

% Meeting MLR (P)


Figure 7.5.5  Units meeting MLR (P)

We cross-leveled the best equipment available to the twelve units being mobilized. Figure 7.5.6 shows the status of units meeting the MLR for equipment of hand (S). 
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Figure 7.5.6  Units meeting MLR (S)
The measurement of equipment serviceability (MLR(R)), is based on the operational readiness condition of each unit’s on-hand and available equipment.  AZ ARNG’s MLR (R) measurements have consistently been over 80% for the last four quarters, and have averaged 84% during the last eight quarters.  See Figure 7.5.7 for the last eight quarters.
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Figure 7.5.7  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. Mobilizing nineteen units and 34% of our force has reduced the percentage of units meeting this goal.  Figure 7.5.8 reflects our units meeting the MLR standard for training.
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Figure 7.5.8  Units meeting MLR (T)

The number of units reporting and meeting the assigned MLR goals was reduced by mobilizations.  Personel and equipment was cross-leveled between units to ensure that mobilized units met strength and equipment mobilization standards.  Figure 7.5.9 shows Units Meeting Assigned MLR standards.
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Figure 7.5.9 Units Meeting MLR
7.5.(3)  Measures or Indicators of Accomplishment of Organizational Strategy and Action Plans

We measure our accomplishments on meeting our goals, objectives and action plans by meeting or exceeding the NGB standards.  Our goal is to be in the top 10 in the nation on all nationally ranked measures.  The ORL and the SPIRS national ranking is the best indication of success.  The ORL measures personnel readiness and the SPIRS measures 32 different core functions.  The reduction in our Enlisted Loss Rate and the number of IG complaints, soldier and officers’ survey feedback, and the increase in strength are all measures of satisfied soldiers and mission accomplishment.  

7.6  Governance and Social Responsibility Results

7.6a  Governance and Social Responsibility Results

7.6a(1)  Key Measures or Indicators of Fiscal Accountability

Full budget execution demonstrates fiscal responsibility and ensures a continued funding stream for future operations.  NGB provides an external measurement of our budget execution rates for 2060 and 2065 accounts. Figure 7.6.1 shows an improvement of 100% in the Budget Execution rate for 2003.
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Figure 7.6.1  Budget Execution

The USPFO and the Comptroller monitor our internal budget execution.  The organization uses the PBAC process to insure fiscal accountability.  Major Activity Directors are held accountable for the proper execution of their respective budgets.  Program managers receive training in the budget process by attending the NGB Budget Course, the Fiscal Law Course, and internal state budget training programs.  Fiscal managers receive training in the areas indicated in Figure 7.6.2.

	Financial Management Training

	

	Budget Cycle

	Budget Guidance

	Budget Process

	Budget Approval and Adoption

	Budget Execution

	Budget Tracking, Control and Management

	Scheduled Financial Reporting


Figure 7.6.2 Financial Management Training

7.6a(2)   Key Measures or Indicators of ethical Behavior and Stakeholder Trust

IG complaints (Figure 7.6.3) are used as an indicator of “unsatisfied” employees.  The increase in the number of IG inquiries is contributed to the large number of soldiers being mobilized.  
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Figure 7.6.3 IG Complaints
In FY 2003, the AZ ARNG initiated a junior officer survey. The survey targets Warrant Officers (WO1-CW3) and Company Grade Officers (2LT-CPT).  312 surveys were mailed out with a cover letter from the Assistant Adjutant General, Army.  The AZ ARNG is currently making improvements to this pilot survey, and plans to make it an annual survey.


The AEC directed that a survey be developed to address concerns over the loss rates of junior officers.. Junior officers expressed a high rate of respect for and confidence in their superiors (rater and senior rater), peers, and subordinates (Figure 7.6.4).
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Figure 7.6.4  “I have respect and have confidence in my Superiors, Peers, and Subordinates”.

Figure 7.6.5 shows that our soldiers feel they all have the same opportunity to advance.  


[image: image34.emf]Soldier Survey

64

62

67

0

10

20

30

40

50

60

70

80

90

100

FY 01 FY 02 FY 03

Percent (%)

Figure 7.6.5 “Everyone in my unit has the same opportunity to advance.”
Figure 7.6.6 shows a low rate of soldiers that feel sexual harassment is a problem.  This makes our work environment a positive place.  
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Figure 7.6.6  “Sexual harassment is a problem in my unit.”


The AZ ARNG  had only three informal and zero formal EEO complaints over the past two years.  The AZ ARNG is comprised of 29.2% minorities. Figure 7.6.7 depicts a consistently small percentage of soldiers who feel that discrimination is a problem.
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Figure 7.6.7  “Discrimination is a problem in my unit.”
7.6a(3)  Key Measures or Indicators of Regulatory and Legal Compliance

The Command Logistics Review Team - Expanded (CLRT-X) inspection serves as a principle means of regulatory compliance in the logistics arena. The inspection currently consists of 14 areas of supply, maintenance, and physical security management. The AZ ARNG has placed great emphasis on maintaining compliance in these areas during the past three years as evidenced by the results of the last CLRT-X inspection (Figure 7.6.8). Arizona received all satisfactory ratings with no required improvement or unsatisfactory findings. This was a significant improvement over the past three inspections. The positive results of the CLRT-X were the result of the senior leadership, under the sponsorship of the DCSLOG, preparing action plans and conducting assistance visits to the subordinate commands.







CLRT-X  Results
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Figure 7.6.8  CLRT-X Results
7.6a(4)  Key Measures or Indicators of Organizational Citizenship in Support of Key Communities

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 to 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, and also to the neighborhoods in which their armories are located.  The AZ ARNG is involved in products and services that affect 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 activities of the JCNTF can be broken down into three major functional categories: supply reduction (Figure 7.6.11), demand reduction, and oversight of the Arizona National Guard substance abuse testing program.  All of these programs are supported by a fiscal year 2003 budget of approximately ten million dollars.  
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Figure 7.6.11  Drug Seizures

For the past three years, the AZ ARNG has supported the City of Tucson each year with Medical Innovative Readiness Training (MIRT).  Forty-one soldiers supported the “CAIRFAIR 2003” in Tucson. The Guard members worked along side civilian health care workers and an estimated 1,978 families received assistance. Children were found with Down’s Syndrome, heart valve defect, and other serious problems that the families were unaware of the symptoms. 

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 to 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 7.6.12 for community service hours.
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Figure 7.6.12  Community Service Hours

Figure 7.6.13 shows the number of Project Challenge guaduates who completed their GED while attend the program.
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Figure 7.6.13 Graduates and GED rates
The AZ ARNG supports the families of veterans by providing Military Funeral Honors.  Two hundred and fifty four (254) Funeral Honor details have been provided since 1999.  These details are a vital part of AZ ARNG’s mission of supporting retirees and family members. Figure 7.6.14 shows our increased demand and support for Funeral Honors.
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Figure 7.6.14 Honor Guard

	AAG
	Assistant Adjutant General Army

	AAR
	After Action Review

	AASF
	Army Aviation Support Facility

	ABCI
	Activity Based Cost Input

	ACOE
	Army Communities of Excellence

	ACT
	Association of Civilian Technicians

	ADSW
	Active Duty Special Work

	AEC
	Army Executive Council

	AFCOS
	Automated Fund Control Orders Systems

	AGR
	Active Guard Reserve

	AKO
	Army Knowledge Online

	ANG
	Air National Guard

	APFT
	Army Physical Fitness Test

	APIC
	Army Performance Improvement Criteria

	ARNG
	Army National Guard 

	AR
	Army Regulations

	ARMS
	Aviation Resource Management Survey

	ARS
	Arizona Revised Statues

	AT
	Annual Training 

	ATRRS
	Army Training Resource and Requirements Systems

	BASOPS
	Base Support Operations

	BCO
	Biddability, Constructibility, Operability

	BDE
	Brigade

	BRAC
	Base Realignment and Closure

	CA
	California

	CAS3
	Combined Arms Service Support School

	CBT
	Computer Based Training

	CDR
	Commander

	CFC
	Combined Federal Campaign

	Class IX
	Repair Parts

	CLRT-X
	Command Logistics Review Team - Expanded

	CMD
	Command

	CMS
	Combat Mission Simulator

	CO
	Colorado

	COMET
	Command Maintenance Evaluation Team

	CONUS
	Continental United States

	COS
	Chief of Staff

	CSF
	Critical Success Factor

	CSM
	Command Sergeant Major

	CSMS
	Combined Support Maintenance Shop

	CST
	Civil Support Team

	DA
	Department of the Army

	DCSLOG
	Deputy Chief of Staff of Logistics

	DCSIM
	Deputy Chief of Staff for Information and Management

	DCSOPS
	Deputy Chief of Staff for Operations

	DCSPER
	Deputy Chief of Staff for Personnel

	DDRP
	Drug Demand Reduction Program

	DEMA
	Department of Emergency and Military Affairs

	DES
	Department of Economic Security

	DFAS
	Defense Finance and Accounting System

	DLC
	Distance Learning Center

	DMOSQ
	Duty Military Occupational Specialty Qualification

	DNR
	Department of Natural Resources

	DOD
	Department of Defense

	DSPP
	Director of Strategic Plans and Policies

	EEO
	Equal Employment Opportunity

	EIRT
	Engineer Innovative Readiness Training

	EIS
	Environmental Impact Statement

	e-mail
	Electronic Mail

	EO
	Equal Opportunity

	EOC
	Emergency Operations Center

	EOD
	Explosive Ordinance Detachment

	EOH
	Equipment on Hand

	EPA
	Environmental Protection Agency

	EQCC
	Environmental Quality Control Council

	ESGR
	Employer Support of the Guard/Reserve

	FADS
	Force Activity Designator

	FIN
	Finance

	FMC
	Fully Mission Capable

	FMO
	Facilities Management Office

	FORSCOM
	United States Army Forces Command

	FSG
	Family Support Group

	FSP
	Force Support Package

	FTFFG
	Full-time Force Focus Group

	FTS
	Full-time Support

	FTUS
	Full-time Unit Support

	FY
	Fiscal Year

	GCCS
	Global Command Communication System

	GED
	General Education Diploma

	GO
	General Officer

	HQ
	Headquarters

	HR
	Human Resources

	HREO
	Human Relations and Equal Opportunity

	HRO
	Human Resources Office

	IDP
	Individual Development Plan

	IDT
	Inactive Duty Training 

	IET
	Initial Entry Training

	IG
	Inspector General

	IGAR
	Inspector General Assistance Requests

	IMPAC
	International Merchant Purchasing Authorization Card

	IP
	Internet Protocol

	IPR
	In Progress Review

	IRT
	Innovative Readiness Training

	JAG
	Judge Advocate General

	JCNTF
	Joint Counter Narcotics Tasks Force

	JEAC
	Junior Enlisted Advisory Council

	JFHQ
	Joint Force Headquarters

	KBD
	Key Business Driver

	KBP
	Key Business Process

	Key Process
	Linked activities that produce key products and services for AZARNG customers and enable the key business driver imperatives to be achieved

	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 requirements do not usually depend upon product and service characteristics

	KPM
	Key Performance Measures

	KSA
	Knowledge, Skills, and Abilities

	KSF
	Key Success Factor

	KZ
	Kazakhstan

	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 

	MCSA
	Military Support to Civilian Authorities

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

	METL
	Mission Essential Task List

	MILCON
	Military Construction

	MIRT
	Medical Innovative Readiness Training

	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

	MTOE
	Modified Table of Equipment

	MUTA
	Multiple Unit Training Assembly

	NCO
	Non-Commissioned Officer

	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.  

	OCS
	Officer Candidate School

	ODT
	Overseas Deployment Training

	OER
	Officer Evaluation Report

	OHS
	Occupational Health Specialist

	OMS
	Organizational Maintenance Shop

	OPMs
	Organizational Performance Measures

	OPTEMPO
	Operations Tempo

	ORL
	Order of Readiness List (NGB)

	OSHA
	Occupational Safety and Health Administration

	OSP
	Office of Strategic Plans

	OWCP
	Office of Workers Compensation

	PALT
	Procurement Action Lead-Time

	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

	PPMR
	Papago Park Military Reservation

	PTSR
	Post-Mobilization Training Support Requirement

	QA
	Quality Advisor

	QC
	Quality Council

	QGPM
	Quality Guard Performance Measures

	QIP
	Quality Improvement Program

	OPM
	Organizational Performance Measurements

	QSI
	Quality Salary Increase

	RAID
	Recon and Interdiction Detachment

	RCAS
	Reserve Component Automation System

	REG
	Regiment

	RFO-PC
	Request for Orders - Personal Computer

	RHC
	Recruit Holding Company

	RRB
	Readiness Review Board

	RSAF
	Republic of Singapore Air Force

	ROD
	Report of Discrepancy

	RTI
	Regional Training Institute

	SAD
	State Active Duty

	SAIT
	Supply Assistance Instruction Team

	SBAHP
	Silver Bell Army Heliport

	SIDPERS
	Standard Installation and Division Personnel Systems

	SINCGARS
	Single Channel Ground and Airborne Radio System

	SJAG
	Staff Judge Advocate General

	SOCB
	Senior Officer Consideration Board

	SPIRS
	State Performance Indicators Reporting System

	SPMD
	Support Personnel Manning Document

	SRAA
	Senior Army Advisor

	SSC
	Soldier Support Center

	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

	TDA
	Table of Distribution and Allowances

	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

	UTES
	Unit Training Equipment Site

	VM
	Velocity Management

	VTC
	Video Teleconference

	WAATS
	Western Army Aviation Training Site

	WAN
	Wide Area Network

	WMD
	Weapons of Mass Destruction

	WO
	Warrant Officer

	YTB
	Yearly Training Brief

	YCP
	Youth Challenge Program (a program for at-risk youth)
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Mobilizations/Alerts





Mobilized  and Returned			# of Soldiers


363rd EOD										  22


356th Signal Company						  58


258th Support Center							  27


1404th Transportation Company				115


2220th Transportation Company				143


2222nd Transportation Company				137


C/111th Medical Company					  47


G/285th Avn									  52


D/245th Avn									  20


Medical Det									     3


855th MP Company							159


259th Engr Company							110


Total  Mobilized and Returned			      893





Currently Mobilized


1/180th FA Battalion							287


258th Engr Company							141


257th Engr Det								  10


160 Finance Det								  21


852 Support Center							  27


OSA Det (C-12)								    7


Avn Det 1										    2


AV Maintenance Det							    7


3666th Maintenance Company				194


123 Public Affairs Det						  10


158th CSB										   59


Total Currently Mobilized					 765





Alerted Units							# of Soldiers


860 MP Company							182


159th Finance Det								21


853nd Support Center						 28


C.189 Avn									 	 35


2/180th FA Battalion							182


Total Soldiers on Alert						448





Total Soldiers Mob, Returned and Alerted: 2,106








Total Number Alerted:						





As of 30 Jun 03
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Figure 3.5 Customer Satisfaction Measurements
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Figure 6.3 Key Performance Measurements
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NGB


Goal





Military Support to Civilian Authorities (MSCA) and Homeland Security Missions





Mission Status and Type			Workdays





State Active Duty Missions			2,497


Wildland Fire Support			2,104


Search and Rescue			   389


Prison Support						3








Title 32 Missions							   432


CST Support		 432





Title 10 Missions						  199,246


AFB/Post Security			199,246





Total Man Days:		  202,103





As of 31 June 04
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NGB Target Goal was 4137 for FY 2003, and is 4400 for FY 04.





NGB Target Strength vs. Actual Assigned Strength
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Figure 7.4.9 Military Awards
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Action Plan

		Objective		Action Plan		Status		Measurement

		1.1		Refine data base information with NGB		In progress		Accurate Data

				Review impact of early MTOE conversion		Ongoing		Review readiness impact at
Quarterly Readiness Review board

		1.2		Maximize cross-leveling of overstrength soldiers		Ongoing		Move MOSQ soldiers to MTOE units

				Maximize cross-leveling of equipment		Ongoing		Balance equipment to meet readiness

		1.3		Establish MOSQ targets to 07		Completed		Included in the Strategic Plan

				Review TDA units for appropriate MOSs		Quarterly		Move excess MOSQ soldiers from TDA

				Target school funding and traps to MOSQ		Ongoing		Improve quota reservation rates

				Maximize use of school quotas		Ongoing		Improve school quota usage

				Track chronic non-MOSQ list and distribute
to Units quarterly		Ongoing		Improve MOSQ rate

		2.1		Maximize the use of news letters		In progress		Soldier contact and information

				Minimize changing drill dates		Ongoing		No drill dates changed within 90 days

		2.2		Maximize the use of retention interviews		Ongoing		Reduce enlisted loss rate

				Develop a positive command climate		Ongoing		Reduced enlisted loss rate

				Pay soldiers in a timely manner		Ongoing		Soldiers paid on time

		2.3		Maximize contact for non-drilling soldiers		Ongoing		Reduce NOVAL rate

				Process non-drill soldiers for discharge		Ongoing		Reduce non-drilling soldiers

		2.4		Maximize safety training for all employees		Ongoing		Reduce accidents

				Accurately report safety incidents		Ongoing		Reduce accidents

		3.1		Present State of the State to NGB each year		Completed		Educated NGB Staff
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