Rock Island Arsenal

“A Ground Systems Industrial Installation”
STRATEGIC BUSINESS PLAN
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PREAMBLE

On January 2003, we completed a Strategic Planning Session for Rock Island Arsenal (RIA).  Attendees included directors and office chiefs, union leadership, and members of the U. S. Army Tank-automotive and Armaments Command (TACOM), a critical RIA customer.

We conducted an analysis of our mission, developed a strategic vision, and established goals and objectives to form the foundation of our strategic business plan.  We developed action plans that will allow us to become a modern, flexible, responsive “Arsenal of the Future” and included both our manufacturing and garrison responsibilities.  Our plans give us a clear roadmap on where we are going and how we are going to get there.  They spell out what each of us must do to ensure our continued support to the war fighter and our viability as an Army installation.  Our strategic business plan and action plans will be fortified by training all leaders on the application of the following TACOM Leadership Traits:  leadership, teaming, communication, employee support, strategic thinking, and organizational climate.
It is my intent to deploy the provisions of this plan in a manner that assures your understanding, involvement and ownership of our mission, vision, goals, and objectives.  Without a plan, precious energy that we cannot afford to lose is lost.  The value of this plan lies in helping us to understand our environment and what we must do to remain a viable organization.  

By executing this plan, we will capture new markets, improve customer satisfaction, improve our bottom line, maintain our superior quality, enhance morale, and surpass productivity goals.  Our commitment to measuring the results and continually improving the way we do business will ensure our continued value to the war fighter, the ultimate customer.  

I am confident that we are up to the task and understand that the successful execution of this plan helps to ensure our place in history as our nation's Arsenal for democracy today and into the 21st century.  

I dedicate this plan to all the employees of RIA.  To those that produce and ship hardware, guard our installation, oversee the upkeep of our roads, grounds and buildings.  To those who keep our computers running and to those who take care of our soldiers and their families.  I salute each and every one of you for your efforts, dedication to each other and your unwavering support for our Army and our nation.  

We are in this endeavor together.  Let us work together to make RIA a showcase of efficiency, productivity, and pride.

MISSION

Our Mission is to “Support the National Defense Strategy with World-Class Products and Services through: Developing / Prototyping, Manufacturing, Integration, Testing, Logistics Support and Base Operations Support.”

We are the Army’s only vertically integrated (raw materials to demilitarization) metal manufacturing facility.   We support our armed forces through the manufacture of armaments and the fabrication/assembly of sets, kits, and outfits and basic issue items.  Our core products are howitzers, cradles, recoil mechanisms, gun mounts, mobile maintenance systems, tool sets and shelters.  RIA is the only domestic producer of hydro-pneumatic recoil mechanisms for artillery systems.  Current production includes the production of the Forward Repair System (FRS), Contact Maintenance Truck Heavy (CMTH), various weapon system parts and components.  We are prototyping the development of the Petroleum Quality Assessment System (PQAS), the Dragon Fire II mortar system, and many other systems that are of critical importance to our armed service.  Our personnel strength is approximately 1300 strong with over half involved in manufacturing and logistics operations.

Our total capability allows us to continue our support of current artillery systems such as the M198 and, M119 Towed Howitzers, as well as the gun mount for the M109 Paladin and the interim force by providing new mobile systems such as the FRS and PQAS.  Our expertise in developing and prototyping has enabled us to support the development of Future Combat Systems (FCS).  We have and must maintain our ability to turn ideas into hard steel as we continue to support Army transformation.

Our logistics function includes supply depot operations, support to war reserves, production of tools, sets, kits, outfits and mobile maintenance systems and the Army’s largest one level storage warehouse in the continental U.S.
We are also the host to 48 tenant organizations that employ approximately 4500 people.  Our award-winning installation is recognized throughout the Department of the Army for its superb facilities, exceptional service, and active community involvement.  The major tenant organizations are the headquarters of the U.S. Army Joint Munitions Command (JMC) and the U.S. Army Field Support Command (AFSC), TACOM, the U.S. Army North Central Civilian Personnel Operations Center (CPOC), the Defense Finance and Accounting Service (DFAS) – Rock Island site, and the U.S. Army Installation Management Agency Northwest Region Office (IMA NWRO).  These tenants enjoy modern administrative space, second to none information technology infrastructure, and a host of amenities such as childcare facilities, fully equipped fitness center, and the many services offered by our directorate of Community and Family Activities.  We can accommodate and support additional tenant activities and are aggressively marketing administrative space, storage space, and production capabilities through the Arsenal Support Program Initiative (ASPI) and a Site Manager arrangement between RIA and the Quad City Development Group. The sum of our total capability - manufacturing, logistics and base operations – allows us to respond rapidly to war fighter requirements, provide exceptional tenant support and care for our soldiers, their families, and employees of RIA.  

VISION

“Provider of Choice for the 21st Century War Fighter”

It is my sincere belief that the execution of our action plans will allow us to become the “Provider of Choice for the 21st Century War Fighter”.  On 12 October 1999, the Army and the Army Chief of Staff articulated a vision entitled “The Army Transformation”, which is designed to posture the Army to better meet the demands of the 21st century.  Army Transformation is characterized by two distinct phases:  the Current Force (improvement of current systems, and the transitional force that incorporates near-term technologies), and the Future Force (the futuristic ground force).  The Future Force will be designed around FCS, which will incorporate state-of-the-art technologies and capabilities.  The Future Force will be responsive, deployable, agile, versatile, lethal, survivable, and sustainable.  The Future Force is based on capabilities supported by leading – edge technologies.  Therefore, it is important that we transform ourselves into the “Arsenal of the Future”.  This will require us to become a fully integrated, flexible manufacturing center capable of supporting high volume / low mix or low volume / high mix requirements.  We will strive to maximize our systems integration capabilities in order to use our many years of manufacturing experience to assist in the production/assembly of the Army’s Future Force. This will enable us to remain a center of technical excellence in support of Army Transformation.  Through ASPI, we will also begin to partner with commercial industry to reduce costs and to increase our relevance to the DOD and the National Defense.

RIA has a non-negotiable contract with the men and women of our armed forces to provide them the materiel (armament, tool sets, mobile shop sets, etc.) they need to fight and win our nation's wars.  We must continue to maintain our capabilities and remain ready when the war fighter cannot wait.  Therefore, we must remain customer focused by delivering a quality product, on time, and within estimated cost.  To continue our vital task, we must change!  The requirement to change is based on the security challenges of a vastly different and dangerous 21st century and the need to respond more rapidly to war fighter requirements.  Thus we have initiated a bold, yet necessary, set of goals and objectives that will transform us into an Arsenal that will remain relevant to the National Defense Strategy of our country.  

GOALS

GOAL 1: Transform RIA to meet the needs of the current and future forces and their support services structures.  It is critical that we transform our organization to assure that we are able to provide our soldiers with the capability they will need to be persuasive in peace, decisive in war, and preeminent in any form of conflict.  This goal will require us to:

OBJECTIVE 1:  Exceed external customer expectations

Task 1:  Develop clear understanding of manufacturing complex customer requirements.  The customer remains our top priority.  We must know what our current industrial customers value, their future requirements, and look for targets of opportunity as we strive to enter into new markets.
Task 2:  Develop clear understanding of garrison customer requirements.  Base Operations is an important aspect of what we do.  We currently have 48 tenant organizations and are striving to increase the utilization of our unused space through the ASPI, which allows us to rent space to commercial firms.  Again, it is important that we know what our current tenants value, their future space requirements, and attempt to find new tenants to maximize the utilization of our unused space and rental income.

Task 3:  Establish / review meaningful performance metrics for the manufacturing center.  It is important that we assess what we do against measurable standards.  Our metrics must reflect the basic reason for our existence, which is to deliver a quality product on time and within cost.  Other areas that will be measured include:  productivity, safety, and financial results.  Each of you will be provided a copy of these metrics and will play an important role in helping us meet or exceed these measures.

Task 4:  Establish / review meaningful performance metrics for the garrison. 

Task 5:  Review / Revise customer feedback methodologies for the manufacturing center.  The key to gaining customer and market knowledge is to remain in constant contact with customers and the business environment.  Feedback from customers allows us to improve.  The intent of this task is to develop mechanisms that will allow up to gather feedback from customers and more important incorporate this feedback into the way we do business.  

Task 6:  Review / revise customer feedback methodologies for the garrison.

OBJECTIVE 2:  Reorganize for transformation:  RIA will undertake an effort to identify and organize mission and garrison functions to support Ground Systems and Industrial Enterprise (GSIE) and IMA requirements while maintaining our current level of service to all of our customers
Task 1:  Identify and implement mission structure to meet GSIE requirements.
The goal of the GSIE is to efficiently utilize core capabilities at six repair and manufacturing sites, while simultaneously transforming those core capabilities to meet the needs of the Army’s Transformation efforts.  TACOM's intent for the GSIE is that it should operate as a single business unit with two key mission responsibilities.  First, to provide an efficient and effective in-house ground systems manufacturing and repair capability for a multitude of customers worldwide; and secondly to provide a lean, flexible, and agile organic manufacturing and repair capability that fully supports the requirements of future customers and the Army Transformation.

Task 2:  Identify and implement garrison structure to meet IMA requirements.  The goal of IMA is to oversee all facets of installation support, including construction, environmental programs, family care, force protection, logistics, public works, morale and welfare, and the planning, programming and budget efforts that resource these functions.  Subordinate to the IMA are seven regional offices with direction and oversight responsibilities for the installations assigned to each region.  The IMA NWRO was officially activated on 7 Oct 02 at Rock Island.  The NWRO will assume management responsibility for the base operations of active Army installations in 19 states spanning from Ohio to Oregon.  

OBJECTIVE 3:  Acquire/use modern technology and advanced systems (IT, AIT) and equipment.  

Task 1:  Develop automated manufacturing technology.  Simply put RIA will acquire new equipment needed to enhance our manufacturing capabilities.

Task 2:  Pursue equipment modernization requests through GSIE and TACOM.  RIA will purchase equipment to support GSIE and TACOM requirements.  

Task 3:  Develop partnership w/Armament Research, Development, and Engineering Command (ARDEC)/ Tank and Automotive Research, Development, and Engineering Command (TARDEC) on new technology. RIA will develop Manufacturing Technology partnerships with ARDEC and TARDEC.  Our hope is that these partnerships will result in prototype work, and more importantly, production work that utilizes our factory’s total capability.

OBJECTIVE 4:  Incorporate LEAN principles in all business processes.

Task 1:  Apply LEAN to FRS, CMTH, Explosive Ordinance Disposal (EOD), and Aviation Intermediate Maintenance Shop Set Complex (AVIM).  The implementation of LEAN at RIA will help us eliminate waste and add value to the customer.  Members of the Industrial Center continue to LEAN out many of our major product lines.

Task 2:  Apply LEAN to administrative processes (Estimating, Acquisition / Inventory Supply, Technical Data Management).  I have directed members of my management team to identify and LEAN out administrative processes.  The end result is an Arsenal that will work better and will cost less.

Task 3:  Develop marketing strategies to address LEAN workforce efficiencies.  Through LEAN we will become a more efficient and effective manufacturing facility.  Therefore, we will find additional workload consistent with our capabilities to assure that our employees and facility are fully utilized.

Task 4:  Implement LEAN initiative across the Manufacturing Center.  We need to create an environment where both management and the workforce are receptive to change and actively involved in projects that reduce product cost, improve delivery performance, and improve RIA’S business opportunities.     
Task 5:  Implement LEAN initiative across the Garrison.  It is imperative that we successfully implement LEAN in the “white collar” area.  We have been informed by our LEAN consultants, Simpler, that the bulk of our savings will result from the elimination of waste in the way we perform administrative, technical, and professional work.

GOAL 2:  Be a technologically advanced, value – added, fully integrated, responsive, manufacturing and logistics center.  We must never forget that our future depends on our ability to transform into an organization capable of responding to the war fighter.  This will require us to incorporate technology into the way we do business and to become a fully integrated, flexible manufacturing and logistics center able to support high volume / low mix or low volume / high mix requirements.  Maintaining our current manufacturing base is only the first step in effective responsiveness.  We will continue to seek out new and better technologies for our current and future missions.

OBJECTIVE 1:  Enhance partnerships with research & development and engineering community.  We will maximize our involvement through the use of strategic partnerships, consortiums, and agreements with the engineering community.  Our intent is to showcase our ability to develop, prototype, and produce systems that support our men and women in uniform.

Task 1:  Complete prototype projects on time and within costs using LEAN principles.  As with any project we must complete all our work on time, within costs, and according to customer specifications.

Task 2:  Promote RIA’s prototype and engineering capabilities to research & development and engineering community.  We must increase awareness of our capabilities in this area to current and potential customers worldwide. 

OBJECTIVE 2:  Upgrade systems / equipment / facilities for future requirements.

Task 1:  Develop rapid manufacturing cell.  Members of the manufacturing center will develop and implement a manufacturing cell that will provide rapid response to customer demand for small quantities of parts in a designated part envelope size.
Task 2:  Implement Accelerated Logistics Improvement Plan (ALIP).  Implement ALIP that outlines the use of Automated Identification Technology (AIT) and a Warehouse Management System (WMS).  This will provide wireless technology in the work place.  Workers will see work instructions and collect information at the point where the work is performed.  It will result in a “real-time” operating environment for more accurate information.
Task 3:  Implement Enterprise Resource Planning System (ERP). RIA as part of the Army Material Command’s Logistics Modernization Program will implement ERP.  The goal of this system is to integrate business operations.

Task 4:  Explore manufacturing technology processes for FCS. RIA will use new manufacturing technology to provide superior products at competitive prices to the 21st century war fighter.

GOAL 3:  Pursue internal and external reform initiatives to remain financially competitive.  RIA must learn to operate like a business to the maximum extent possible.  This will require us to pursue changes that will allow us to be financially desirable to all customers.  

OBJECTIVE 1:  Make RIA an integral part of the GSIE workload development effort.  As I mentioned earlier the purpose of GSIE is to integrate the capabilities of six manufacturing and storage complexes into a single business group.  GSIE will pursue new sources of workload by participating more closely with field Army sites, increasing public / private partnerships, utilizing “broker” services, and increasing foreign military sales.  

Task 1:  Work with GSIE in RIA marketing efforts.  Senior leaders from RIA are working closing with GSIE on several marketing initiatives.  For example, we have provided GSIE with a comprehensive list of our capabilities to help them better market RIA.  Furthermore, as a member of the GSIE leadership council, I continue to sell our total capability. 

Task 2:  Develop a RIA marketing plan consistent with GSIE policies.  

OBJECTIVE 2:  Direct funding of base operations.  As part of our efforts to reduce our rates, we will strive to obtain direct funding for our base operations.  This will allow us to reduce the rates we charge our industrial and base operations customers making us more competitive.  
Task1:  Identify IMA strategy.  This task has been completed.  We have identified, researched, and incorporated parts of IMA’s strategic mission, vision, and goals into our plan.  We share many of their values to include selfless service, commitment to excellence, respect for people, and the desire to empower people to do the right things for the right reasons.  

Task 2:  Identify GSIE strategy.  This task has been completed.  The combined assets of the GSIE include 32 million square feet of manufacturing and repair space, 4,379 pieces of industrial plant equipment, 481 of the latest CNC machine tools, 36K acres of high desert storage, 329 engineers, 345 welders, and 537 machinists.  Each of us should be proud to be part of this enterprise.  GSIE will strive to:


* Integrate these resources into a single business group.


* Operate like a business to the maximum extent possible. 


* Grow the enterprise by leveraging the combined capabilities of the enterprise.


* Foster partnering with industry, academia, and the field Army.


* Implement LEAN thinking and other productivity improvements.


* Champion financial and workforce reform

The GSIE initiative is important to the future of the RIA and the ongoing transformation of our Army.  We have embraced the goals and objectives of the GSIE and will work with members of this organization to increase workload at RIA.

  Task 3:  Identify RIA organizational structures and funding requirements:  We have completed this project and have developed a draft organizational chart of our mission and garrison.  Our intent is to create a mission organization that will be able to respond to customer and GSIE requirements.  We also intend for our garrison structure to complement the goals and objectives established by the IMA as we continue to provide superior base operations support to our 48 tenants.

Task 4:  Provide support for garrison / mission split.  I expect each of you to support our efforts to transform our organizational structure to meet the challenges that we will face.  

OBJECTIVE 3:  Develop alternate pricing schemes.  Our intent is to reduce the cost of RIA products and services to a level comparable with industry without the need for subsidies.  Members of our legal staff will continue to be permitted to offer flexibility in our pricing.  

Task 1:  Consolidation of direct-sales statutes.  This task has been completed.  Direct sales statutes give us the legal authority to perform work for industry.  RIA uses these statutes to:

               * Obtain additional work via direct – sales for Department of Defense customers.
* Develop partnership agreements with major defense contractors that will result in co-production activities and joint use scenarios.
* Pursue direct-sales opportunities with other contractors for both defense and commercial products.  


* Partner with state and local governments to increase utilization of our physical and intellectual assets.

Task 2:  Revisions to financial management regulations.  We are working to revise those financial management regulations that hinder our ability to compete on an equal footing with industry.  

OBJECTIVE 4:  Eliminate need for Industrial Mobilization Capacity (IMC) funding by reducing excess capacity and increasing workload.  One of the biggest challenges that RIA faces today is the lack of funds necessary to offset non-production overhead costs such as IMC requirements.  Over the years this amount has not been fully funded; however, we continue to work   to eliminate the need to IMC funding by reducing excess capacity and increasing the workload baseline.

Task 1:  Identification of equipment and workload required to meet IMC requirement.  Members of the Industrial Center will identify equipment and workload funded by IMC funds.  This information is needed to support our request for IMC funding and determine how much additional workload would be required to eliminate the need for IMC. 

Task 2:  Analysis of workload availability.  The Arsenal Plans and Programs Office is conducting a study of current and future workload.  We need this information to plan for future human and capital equipment requirements.

Task 3:  Analysis of retention of equipment funded by IMC.  It is important that we identify and reduce excess equipment.  We have been able to sell equipment that we no longer use and with the proceeds purchase equipment in support of current production efforts.

OBJECTIVE 5:  Develop ASPI at RIA.  This program allows RIA to increase the tenant population by making it easier for government installations to enter into commercial agreements.  This program can create new jobs at RIA for use of our unutilized industrial and administrative space while retaining jobs already here.  It also authorizes partnering agreements, which utilize existing personnel and assist in retention of critical skills.  We anticipate that the use of our facilities will generate revenue which will help RIA lower the rates we charge our customers for the products and services we provide.

Task 1:  Execution of ASPI contract with Quad City Development Group.  This will require us to obtain a site manager.  This site manager will actively market available space for use by commercial or federal organizations.  We are currently working with the Quad City Development Group to have them perform this function and hope to enter into an agreement with them by August 2003.  They possess the expertise and resources to help market our space and total manufacturing capability.

GOAL 4:  Create a diverse, trained, and ready workforce capable of meeting 21st century national defense strategy.  Our most important asset is the knowledge and expertise provided by our employees.  The processes and facilities will only be successful insofar as we continue to retain and develop a cadre of experienced, highly motivated personnel.

OBJECTIVE 1:  Conduct snapshot of current workforce by directorate.  This snapshot will include representation information.  It is important that we identify the make up of our current workforce in order to help plan for the future.  This “snapshot” will allow us to focus on developing, aligning, and recruiting resources to meet current and future needs.
OBJECTIVE 2:  Provide a workload / budget forecast to directors for 3-5 years with assumptions of growth and no growth.  As part of our human resource planning process leaders need to know what our workload requirements will be and projected revenue.  The Arsenal Plans and Programs Office will gather and provide this information to leaders and they will use this information for planning purposes.
OBJECTIVE 3:  Develop human resources strategies.  Management will identify requirements for:  Recruit Actions, Leadership Succession, and Training needs (Leadership and Technology Skills).  Management will take the information provided by objectives one and two of this goal and develop specific recruitment, leadership succession, and training needs for approval by the Corporate Strategy Board.   The Corporate Strategy Board (CSB) is the primary group of senior leaders that develop the overall strategy, set the direction for RIA and establish accountability for issues requiring action. 

 One critical training need is to train all leaders on the application of the following TACOM Leadership Traits: leadership, teaming, communication, employee support, strategic thinking, and organizational climate.  Leaders will apply these traits to all planning, plans execution, and daily operations.

OBJECTIVE 4: Work in concert with employee unions. Senior leaders will consolidate requirements with union input.  Management will work with union leaders to assure necessary actions are taken in accordance with the negotiated labor agreements and more important to solicit the union’s help in helping transform the Arsenal workforce.

OBJECTIVE 5:  Conduct periodic reviews. Senior leaders will conduct corporate review (Union / Management) of management priorities / requirements.  Leaders will conduct a review of this information and determine what the Arsenal must do to assure that its workforce remains viable.

 GOAL 5:  Provide cost competitive base operations support (BASEOPS) support to customers.  The number one indicator for measuring success in providing quality base operation facilities and services is the occupancy rate here at the Arsenal – if there are not quality, cost effective facilities and services the occupancy rate will plummet reflecting the dissatisfaction.  We will do our best to reduce our tenant’s cost of doing business.

OBJECTIVE 1:  Maintain service level continuity.  As we transition into a garrison organization we must continue to provide the same level of service to our tenants.  Our transition efforts must be transparent to our customers. 

Task 1:  Create a temporary executive officer position to oversee transition.  Our transition effort cannot fail.  Therefore, I have decided to hire an Executive Officer to assure our transition is completed on time and as planned.  

Task 2:  Assess current level of support against existing standards and IMA’s proposed standards.  The IMA has established 95 levels of service and support that each installation must provide its tenants.  RIA leadership is in the process of reviewing these metrics and conducting an assessment.  Our intent is to meet or exceed the levels of service established by the IMA.

OBJECTIVE 2:  Develop cutting edge vision & leadership for improved business strategies.   It is important that we continue to improve our business processes and strategies and continue our record of excellence supporting our tenants.

GOAL 6:  Develop an effective communication plan.  Leaders will work to assure each of you is well informed about issues, initiatives and future developments that may impact your employment/future at the installation.  We will share information to assure you understand, become involved and take ownership of issues that may impact your future employment at RIA.
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