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Section 12:  SELLING THE REAL PROPERTY MASTER PLAN (AND THE PLANNER)

INTRODUCTION

This section discusses how to sell planning, the real property master plan, and create a positive professional image of the planning staff.  First of all, the concept of real property master planning is a good one.  And good concepts are easier to sell than half-baked ones.  

Planning, in a generic sense, is familiar to our Army customers.  They do planning for almost any mission they are assigned.  For example, a tactical commander prepares plans for any kind of military operation.  Army trainers plan in detail to how to impart and sustain soldier skills and unit proficiency.  A production or materiel handling facility manager makes plans for achieving various levels of throughput or output.  Headquarters Department of the Army itself follows conceptual plans laid out by the highest levels of leadership.

The only difference between most military plans versus real property master planning is the time span involved.  Master plans carry us 20 or 30 years into the future.  Production, logistical and operational plans may only address the next few days, the next few months, or the next few years.  These differences in time span, sometimes called “planning horizons”, are difficult concepts to get across to customers.  For example, imagine a customer’s reaction when told how long it takes to realize a major construction or land acquisition action, or how long it takes to go through the National Environmental Protection Act (NEPA) Process.

The challenge of selling the plan is aided by the fact that planning is an above-board, open, coordinated, customer-oriented endeavor.  It involves information sharing, listening, and sometimes teaching.  Customers often walk into the office and ask to be informed about aspects of planning or programming; or they need one of our products.  The plan has to be made visible to these customers and members of the installation command group.  They have to feel that the plan, or parts of it, is theirs.  The process demands visits to installation units and organizations; it cannot be done secretively or “in a vacuum”.  Because of the need to work with people, the opportunity to sell is constantly present.

Various media such as newsletters and web pages, brochures should be used to reinforce selling, graphics and posters that illustrate what the plan will accomplish.  There should be a series of informative briefings kept up and ready at all times. 

Something not often thought about is the need to sell the planning staff right along with the master plan.  The master planning office has to come across as a well trained, highly competent, credible, courteous, and military-knowledgeable group of people whose mission is to support the installation and its personnel with the best possible real property facilities, land and infrastructure that can be obtained within legislative and budgetary constraints.

The first venue where selling should occur has to be the installation Real Property Planning Board (RPPB), the largest collection of customers dealt with at any single time.  This will be discussed first.

RPPB ORGANIZATION AND RESPONSIBILITIES

The RPPB is established at the same level (installation, community, area, or region) as the RPMP is prepared.  Membership should include representatives from the command group, major assigned units and organizations, tenant and supported activities, and Corps of Engineers division and district offices.  The installation DPW or staff engineer provides staff support and assistance, serving as the Board Secretary.

AR 210-20, Master Planning for Army Installations, and AR 415-15 Army Military

Construction Program Development are the two primary regulations that define Real Property Planning Board (RPPB) responsibilities.  

Areas of general interest include:



· Priorities, future plans, and plan amendments

· Long-range policies, strategies, and programs

· Short-range development projects

The Board is required to recommend formal approval for:

· All components of the RPMP

· Installation architectural and design themes (the IDG)

· Funding requirements for maintenance of the RPMP

· Other items within the scope of the RPPB charter, as designated by the commander
· Also, it is strongly recommended that the RPPB take responsibility for space utilization assignment and management within existing facilities.  Remember that improved space utilization is the first planning alternative considered in the CIS requirements (alternatives) analysis.

The RPPB also plays a major role in the hierarchy of military construction (MILCON) review and approval.  These levels are explained as follows:

· The RPPB is the installation-level approval authority for construction, land acquisition, and sometimes-other facility-related programs (there may also be sub-boards or working committees).

· The Facilities Review Board (FRB) at MACOM is the second level of review for RPPB programming proposals.  Other MACOM boards and committees review other programs.

· The HQDA Construction Requirements Review Committee (CRRC) is the upper- level proponent, governing the makeup of the MILCON Army program.  Other boards and Program Evaluation Groups (PEGs) review facilities related proposals in other areas. 

The RPPB should also manage and/or be kept informed of major maintenance and repair projects, quality of life and welfare, morale and recreational facilities.  Other installation boards and committees often manage these activities.  Without this over-arching managing relationship, real property actions in these categories can possibly get away from the goals and objectives expressed in the real property master plan.

RPPB COMPOSITION

The RPPB is composed of regularly assigned members or alternates as follows:

Chairman:  The installation, area or community commander is the chairman.  General officers commanding installations may appoint a subordinate of appropriate grade and experience to serve as the chairman.  However, the commander should be encouraged to chair the Board.

Voting members include:

(1) The DPW, staff engineer or equivalent is the executive secretary of the Board, providing logistical and staff assistance.

(2) The chief or director of each principal staff section of the installation, the installation environmental coordinator, or other staff members designated by the installation commander as voting members.

(3) The commander or representative of each major unit, organization or independent activity, including Reserve and National Guard activities that occupy real estate administered by the installation commander.  All activities located within the boundaries of the installation or at physically separate sites managed and controlled by the installation should also be members.

Associate (non-voting) members include:

(1) The supporting Corps of Engineers division or district engineer, or representative

(2) A representative of the appropriate MACOM

(3) Representatives from adjoining or nearby military installations and headquarters may be invited

The Commanding General, U.S. Army Materiel Command sets guidelines for establishing RPPB at Government-Owned, Contractor-Operated (GOCO) installations, such as ammunition plants.  Operating contractor managers may serve as members in an advisory capacity. 

MEETINGS

The RPPB is required to meet at least twice a year for formal deliberation consistent with the functions described above.  

The general master planning agenda should be a separate meeting from the programming agenda.  If this is not done, the more exigent, immediate nature of programming tends to occupy the proceedings.

The Board secretary (DPW) is responsible for preparing an agenda, setting up space for the meeting, and the meeting minutes.  This really means that the planning staff does the work to include:

· Preparing and obtaining staff coordination of the agenda

· Preparing and distributing read-ahead packages

· Presenting advance information briefings if requested by major commanders

· Making other administrative coordination

· Reserving and setting up the conference facility

· Recording the meeting to include attendance, topics discussed, issues, points of discussion, Board recommendations and command decisions

· Obtaining approval of and distributing the minutes to all members and guests within as short a time as possible after the meeting
Complex installations with a wide variety of planning issues may find it more efficient to conduct various “working level” planning board meetings that meet prior to the formal boards.  These can work out controversial issues so they do not have to be addressed by the commander.  Or they may address specialized planning issues such as environmental issues, aviation and medical facilities, ranges and training areas. 

BRIEFING THE RPPB

Preparation

Any meeting requires preparation in order to avoid wasting the time of the participants.  This is especially true of the RPPB because of its high-level nature. Time is always a critical commodity for commanders and directors.  The philosophy of preparing for an RPPB meeting is that it is better to be over-prepared than even a little under-prepared.  Here are a few things that should be done to get ready:    

· Develop a list of items into an agenda to be covered by the meeting, briefing and meeting with the DPW and, if necessary, the installation’s command group to seek input.

· Develop each item into an appropriate format.  Check by asking, “Is this item for information only or does it require a decision by the RPPB?”

· Pre-brief the DPW or staff engineer. 

· If so requested, pre-brief the installation command group.

· Coordinate the agenda with everyone in the master planning office and assign work to support various parts of it.

· Prepare audiovisual aids.

· Prepare narrative.

· Distribute read-ahead packages to all RPPB members.

· Rehearse the RPPB presentation and obtain candid, critical feedback.

· Ensure the presentation logically leads the RPPB to the decisions being sought.

Setting/Logistics
Setting up the RPPB meeting (and any meeting) is also important for its success.  Several tips are offered here to enable a good briefing and meeting.

· Location:  Large enough space, well lighted, environmentally comfortable, quiet, suitable quality and quantity of furniture.

· Time:  Generally at the Chairperson’s convenience and following military protocol; however, if more flexible, try to schedule mid-morning or mid-afternoon.  Early morning, right after lunch and at the end of the day will hinder briefings due to conflicts, fatigue, and human nature.  Generally, the meeting should last no longer than 90 minutes.

· Refreshments:  Set up coffee and water, if possible.

· Placement:  Have name cards for members.  Locate voting members near the Chair.  Follow military protocol when the Chairperson enters and direct him/her to the pre-designated seat.

· Assistance:  Have all those who can answer detailed questions present at the meeting.  At a minimum, this includes the installation planning staff and various project proponents.

· Audiovisual aids: Good graphics and maps are essential. Make them straightforward, easily readable, and avoid excessive slide animations or flashy artwork. If possible, rehearse in the same room in which the meeting is to be held to make sure all are visible and understandable.  If projection equipment is used, have spare bulbs. If using computer or video presentations, set up the equipment right in the room and run through all media shortly before the meeting (one more rehearsal is always a good idea).  Don’t detach or move any audiovisual equipment until after the meeting.

Personal Presentation

Here are a few concepts taken from experienced master planners regarding how to make a presentation to the RPPB:

· Rule of Thumb: Better to arrive an hour early than even ten seconds late.

· Attitude: Friendly, but businesslike

· Attire: Professional

· Eye contact: Essential.  Maintain eye contact with the members of the audience, especially the Chair and Board members.  Don’t fix vision by reading narrative or slides.

· Voice: Modulate and enunciate words.  Spoken words are the most important tools.  Try to avoid a monotone or “reading” voice.

· Facial gestures: Casual, smile genuinely when appropriate

· Body language: Proper positive standing and sitting positions--relaxed not stiff.  If sitting, lean slightly forward.

· Questions: Listen, listen, and listen!  Respond truthfully and positively.  Since it’s hard to run a meeting, answer questions, and still remember what was said, have another member of the planning staff either record or write down the proceedings.  If an answer isn’t known, seek immediate help or say, “I will get back to you on that one.”  It is better to tactfully admit not knowing an answer, promising that one will be provided, rather than trying to ad-lib with a partial or incorrect one. 
RPPB AGENDA ITEMS

The RPPB agenda should have a logical flow to the sequence of events.  If acceptable to the commander or chairperson, have everyone present introduce themselves at the start of the meeting, stating which organization they represent.  (There are few things so disconcerting as having a commander ask, “Who are you?”)  

If there is no time for all-around introductions, ask those in attendance to introduce themselves and the organizations they represent when recognized by the floor during discussion of agenda items.  Have someone make a complete list of attendees, his or her organization, telephone number, mailing address with Office Symbol, and electronic mail address.

Conclude the introductions with a thank-you followed by a statement of the RPPB’s purposes.  Reinforce the fact that the presence of all these representatives means that entire installation “owns” the real property master plan, not just the DPW.

Generally, a review of where the RPPB or the MILCON program has been, where it is now, and the proposals for the future is a good rule of thumb to follow.  Following that, future stationing actions, specific project updates, and presentation of more detailed subjects such as siting actions and individual documents, studies, approvals are in order. 

If the session is for the purpose of programming, quote any DA/MACOM guidance; reverse the agenda from the previous paragraph and proceed from Program Year to Out-years.  (The Program Year, being the most near-term, demands the most attention.)

Begin the meeting by emphasizing the issues to be covered on the prepared agenda and the time allotted.  Installation command group time is critical.  In an effort to control time, specify when the floor will be open for questions or discussions and what approvals or decisions are expected at the end of the meeting.  (An exception is that the floor is always open for the command group.)  

Invite other speakers to present certain agenda items.  However, it is essential that the Chairperson knows in advance and approves exactly how the meeting schedule will be run; this way, the Chairperson can help stay on schedule.

And, of course, the Chairperson has the authority and privilege to deviate from the agenda at any time.  Don’t try to take exception.   Depending on command preference, the RPPB may or may not actually vote; the proceedings may consist of discussion followed by the commander’s decision.  Either way, try to know outcomes in advance by means of advance information and briefings

INFLUENCE AND FOLLOW-UP

Prior to the RPPB meeting, the planning staff should have a good idea of the RPPB decisions that will be made on every action proposed.  Ideally, the RPPB will be steered toward the agenda if proper coordination has been achieved with the DPW, staff engineer, and installation command group, (also subject to any overarching HQDA and MACOM guidance).  

The steering is generally achieved through off-line pre-briefings and advance publication of the agenda to all members, as described previously.  This prevents “surprises”, which can totally disrupt orderly proceedings. Communication is the key in enabling positive two-way interchange.

A successful way to steer the meeting is to have a member of the planning staff or perhaps the DPW if he/she desires, serve as “master of ceremonies”.  This allows the Chairperson to remain in actual control and still observe, participate in, and listen to the discussions.  

Conclude the RPPB meeting (or any meeting) with a summary of the decisions and approvals made, and the follow-up actions to be taken, and specifically by whom.  If time permits, poll everyone present for any last minute questions, comments and observations.  

Invite members to call or drop by the planning office at any time during normal working hours if more explanation or information is needed.  Offer post-meeting briefings to any major command that wants more explanation of the issues discussed during the meeting.

Finally, it is essential to send out the (DPW-approved) meeting minutes and to follow-up on any unanswered questions right away, so participants don’t lose familiarity with the issues.  

SELLING THE PLANNER 

General

An often-repeated maxim says that first impressions are the most lasting.  This especially applies to the relationship of civilian real property master planning personnel to their military customers.  Military customers, because of their high standards of dress and behavior, tend to judge civilian employees the same way.  It pays to conform to the office dress code and even set slightly higher standards.  A hint is to conform to the dress and professional demeanor of the senior civilians in the DPW or staff engineer’s organization. 

Let people know that the planning staff has a “Can Do” problem-solving capability and can successfully handle actions and issues that don’t seem to fit anywhere else. (Much of our work involves exactly those kinds of challenges.)

Professional competence should be demonstrated in a friendly, businesslike way with customers who visit to obtain help or information.  Although there may be other work that demands to be done, hold the phone calls and give customers all the time and information that they need.  Most of all learn to  “listen, listen, and listen.”  The need to demonstrate professional competence and a friendly attitude also applies when making (ideally frequent) visits to customers--more on this later.

Formal Training

Professional competence that sells the planning staff comes about mostly through on the job experience.  Successes and mistakes both count toward professional growth.  However, there are training courses like this one that provide knowledge and skills that once took years to acquire.  Some that come to mind are: 

· The companion course to this one, Real Property Master Planning Applied Skills offers hands-on experience with the many automated tools that support planning.  

· The PROSPECT Water Resources Planning course is essential for planners working in areas where water supply is critical.  

· The PROSPECT 1391 Preparation and the Processor courses are a must when learning to operate in the facilities programming arena.  

· A planner should try to get as much training in environmental issues as possible.  The Army Logistics Management Center at Fort Lee and the PROSPECT program has some excellent courses in this area.

· Any courses in effective business writing, graphics presentation, and verbal presentation are essential.  Many of these are available from local management consulting firms.

· If the installation planning office works on computer-aided design and drafting systems, it’s wise to have at least one staff member trained on its use.  The PROSPECT Program offers several excellent CADD courses.

· If the planning office uses contractor support without Corps of Engineers district involvement, it pays to have one or two members of the staff PROSPECT-trained as Contracting Officers Representatives (CORs) for the administration and negotiation of Architect-Engineer service contracts.

· The Army Management Staff College (AMSC) offers an excellent course entitled "Sustaining Base Leadership & Management".  It provides planners with knowledge of Army Leadership, Management, and Decision-Making, National Security, Military Forces and Doctrine, Force Integration, Resource Management, Acquisition and Logistics, Personnel Management, Information Management, and Installation Management and Operations.

Other Training
Take advantage of developmental assignments at Headquarters, Department of the Army, Headquarters, U.S. Army Corps of Engineers, Corps of Engineers divisions and districts, and your MACOM headquarters.  If you are assigned to a higher headquarters, periodically go to work for one of the installation planners in your command.  Developmental assignments accomplish needed tasks and at the same time provide knowledge of how the rest of the planning community functions.  This is one of the best things that can be done to broaden perspectives, maintain professional growth, and support customers with knowledge of what is going on throughout the planning community.

And self-development courses of almost any kind taken at local institutions of learning are always a plus to any career. If good courses on  “leadership and goal-setting” are offered locally, take advantage of them.

Professional Societies

Membership in professional societies provides interaction with fellow professionals and opportunities for continuing education within a chosen field.  Membership in the Federal Planning Division of the American Planning Association (APA) is available to anyone involved in master planning in any of the services.  American Institute of Certified Planners (AICP) certification may be pursued through the APA.

Planners whose backgrounds include the various engineering and design professions should also consider membership in their respective professional societies, and seek professional designation and licensing if applicable.

While memberships and certifications are not baseline requirements for Civil Service careers in master planning, they contribute to career advancement and reinforce a planner’s professional image.  Connection with fellow professionals who deal with common challenges and look out for each other’s welfare can contribute directly to professional growth throughout a career.

Advertise Accomplishments

Within reason, don’t be shy about displaying degrees, professional licenses, memberships and certifications, training completion certificates and the like for every member of the staff.  Most military people do this in their own offices.  A little self-advertisement provides visible evidence that the planning staff is trained and knows what it is talking about.

When a member of the planning staff has performed a significant service, special duty, or completed a training course, publicize this fact in newsletters or in-house bulletins.  Not only does this publicize accomplishments throughout the organization, it lets the chain of command know what the planning office is about and what it is doing. 

Communication and Media

Because planning deals with communicating to a wide audience of non-planners regarding future concepts, justification for proposals, and many other intangible subjects, excellent communication is an imperative.  Work hard on improving business and technical writing skills (this doesn’t come easy). To quote an old newspaper reporter, “Always have an editor.”  Even if you’re the boss or a “one-person operation”, always have someone else check and edit what you write.  For example, a good clerk-typist can read a draft for clarity and comprehension.  If the clerk-typist can’t understand it, it definitely needs a rewrite.  

Let new members of the planning staff gain experience by meeting by themselves with military customers and providing needed information.  There will be mistakes and oversights at first, but actual experience is the only way to learn how to deal with customers.

Develop, keep up-to-date, and rehearse a few “canned” briefings on the real property master plan, construction programming, and other planning activities.  Rehearse everyone on the planning staff until everyone can effectively present these briefings. 

If the installation has Worldwide Web access, develop a Director of Information Management (DOIM)-approved interactive web page under the guidance of the DPW webmaster.  Make the page colorful, filled with action photographs with people, a color rendering of the land use plan and some Installation Design Guide illustrations.  Web page presentation of the Summary Development Plan is a good idea, along with liberally handing it out to visitors.  Avoid extensive text or tabular data, unless they reside in separate linked URLs

If there is no DPW newsletter, publish a planning newsletter that is periodically distributed to all members of the RPPB.  Fill it with graphics as well as text.  This will keep the subject of planning and RPPB actions fresh in the members’ minds.

Display a large wall map comprised of the future development site at the planning office. This allows visitors to quickly orient themselves to the real property master plan.  Some installations even have a model of the built-up area with future facilities added.

Some installations have developed posters that summarize the real property master plan.  These have proven very successful, and are seen on the walls of the installation headquarters.

Consider developing videotapes that explain the real property master plan and the future development of the installation.  Avoid filming military equipment, etc. that can go quickly out of date, but do include lots of action shots with soldiers, their families, and employees of the installation.  Ideally, professionals should produce these videos.

Work with the Public Affairs Office (PAO) to obtain newspaper and related media coverage, interviews with the command group, planning staff, etc.  Distill concepts to slogans or buzzwords, e.g. A Command Vision 2010".  The media may consist of the installation or the local community newspaper.  A word of caution is never to contact, or respond to contacts by off-post media without PAO coordination.

Publicize planning successes throughout the real property master planning field by means of the American Planning Association (A.P.A.) Federal Planning Division and the “Visions” Army planning newsletters.  Compete for Army Communities of Excellence, Corps of Engineers Design, and A.P.A. Awards.  Solicit the endorsements of satisfied facility occupants.  Publicize the vision statements of stakeholders in the real property master plan. 

The Planning Office
As stated earlier, first impressions often set the tone for subsequent dealings and sell the quality of the business. The planning staff and its “home”, the office, must make a good first impression on customers and others who walk through the door.  

The best guide to recall your own experience with first-class businesses, services, or professional offices.  Remember how you were greeted and treated, the quality of the service and the appearance of the place.  The planning office should strive for the same high quality.  A few tips are:

· Cardinal rule: treat customers and others just as you would like to be treated.

· Set the example for office appearance and decor in keeping with local, Installation Status Report (ISR) and Interior Design standards-more on this later. 

· Cross-train the staff with the objective that any member can provide on the spot and knowledgeable answers to customer questions. The excuse, “We don’t know, she’s on travel” is not acceptable.

· Greet customers warmly, as honored guests, within a few seconds of their arrival.  Treat them the same way on the phone. 

· If a customer walks in without an appointment, courteously ask what help they need.

· Introduce visitors to people with whom they will be dealing.  If they are looking for another DPW office, escort them there and introduce them. 

· Have a comfortable area where guests may hang their wraps and be seated.

· Offer coffee or cool beverages as appropriate.

· Schedule the conference room or have a separate area for visits involving a lot of discussion. This eliminates mutual disturbance between visitors and the rest of the staff.

· Finally, keep excellent records and files; ideally most of them should be electronic.  Be able to display and reproduce information while a customer is present, and put hard copy or electronic information into the hands of customers before they leave the office.  More of this will be discussed in the Master Planning Administration section of this course.
Office Appearance and Décor

The installation planning office is part of the DPW, one of the largest customer service operations on an installation.  As mentioned before, first impressions do make a difference.  Office appearance contributes toward this first impression and by itself can be a big advertisement for planning. 

Even though Army planning offices seldom occupy the same quality space as high-budget private firms, we do have the ability to make our work places look good.  Use color, furnishings, low partitions and interior plants.  Create visual harmony between individual workspaces.  Business-related wall hangings make the office an attractive and inviting place for the staff and visitors.  Make the office an example of cost-conscious innovative excellence.  (However, be very careful regarding the addition of devices that require a large increase in electrical hookups, complicated connections, etc.) If necessary, obtain approval to make self-help improvements. 

Use Installation Status Report (ISR) standards and see what condition “green” administrative space should look like and strive for it.  Follow Army Communities of Excellence (ACOE) guidelines and the interior design portion of the Installation Design Guide (IDG) to get ideas.   Also, Corps of Engineers districts can provide interior design services.  These experts can recommend economical ways to improve your workspace.

Finally, neatness counts.  Despite Army goals to achieve a paper-less administrative environment, a planning office still deals with large amounts of hard copy.  It’s very easy to let office neatness slip, especially when working hard to meet the many deadlines imposed in the planning and programming business.  But customers arrive at all times regardless of the workload.  They form their impressions based on what they see.  Despite the fact that it isn’t easy, strive to maintain office neatness.

UNDERSTANDING THE ARMY AND COMMAND GROUP RELATIONSHIPS 

(Know the Customer)

Army Language

Army customers are members of a select profession, a unique segment of society with long-standing doctrines, traditions and protocols.  Just like all professions, the Army has a terminology all its own.  They often speak in a language of strange-sounding acronyms and buzzwords.  Added to this, soldiers literally wear the story of their career achievements and progression right on their uniforms.  

The Force Structure section of this course provided some basics in this subject area to include units and organizations, ranks and grades, missions and organization, and equipment.  Unfortunately, there is not enough space in this book to present all the information that is needed.  To be effective, real property master planners have to know their customers.  Understand a good part of Army missions and terminology.  Be able to “read” significant information on an Army uniform.

If there is no one in the planning office that is familiar with Army terminology, seek out a military member of the DPW staff to provide some information.  Many Army people are very willing to provide such information and are happy to see someone interested in learning about their profession. 

Read “Soldier” magazine and “Army Times” for well-written, interesting capsule information on current Army issues. Most installations have a local newspaper as well; stay up with local issues.  Copies of these publications can usually be found in the DPW front office.

Within each level of Army command, there are additional specialized sets of acronyms and terms to learn.  Headquarters, Department of the Army in the Pentagon speaks almost a separate “language” from the MACOMs, who have their own programs and terminology.  And the units and organizations located on each installation have their own specialized terminology based upon mission and traditions. Planners need to learn the terminology specific to their level of command and location.

Then perhaps the most difficult challenge for a planner is to “translate” all this language into words that are understandable to congressional staff members, DoD and OMB reviewers, and Corps of Engineers or private sector planners and designers.  For example, how could a planner explain the concept of ISR to an architect-engineer hire to update the RPMP?

The Installation Command Group

One of the most important business relationships is the one maintained between the planning office and the installation command group, normally including the commander, the chief of staff, the garrison commander, sometimes joined by the staff heads and major directors.  Army doctrine states that a commander is the person responsible for everything his or her command does or fails to do.  This is why whatever is done in planning must always reflect the direction, guidance and awareness of the commander.  Visits to the Command Group offer a prime opportunity to sell the plan and the planning staff.   A few hints on this subject were given in the previous discussion of the RPPB.  Here are some more.

· Visit the command group with the idea you are helping the commander make informed decisions. Therefore, the command group is an “information customer”.  Unless they are given complete, concise, well-understood information, all the pros and cons, all the recommendations, they are done a disservice and are forced to make decisions regardless.

· Commanders don’t like to be lectured to or tutored on an unsolicited basis.  If they ask for a tutorial, that’s fine.  Keep it short.  But don’t tutor unless asked.  

· They don’t mind hearing problems, but want alternative and recommended solutions right along with the problem statements.

· They prefer near-term to long-term solutions because their tenure is a few years at most.  A few commanders are visionary exceptions to this rule.

· Never visit the command group without checking through the DPW or staff engineers front office first.

· Ask the DPW or another military person to accompany the planning staff when visiting the command group.  Military presence enhances credibility and facilitates communication.  

· Use analogy and simile when concepts are not understood.  For example, coordination with regional and local planning agencies is no different than the way a combat commander maintains liaison with adjacent troop units in combat or maneuver training situations.

· Keep visits to the command group short, businesslike, and directly to the point. Time is always at a premium. 

·  Make sure you understand everything you have been told.  If necessary, paraphrase what was said and make sure that is exactly what is meant.  

· Similarly make sure any presentation to the group is fully understood.  Answer as many questions as possible.  Promise on-time answers to those requiring more research. 

Visits and Contacts with Others

Visits to others in the planning community and with those we support offer the opportunity to share ideas with others and to sell our services and products. Get out of the office and visit your customers and other members of the planning community as often as the workload allows.  Besides being enjoyable, it has two distinct advantages for members of the planning staff: acquiring knowledge of the constantly changing real-world situation and providing planners with an important form of continuing education.   

Just as surely as you run into a seemingly insurmountable planning problem, there is likely someone in the real property master planning community who has come across the same problem and already solved it.  There are some excellent selling ideas among members of the planning community.  Maintaining contact with other members of the planning community at the MACOM headquarters, Corps of Engineers divisions and districts, and other installations taps into a vast knowledge base. 

Try to pay at least one visit per year to your MACOM headquarters.  In many MACOMs, this is mandatory in connection with presenting construction program justifications.  However, during these visits, make sure to schedule a visit with the planning staff in addition to the MILCON programmers.  Sell them on what you are doing at the installation.  When they visit the installation, treat the MACOM planners as honored guests.

Army real property master planners are required by regulation to maintain contact with local and regional planners.  Try to do more than the regulation calls for.   Develop collegial, trusting, candid business relationships.  Make frequent visits to the local or regional planning organization.  It is an opportunity to sell other planners on what the installation is doing, a mutually beneficial practice.  However, a word of caution is in order regarding Army protocol.  Coordinate these visits through the Installation-Community Relations Council (if one exists) or the Public Affairs Office.  These people keep the command group informed of what installation representatives are doing off-post.

Master planners should regularly visit, present sales briefings to, and seek information from the installation’s units and organizations.  Here are a few protocols and guidelines for conducting such visits:

· Always schedule a date, an exact time, and a location to meet with the unit or organization’s headquarters.  Don’t be even a minute late.  Never just drive up and walk-in to a unit area or headquarters without advance scheduling.

· Always check in first at the headquarters facility or wherever the commander, director, chief or sergeant major is located.  In fact, they own the area.  It may be organizational protocol that the commander wants to chat with visitors before other representatives see them.  A commander’s call takes time, but is well worth it and offers an additional opportunity to do some selling.

· If asked to present information, find out in advance exactly what the unit or organization commander wants to know.  Then tailor the briefing to that information only (but be prepared to answer questions in other subject areas).

· If you are seeking information, doing inventories, surveying facilities utilization or requirements, let the unit or organization know well in advance what it is you need, why, what will be done with, and who will use the information.

· Always thank the people who arranged the visit.  Courteously check out through the unit or organization’s headquarters before leaving the area.

SUMMARY

Real property master planners offer a good service and an excellent set of products.  This makes selling the idea of planning easier.  However, we deal in the intermediate and long-range future—something that doesn’t exist yet, that can’t be seen or touched.  That’s the most difficult part of our work to sell. 

However, customers can quickly understand that our goal is to get soldiers, their families, and the civilian workforce the best possible real property facilities, land and infrastructure that can be obtained within legislative and budgetary constraints.

Planning is people-oriented. To be successful, it has to be a well-coordinated, customer-oriented process. Convince customers that they have a stake and a powerful influence in the process. At the same time, sell the fact that the planning staff knows what it is talking about, that it can be believed and trusted, and that it puts customer interests first.

The installation Real Property Planning Board is the primary customer as well as the place where a feeling of joint ownership can be imparted.  Conducting the board requires a lot of preparation, pre-briefings, sharing of information and sometimes teaching.  Better to be over-prepared than the least bit under-prepared. Better to be there an hour early than even ten seconds late. 

Conduct the RPPB meeting in accordance with a fixed agenda. (These tips apply to meetings of any kind.)  Give members of the installation command group control of the proceedings.  Make sure they know in advance what outcomes must occur.  Publish the results of the meeting as soon as possible

Since planning is oriented toward customers, it is essential to host and to make visits to the installation command group, supported units and organizations, and local/regional planning agencies.  There are distinct protocols connected with these visits.  Some are based on military courtesy and procedure while others are just common sense. 

Planners need to publicize the good things they do.  We have to get the good word out to our customers.  Use as many media as possible to do this.  Putting in the time and effort it takes for good publicity is well worth the effort, and another way to connect with customers.  A good example of this is the electronic publication “Visions”.   Another is putting colorful extracts of the land use and Summary Development Plan (SDP) on the Worldwide Web.

Finally, remember that even when selling a good product such as real property master planning, and when we sell our competence and credibility, first impressions do make a difference.  First impressions and professional image counts. 
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