REAL PROPERTY MASTER PLANNING
INSTRUCTOR'S LESSON PLAN - SECTION 2

 

Subject: Planning Overview



Objectives:  Students will be able to describe the theory, the generic planning process, and similarities and differences between civil planning practice and the Army real property planning process.  Students will be able to describe the subsequent sections of this course and the subjects addressed by each subsequent section of this course.

Length of Lesson: 50 Minutes
Type of Lesson: Lecture and Test
Training Aids: Powerpoint Slides (Slides 2-1 thru 2-22)
Instructor: ____________________________________________________________________

Assistants: ____________________________________________________________________

Place: ________________________________________________________________________

Instructor References: RPMP Course Book and Lesson Plans
Student References and Homework: RPMP Course Book, Section 2

File No: ___________________________________________________________________ 

	Section 2:  Planning Overview


1.  INTRODUCTION (1 Min.)

A.  This section provides background understanding of Army real property master planning

B.  There are differences between urban/community planning and Army planning.

C.  By following a logical sequence, planning is never easy, but won’t go wrong.

D.  AR 210-20, Master Planning for Army Installations governs how we plan.

E.  There are many references, tools and related programs available to help planners.

2.  PLANNING THEORY (5 Min.)

A.  Systematic approach to solving present problems and managing the future.

B.  Sets goals and develops strategies to achieve them.

C.  Simplified framework for planning process:

1) Define vision & purpose - what is the purpose or mission of the plan? What is the Commander’s vision?

2) Collect & analyze data –  what do we have, is it current data?

3) Establish goals & objectives –  goals are non-quantified desires end-states.  Objectives are quantified. What measurable results are to be achieved? By when?

4) Develop & Evaluate Alternatives solutions to meet the goals – there is usually more than one way to meet needs. What do we need to meet goals, objectives, vision?

5) Select & Adapt Preferred Plan – which way is the best to meet goals & vision?

6) Implement the Plan – 

7) Monitor & Amend the Plan – Routinely reevaluate to see if still meets goal, objectives &       vision.

D.  Example:  apply planning process to personal financial planning:
	Slide 2-1- Lesson Title

A QUICK OVERVIEW OF PROCESS, PRODUCTS, PHILOSOPHY
Slide 2-2- Planning Theory

LOGICAL, SYSTEMATIC APPROACH TO MANAGING THE FUTURE

USE THIS OR ANOTHER PERSONAL EXAMPLE OF PLANNING


	1)  Define the purpose and mission:  Live a comfortable life during retirement, where I want to live, doing what I want, taking one or two major trips per year, free from major unforeseen financial worries.

2)  Establish goals - sustain 70% of current income after retirement, plus additional $10,000 per year for recreational travel

 3)  Inventory and analyze the current situation - inventory current financial assets (current retirement accounts, property, investments) and liabilities (mortgage, consumer loans).  Determine current net worth.

4)  Determine needs “How much money will you need when you retire to 
supplement your annuity of (+-55% of your high three years of service) $_____ ?  To meet your goal for travel money?  How else could you obtain income?”

5)  Develop and evaluate additional investment opportunities - retirement accounts, savings plans, stocks, bonds, mutual funds, etc.

6)  Select the appropriate strategy for your particular circumstances -  mutual 
funds, stocks, bonds, real estate, etc.  Would you want part-time job?

7)  Make an estate plan

8)  Implement and maintain the plan - open mutual fund account and begin stock investments.  Go back, review, change and adjust as time passes/needs change

E.  In all planning efforts it is important to establish clear goals by: 

1)  Making sure information gathered is pertinent, accurate, and complete.

2)  Making thorough, well thought-out analyses.

3)  Developing realistic and effective alternatives; and,    

4)  Coordinating and adjusting the implementation.  

THE ULTIMATE TEST OF SUCCESS IS WHETHER OR NOT GOALS ARE MET 
	Slide 2-3- Ultimate Test

HAVE WE MET THE VISION???

	1)  Coordinated problem solving and decision making process for managing and developing facilities and land at a military installation or Reserve Component organization.  How best to invest BASOPS funds in real property?

2)  Combines and analyzes concepts and information from many programs and sources to define the real property requirements for all missions and functions.

3)  Deals with anything that changes, affects the quantity, or extends the life of real property Is the basis for all programming actions for the utilization, lease, purchase, renovation, disposal, or construction of real property.

B.  Goals of the RPMP:

1)  Provide a crucial link at the state and installation level between Department of the Army missions and the real property assets required to accomplish those missions.

2)  To provide a systematic approach to defining the missions and operations assigned to an installation or a state in terms of the facilities and land area required, and,

3)  To provide a foundation for developing and implementing a strategy for using, acquiring and managing those real property assets

4)  To manage and acquire facilities that support the long-range goals of the Army, vision of the commander and the missions and personnel assigned to an installation or a state in an efficient, economical, and environmentally responsible manner; to include:

a) Identify all missions assigned and provide adequate facilities to support them.

b) Support the Army's long-range planning goals by providing quality working and living conditions for all personnel - military, dependents, civilian employees and retirees.

c) Optimize use of existing facilities.

d) Maximize funding effectiveness by considering all alternatives (utilization, renovation, conversion, diversion, leasing, new construction) and prioritizing facility needs for each of the funding sources 
	Slide 2-4 – Purpose

PROCESS IS PRIMARY, PRODUCTS ARE SECONDARY.

Slide 2-5 – Goals

PROVIDE REAL PROPERTY TO SUPPORT ARMY MISSION AND PEOPLE

Slide 2-6 – Goals (Cont’d)

DETERMINE MOST WISE INVESTMENT FOR REAL PROPERTY

	e)  Encourage mutual cooperation between the states, installations, and local communities on issues related to the management, use, and development of real property.

f)  Be environmentally responsible and comply with all environmental laws and regulations.

C.  Benefits of the RPMP (an argument against those who think there is no benefit):

1)  Establishment of comprehensive goals to guide and direct the management, development, and stewardship of all installation lands, facilities and infrastructure.

2)  Establishment of a systematic approach to setting funding priorities so that the most important real property needs are addressed before others.

3)  Provision of timely and accurate planning information to commanders for evaluating and making decisions about stationing actions, facility utilization, and funding priorities.

4)  Identification of operational, developmental, and environmental constraints that affect the management and development of installations, so that potential conflicts are avoided.

5)  Development of coordinated investment strategies for all funding sources: Military Construction, Operations and Repair; state funding; and various other funding programs.

6)  Optimum use of existing real property by requiring all new construction to be justified by documented shortages.

7)  Important during periods of base closures, realignments and downsizing - how and where do we cut back?

JERRY/TRACY NEED TO UPDATE ORGINIZATIONS.

D. Master Planning Organizations

1. The Director of Public Works (DPW), staff engineer at an installation.  In the National Guard, the Construction and Facilities Management Office (CFMO).  

a) At Active Component Installations, an office called the Master Planning Branch is usually located in the Engineering, Plans and Services Division of the DPW


	Slide 2-7 – Benefits

THERE ARE MGRS. WHO ARGUE AGAINST SPENDING MONEY FOR PLANNING

Slide 2-8 – Organizations

IT ALL BEGINS AND ENDS AT THE INSTALLATION OR COMMUNITY

RPMP ORGANIZATION FOUND AT ALL LEVELS OF COMMAND

	b) At a few installations, a Planning and Real Property Division  & also manage facility space utilization.

c) Planning staffs include a wide range of professional backgrounds. The emphasis is on multi-disciplinary staffing, knowing the installation, understanding Army organization and its people, maintaining institutional knowledge and continuity, and the willingness to work hard. 

d) Counterparts of these planning offices are found at the MACOM level. The Plans Branch in the Assistant Chief of Staff for Installation Management (ACSIM) office at the Pentagon is the Headquarters, Department of the Army (HQDA) is the proponent for real property master planning.  

2) Corps of Engineers Support of Real Property Master Planning

a) Corps of Engineers District Engineer offices provide engineering, real estate, planning, programming, design, construction and environmental expertise support to Army installations. 

b) However, because the Corps of Engineers operates like a private sector business (they are not direct-funded) many costs for such support have to be reimbursed by the supported installations. 

c) The military support districts have military planning staffs of their own and can support an installation’s planning work up to and including preparation or update of an entire RPMP.

d) Corps of Engineers Divisions, responsible for the command of the districts within their respective geographic regions have planning staffs that supervise and technically review work by the districts.  

e) In addition to the districts and divisions, the Corps of Engineers laboratory system offers research and development (R&D) capability.  A number of significant planning tools have been innovated by the laboratories.


	Slide 2-9 – Corps of Engrs. Organizations

CORPS PROVIDES EXPERT BACKUP SUPPORT

BUT CORPS COSTS ARE MANAGED DIFFERENT THAN MOST ARMY ORGANIZATIONS

	f) At Headquarters, U.S. Army Corps of Engineers (HQUSACE), the Planning Branch of the Installation Support Division, Directorate of Military Programs, develops technical guidance and training to implement HQDA-ACSIM policies. 

3) American Planning Association (APA) - Membership in professional societies provides interaction with like-minded people, mutual support, and opportunities for continuing education. Elective, low cost membership in the Federal Planning Division of the American Planning Association (APA) is encouraged.  Additionally, planners can pursue American Institute of Certified Planners (AICP) certification through the APA.

E.  RPMP Process

1)  Define purpose, vision and mission of the master plan.

2)  Inventory and analyze existing assets - facilities, lands, utilities, transportation systems, and environmental and cultural features.

3)  Establish installation, community or statewide goals and objectives.

4)  Identify missions, organization, and functions to be supported.

5)  Determine the installation, community, or statewide population - military, civilian work force (government employees, contractors), military dependents, and retirees.

6)  Apply Army, ARNG, other appropriate facility criteria to populations and missions to determine facility allowances.

7)  Analyze facility allowances & coordinate with customer to determine requirements (they are different).

8)  Compare requirements to assets to determine shortages and surpluses.

9)  Identify and evaluate alternatives to satisfy shortages and eliminate surpluses.

10)  Consider operational and environmental constraints
	STRONGLY RECOMMEND MEMBERSHIP IN FED. PLNG. DIV. OF AMERICAN PLANNING ASSOC.

Slide 2-10 – RPMP Process

WE’LL TALK ABOUT HOW THE ARMY PROCESS DIFFERS FROM THE GENERIC PROCESS

Slide 2-11-RPMP Process (Cont’d.)




	11)  Select preferred solutions to shortages and surpluses.

12)  Take specific management actions and/or program specific projects.

13)  Monitor & amend details of the plan as time passes; not the basic framework.

4.  RPMP PRODUCTS AND TOOLS (2 Min.)

A.  What makes up and contributes to a RPMP (products)?

1) The Real Property Master Plan Digest (RPMPD) – Provides the vision & goals. Extract of the most important master planning concepts.

2) The Long-Range Component (LRC) - Detailed description.

3) The Installation Design Guide (IDG) - promotes visual order & enhance the natural & man-made environments.
4) The Capital Investment Strategy (CIS) - Detailed description.

5) The Short-Range Component (SRC) - Detailed description - the implementing component.

Contributing Information – Planning research data and documents by/collected from others - Detailed description. (Not A component, but gives valuable information for RPMP development.)
[Practical exercises will give hands-on experience with some components]

B.  Planner’s tools (sources of assistance): (The Section of the Course following this one will give you a good picture of the tools we use to make us more efficient and accurate).  Without going into detailed descriptions, planning tools are grouped into several categories as follows:

1)  Criteria and technical guidance

2)  Systems to track/report real property, condition, demographics, requirements 

3)  Military Construction (MILCON) and other programming

4)  Others, e.g. mapping, design, specialized  technical interests
	Slide 2-12 – RPMP Products (Graphic)

PRODUCTS MAY CHANGE BUT PROCESS DOESN’T

[GO THRU PRODUCTS QUICKLY]

IDG- PROVIDES SPECIFIC GUIDANCE ON EXTERIOR & INTERIOR DESIGN PARAMETERS
Slide 2-13 – Grouping of Tools

WE DO MUCH OF OUR WORK W/AUTOMATION

TOOLS GROUPED:

· CRITERIA & GUIDANCE

· RP TRACKING REPORTING, REQMTS.
· MILCON & PROGRAMMING

· OTHERS—MAPPING, DESIGN, ETC.
THE NEXT SECTION OF COURSE WILL GO INTO DETAIL ON THESE TOOLS AND HOW THEY RELATE TO EACH OTHER

	5.  PLANNING POLICY AND GUIDANCE     (10 Min.)

A.  AR 210-20, Master Planning for Army Installations - the basis for RPMP

1)  Recently revised with how the Army runs and connected to:

a) Army Regulations (ARs), National Guard Regulations (NGR)

b) Includes IMA 

c) Army Technical Manuals (TMs), Engineering Instructions (EIs), Technical Instructions (TI)

d) State Adjutant General policies and regulations

2)  Integrated with the Army’s long-range plans and the PPBES via documents such as:

a)  Army Long-Range Planning Guidance (ALRPG)

b)  The Army Plan (TAP), which outlines Army priorities

c)  Army Long-Range Facilities Plan (ALRFP)

d)  Army Installation Vision 2010

e)  Program and Budget Guidance (PBG)

f)  Program Objective Memorandum (POM)

g)  Mobilization Planning and Execution System (MPES)

3)  AR 210-20 delegates most approval authority away from HQDA to IMA.

4)  All installations, communities, and states are required to have an RPMP

5)  Specifically, AR 210-20:

a) Defines the master planning process and the resultant plan components.

b) Assigns responsibility at all levels of command for development, submission, review, and maintenance of the planning documents.

c)  Establishes basic planning policy and procedure for development of plan components, and

d)  Illustrates relationship of the master planning process to DoD and congressional programming and budgeting for implementing the plan.
	Slide 2-14 – AR 210-20

AR 210-20 REVISED IAW HOW THE ARMY RUNS, ITS BUSINESS PROCESS, ITS OTHER POLICIES

MOST APPROVAL AUTH. IS DELEGATED TO IMA


	B.  Master Planning Instructions (MPI) - The MPI provides technical guidance for development of RPMPs, with exception of the new Summary Development Plan. 

C.  Army Organizational Documents

1)  Tables of Organization and Equipment (TOE) - Description and examples

2)  Tables of Distribution and Authorization (TDA) - Description and examples

D.  Stationing - The Army Installation and Stationing Plan (ASIP) - who goes where?

6.  ENVIRONMENTAL CONSIDERATIONS   (2 Min.) 

Public Law and Army policy requires environmental considerations be included in the decision-making process for any action that may affect the environment. Most RPMPs include such proposals.  A few ground rules:

A.  All RPMP components must reflect an analysis of environmental considerations and potential impacts.

B.  There are no mandatory standards for the level of environmental documentation required for each RPMP component.

 C.  However, there are mandatory standards for environmental documentation driven by 
the impacts of each proposed action.  The level required will depend on the particular circumstances or recommendations of each RPMP.

D.  The best approach to environmental issues is to identify and avoid adverse environmental impacts before they become a problem

E.  Make a thorough environmental analysis in the long-range planning stage, so that good environmental information is available throughout subsequent decision making.

NEED TO UPDATE S.D. 
7.  SUSTAINABLE DEVELOPMENT - AN INTRODUCTION (5 Min.) 

A. Vice Presidential task force, NEW tri-service concept and term. Think “outside the boxes” of just environment, just cost cutting, just functional 
	GUIDANCE: AMPLIFIES POLICY & TELLS “HOW TO”

Slide 2-15 - Environmental
WE WILL HAVE A WHOLE SECTION ON ENVIR. LATER IN THE COURSE

BOTTOM LINE:  ENVIRONMENTAL MUST BE A PART OF DECISION-MAKING ON A PROJECT OR ACTION RIGHT FROM THE START

Slide 2-16 – Sustainable Development

NEW TERM – BUT GOOD PLANNERS HAVE ALWAYS HAD THIS PHILOSOPHY

	requirements, just efficiency and automation, just social betterment

B.  Think “all the boxes all at once” without compromising any of them.

C.  Defined:  “Do more, do better with less.  Make military facilities a tool for the restoration and betterment of their surroundings. Proper planning will ensure the best technologies and design methods combine to yield better human, environmental, resource, and financial performance, simultaneously and without compromise.”

D.  The concept is nothing more than good far-sighted planning.  Examples:

1) The Wherry Family Housing Program. Site locations were planned at the edges of installations so the attractive houses could be sold as subdivisions on the commercial market should the installations close.

2) A major installation was planned to medium or heavy size unit standards even though it was scheduled to receive a light size unit.  A block of land was provided with utilities infrastructure for Reserve Component units that would, if mobilized, make up the balance of the light unit’s strength. 

3) Instead of developing institutional-looking buildings interspersed with barren lawns, no curbs and walks, and discordant signs, logos, and site furnishings, an installation made and follows a set of design standards. This concept became the Installation Design Guide, now a part of the RPMP.

4) After decades of firing service-type ammunition on its training ranges, the Army uses mitigative “green” ammunition on certain of its ranges to reduce or eliminate future contamination

8.  RELATED PLANNING EFFORTS, OTHER PLANNING PROCESSES/INITIATIVES          (3 Min.)

A.  Range and Training Land Program (RTLP) Planning Process - A winner!  We’ll talk more about it during the Long-Range Component Section.

B.  Residential Communities Initiative (RCI) - Privatize installation family housing. Fort Carson and Fort Hood are initiation sites.
	Slide 2-17 – Examples of Sustainable Development

EXAMPLES: 

· WHERRY HOUSING SITING

· “OVERSIZING” OF LAND USE PLANS

· USE OF “GREEN” MUNITIONS
Slide 2-18 – Related Planning and Other Initiatives

THESE ARE SOME OF THE THINGS BEING DONE NOWADAYS THAT INVOLVE/AFFECT PLANNING

	 C.  Installation Status Report (ISR).

1) Based on longstanding Red, Amber, Green Unit Status Report (USR).

2) Portrays the installation’s real property ability to support readiness.

3) Condition and adequacy is determined by the user/occupant.

4) Essential Facilities Requirements (EFR) charts are derived.

5)  ISR has very high visibility among upper levels of Army Staff.

D.  Facility Planning System/Support Facility Annexes (FPS/SFA)- Gives the critical facilities attributes needed for new equipment. Section 3 will discuss this in detail.

E.  Privatization of utilities 

1)  Privatization - the transfer (divestiture) of ownership, operations and maintenance, and improvement of Army utility plants and systems to municipal, private, local, or regional utility companies.

2)  DoD requires this to be considered for all active installations in the U.S. and overseas.  Ref:  Defense Reform Initiative Directive (DRID) #49, issued by the Deputy Secretary of Defense, 23 Dec 98.

F. Chief Financial Officers Act (CFOA) Compliance

9.  PLANNING PHILOSOPHY (5 Min.) 

A.  Planning practice requires a team approach: 

1) Multi-disciplinary, experience with or knowledge of Army organization and missions, programming, most engineering, design and planning professionals.  Don’t limit staff to specific professions or fields.  Willingness to learn, work with people, and work hard are key factors.

2) Each professional adds unique perspectives to the equation. (Example: Branch clerk typist can be sounding board to gauge clarity of written communication).

3) Cooperation and coordination with local and regional communities is essential.
	THEY WILL BE PRESENTED IN LATER SECTIONS OF THIS COURSE

PRIVATIZATION-RECOGNIZES ARMY’S PRIMARY BUSINESS AND GIVES OTHER FUNCTIONS TO BUSINESSES MOST CAPABLE OF DOING IT, E.G., UTILITIES, FAMILY HOUSING

CFOA AUDIT FOUND THE ARMY INVENTORY IN EXCELLENT SHAPE

Slide 2-19 – RPMP Philosophy-Team Approach

DON’T LIMIT STAFF TO SPECIFIC PROFESSIONS. GET PEOPLE WHO WORK WELL WITH PEOPLE AND WILLING TO WORK HARD!

	4) An atmosphere of mutual respect, capitalization on individual strengths gets more done than one of aggressive competition or adversity.

5) Planners at HQDA and intermediate levels of command are there to support installations.  They help make seemingly impossible jobs achievable.

6) Corps of Engineers division and district engineer offices have planning staffs that provide technical support and contract assistance. 

7) Other Corps of Engineers activities, such as the Laboratories and specialized Centers of Technical Expertise are potential members of the planning team. 

8)  The faculty and students of regional or state universities are often very willing to provide help in exchange for the learning experience.

B.  Things to Remember - proven RPMP axioms:

1) We exist primarily because of and for Soldiers and Soldiers’ families, including those who have retired.

2) Coordinate! Coordinate! Coordinate!  To quote an Old Army Sgt., “If it ain’t coordinated, it ain’t [doesn’t exist].”

3) Communicate the plan/keep commander informed.

4) Master planning is an evolutionary process that is never finished.

5) Each installation, community and state has its own circumstances and issues. There are no generic real property master plans.

6) Planners need to realize that there are planners at HQUSACE, NGB, MUSARCs, Corps of Engineer Districts, IMA the ACSIM.  When in doubt, ask for help. 

7) PPBES programming and “fire drills” can take 85% of available manhours.

8) Try to keep someone always focused on long-range planning issues

9) Our planning creates a legacy that can last for decades, centuries. Sustainable Development recognizes our influence.  Planners are first line environmentalists
	AGAIN, THE TEAM DOESN’T STOP AT THE INSTALLATION PLANNING OFFICE…

IT GOES ALL THE WAY UP THE CHAIN OF COMMAND AND INCLUDES CORPS OF ENGINEERS SUPPORT

Slide 2-20 – Things to Remember

ALWAYS KEEP THE CUSTOMER IN MIND

COORDINATE, COORDINATE, AND… COORDINATE!

KEEP THE BOSS INFORMED

WE NEVER GET “FINISHED”

Slide 2-21- THINGS TO REMEMBER (Cont’d)

THERE IS ALWAYS HELP OUT THERE SOMEWHERE

TIME IS YOUR BASELINE RESOURCE

WE LEAVE A LEGACY TO THOSE WHO COME ALONG AFTER US

	10. SUMMARY (2 Min.)

A.  Process.  The planning process, common to any type of planning, is a logical means of managing the present and future. 

B.  Policy. AR 210-20 is the keynote policy document for real property master planning. Now it is aligned with how the Army is organized, does business, strives to set an example for environmental awareness, and dismisses the concept that new construction is the only solution.

C.  Process Stays the Same.  The many parts of an Army RPMP may change, but the basic planning process stays the same.

D.  Differences.  The differences between urban/community planning practice and Army real property master planning are because of Army’s strong focus on mission, centralized management-decentralized execution, command doctrine, and the major environmental and other impacts associated with military operations.

E. Customer-Orientation.  Real property master planning has to be a customer-oriented, extremely well coordinated team effort. The commanders, units, organizations and people it is intended to benefit, must believe they own the RPMP.  A RPMP is not “an engineer document.”

F. Sustainable Development.  Finally, the concept of Sustainable Development formalizes a fact that planners have known all along. Our job is to create a well-conceived, enduring environment for those we support. And the good things we do create a legacy lasting for generations.
	Slide 2-22 – Summary

OUR PLANNING IS A LOGICAL WAY TO MANAGE THE FUTURE

BUT IT IS CONNECTED TO HOW THE ARMY RUNS

PROCESS NEVER CHANGES; PRODUCTS WILL EVOLVE

NEVER FORGET OUR PRIMARY CUSTOMER AND…

LEAVE A LEGACY FOR FUTURE GENERATIONS

“LEAVE A PLACE BETTER THAN IT WAS WHEN WE GOT HERE”






















Figure 2-2  Generic Process
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