Ladies and Gentlemen,

I feel honored being afforded the opportunity to represent the 21st Theater Support Command and General Hack at this forum to report on the initial reengineering successes within General Support Center - Europe.  I would like to begin with a brief introduction of my organization: GSC-E operates the General Support and Industrial Logistics Sustainment Base for the European Theater.  The organization consists of approx. 2,000 soldiers, Department of the Army and predominantly Local National Civilian employees organized into a headquarters element and 7 Centers of Excellence.  The mission of the GSC-E is to provide support in supply, maintenance and unique logistics services for the European Theater.  We operate the only General Support supply activity in Europe and perform maintenance programs for components and end-items, just to mention the most important functions.

The establishment of the General Support Center – Europe, a year ago, was the result of realizing a need for change.  The 21st TSC, our higher headquarters, transitioned from a Theater Army Area Command, a non-deployable organization to a Theater Support Command with 2 major mission roles and entirely different sets of functions: 

Role 1 is defined as rapid deployment and contingency operation support, which means that we must be able to push out troops deploying from the Theater Deployment Processing Center within hours of notice.  It also entails the ability of the 21st TSC to deploy itself, partially or in total, and commence logistics support in a theater of operation within hours of notice.  Role 2 is defined as operating the strategic logistics base and includes functions such as refurbishing tanks, trucks and trailers exposed to high OPTEMPO in contingency operations, rebuild of components in the Army Working Capital Fund program, retrograding and redistributing supplies and maintaining commercial equipment such as fire trucks, dump trucks and other special purpose equipment.  Organizational separation of the 2 mission roles within the TSC and the stand up of an independent organization to accommodate role 2 missions was a logical consequence and enables the TO&E brigades in the TSC to focus on rapid deployment and contingency operations while allowing GSC-E, as a TDA organization, to concentrate on efficiency and return on investment on the services provided in support of the sustainment base.

Scanning our external environment, we found additional reasons for change and reengineering: 

Our government workforce faces increasing competition from commercial vendors – outsourcing is the related key term – as well as competition with other Army and non-Army Government organizations, such as Army Material Command, Defense Logistics Agency and General Service Administration, to name a few, but important logistics providers.  The challenge is to offer good services at low cost, be better and more efficient than other organizations in the same business, or quite simple: Work under market conditions in a Government organization.  Looking internally, we found structures, processes and procedures counterproductive to this mandate, such as: A top-heavy, unbalanced workforce with too many levels of hierarchy, too much overhead, and a mismatch between required and available skills.  Low employee identification with the products and services provided by the organization as well as outdated processes, procedures and skills were major factors leading to the decision to undertake a major reengineering of the organization.  In the past we might have reasoned and argued over the root causes leading to this less than favorable state of affairs and would probably have found explanations and excuses for this predicament such as the way we handled the draw-down and the related civilian personnel reduction in Europe, releasing a lot of blue collar capability and not reducing the proportional overhead share, or the lack of a clear endstate picture and related mission requirements during the process.   More important, however, is the foresight to recognize the need for change, the development of a strategy, and the commitment to make it happen.   

Our vision for the future is a modern service-focused organization that puts the customer up-front, provides quality products and services at low cost and simultaneously considers the well-being of our workforce by ensuring that we make every effort to sustain the viability and relevancy of the organization, thus making employees’ jobs secure.  We determined that we wanted to become the provider of choice for “Echelon Above Corps” logistics services in Europe and, based on that, we established our most important guiding principle:  “If it does not support readiness, quality of life, or return on investment, we don’t do it”.  What followed then, in my view, is the most critical step in a successful reengineering project and the thing that is most often responsible for many good initiatives to lose steam and eventually fail either because this step has not been approached appropriately or implemented correctly.  After formulation, the vision and the guiding principles of an organization have to be communicated to every member of the organization from top management down to the operating level--from the director to the mechanic and warehouse worker--in order to achieve 2 really critical objectives:  The first objective is to ensure that the high level vision is broken down into goals, concrete objectives and measurable standards for each and every member of the organization which will facilitate the second critical objective which is to obtain buy-in from and promote ownership of the employees.  The ultimate success depends on the warehouse worker understanding what reduction of Order Ship Time means for his personal work area, how he can support it, and that he must support it to enable the team to win.  If the vision remains as a framed chart in the hallway of the headquarters or in the office of the leader and is not broken down into simple, logical, measurable and comprehensible goals, objectives and supporting tasks that each worker can follow for his work area, failure is almost guaranteed.  With that in mind, I embarked on a campaign of personally talking to each of our 2,000 employees.  We organized the sessions into small groups – about 30 to 40 per session –  that promoted meaningful discussion and exchange.  I met with the employees in a very informal setting in their work area, introduced our strategy, vision and objectives, and explained why we thought that this is the right way to go for the organization.  After the overview I solicited their expectations, concerns and ideas.  Needless to say that this endeavor was very time consuming and intensive, but it proved to be time well-spent and invaluable in the process and ultimately in the success of our reengineering efforts.   For most of the workers, this has been the first time in years--or maybe ever--that somebody from senior management talked to them at this level of depth and opened a dialog.  This initiative helped to establish trust, ownership and buy-in and I found that it provided invaluable insight into the concerns of the workforce with the unexpected by-product of the generation and communication of a lot of employee’s good ideas from the shop floor level.

Evolving from this effort, we formed various cross-functional process action teams with representation from all levels and disciplines within the organization to assess our most critical areas needing change and ways to implement the changes.  With participation from management at all levels, we began implementing the vision by translating the vision to elements a worker can understand and sign up to and cascading it throughout the organization.  One PAT worked on a master training plan for our workforce that included a menu of all categories of professional development from mere technical/vocational training to leadership development, team building and personnel management.  This effort was necessary to update the skills of our workforce and to support our “retrain and retain” principle.  Retrain and retain was a concept developed to minimize the adverse impact of our reengineering efforts on the workforce by avoiding massive lay off of employees, which would have been counterproductive to our goals.  German labor law rules that govern personnel reductions are fairly restrictive.  Without losing too much time in explaining the detail of those, personnel reductions under German labor law in general follow criteria of social protection of the employees and not operational/organizational needs.  We broke the master training plan down into individual development plans, prioritized the needs, and started to identify internal and external sources.  I believe that I am safe to say that this represented the most complex training effort for the civilian workforce of a single organization in the history of USAREUR.   We have developed a mutually beneficial partnership with the German State Government that has resulted in their agreement to co-fund our retraining program as well as make monetary contributions for other initiatives valued at several million Deutschmarks.

Another integral part of our strategic plan is quality management.  We started an initiative to certify all our Centers of Excellence under the ISO 9002 quality management standard and received the first certificate for one of our maintenance activities in Dec, last year.  All others will  be certified before the end of FY 99.  This process requires that an independent and licensed consultant confirm that the organization has a quality management system in place and follows its stipulations in the production process.  This must not be taken as a guarantee for quality output with each product, it just assures that the tools to accomplish this are in place.  In reality, quality has to be lived every day and by every member of the organization.  Each employee is responsible for the output of quality products.    Simultaneously, we began initiating process improvements and the necessary organizational changes to accommodate them.  

Exemplary for many more, I would like to mention just a couple of initiatives that significantly improved the quality of services provided to our customers while at the same time delivering the services  more efficiently:

We established a BASOPS Maintenance Center that consolidated the management and overhead structure for the maintenance of installation equipment in one location and decentralized the wrench turning capability in the field.  This allowed conversion of overhead into production capability and resulted in improved turn around time and a decrease in operational dollars.  In this process, we eliminated the requirement for the customers to produce workorders to request maintenance.  All the customer needs to do is to let us know what is broke and where the equipment is.  From there on, the process is our responsibility – to include transportation – until we return the repaired asset to the customer on site.  We do this in average of less than 10 days for routine jobs and 5 days for high priority jobs.  While improving the service, we have been able to reduce the budget for this function by 40%.

We stood up a theater maintenance contract management office to centralize the initiation, statements of work preparation, and quality assurance services for all theater maintenance requirements satisfied through contractual services.   Utilizing this concept, we accomplished central visibility, leverage of buying power by consolidation at a higher level and uniform standards.  We also improved customer service by relieving field units from the COR responsibilities.  We act on the communicated requirement of the customer either through a contractual tool or with our organic capabilities based on a best value analysis.

We established Customer Service and Complaint Teams that frequently visit our customer units and participate in their Maintenance and Logistics Reviews at Corps, Division and Brigade levels to stay tuned to customer needs and requirements.  The standard for our customer complaint teams is to be at the site of a customer that has a complaint about a product or service rendered by General Support Center – Europe within 24 hours after the customer call, to verify the deficiency and correct it either through on site repair or by providing a new product free of charge to the customer.  The Customer Complaint Team also acts on complaints regarding products provided by organizations outside of GSC-E, by verifying the deficiency and assisting in preparation of a Report of Discrepancy against the source.

The last important step of reengineering and change management I would like to highlight today is measuring success.  In order to establish a baseline to quantify our point of departure and to gauge progress, we established a Review and Analysis process a little bit outside of traditional Army and Government parameters.  We assessed the critical performance indicators of cost, timeliness, customer satisfaction and efficiency and measure our performance in a corporate style Review and Analysis.  We do not only look at zero balance with due outs or inventory and location accuracy in our Supply Support Activities, we also routinely assess indicators such as inventory turn-around, cost to do business, customer waiting time in our POV inspection stations and quality deficiency rates.  Through this process we learned for instance, that in FY 98 each manhour invested in our Army Working Capital Fund component program returned $180 and each manhours invested in theater supply redistribution returned $54 in cost avoidance and savings.  Our metrics and the FY 98 results have just recently been verified by the Army Audit Agency.  This system of metrics keeps us posted as to the critical performance indicators and allows good and informed management decisions based on data, not on “gut feel”.

Ladies and Gentlemen, this was an attempt to describe and summarize 3 years of planning and execution in a 20-minute presentation.  There is much more to be known about the General Support Center – Europe and following the principle of one of my mentors, General Chuck Mahan, “Government In the Sunshine” I invite everybody interested to visit, to write, or to call.   We will tell you the “good, bad, and the ugly” about our reengineering.   We are willing to share our experience and learn from others.

In summary, instilling and managing change in an organization takes a vision, a strategic plan, the buy-in of the workforce, and objective measures of success.  More than anything, however, it takes the full commitment of the leadership and everybody involved in the process.  We are proud of our initial success but we realize that this is nothing compared to what still lies ahead.  Our newly acquired Government Reinvention Lab status and the support of the senior leadership will assist us in  accomplishing our goal of becoming the provider of choice.

Thank you for your interest and time.              
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