[image: image1.wmf]FORMAL EO COMPLAINT

STATUS

FORMAL EO COMPLAINT

STATUS

0

2

4

6

8

10

1QTR

FY98

2QTR

FY98

3QTR

FY98

4QTR FY

98

1QTR FY

99

2QTR

FY99

TOTAL COMPLAINTS FIELD

SUBSTANTIATED

UNSUBSTANTIATED

PENDING

GOAL:  BASELINE

ESTABLISHED TO

IDENTIFY  EXPECTED

NUMBER OF COMPLAINTS

FOR FY 99, AS COMPARED

TO TOTAL NUMBER OF

COMPLAINTS RECEIVED

DURING FY 98.  MONITOR

SIGNIFICANT INCREASES

DURING UPCOMING

QUARTERS.

   BASOPS GOAL

      CUSTOMER

   SATISFACTION

  EXPECTATIONS

S

A

B

R

E

G

USAADACENFB EQUAL OPPORTUNITY (EO) OFFICE


3.1 FY 99 EO Office Self-Assessment
3.2  _________________________________________________
1.1 1
Leadership 








1


1.2 Leadership

1.3 Public Responsibility and Citizenship

2 Strategic Planning







6


2.1 Strategy Development

2.2 Strategy Deployment


3.3 3
Customer and Market Focus 






13
3.4 Customer and Market Knowledge

3.5 Customer Satisfaction and Relationships

4 Information and Analysis






16

4.1 Measurement of Organizational Performance

4.2 Analysis of Organizational Performance

5 Human Resource Focus






18

5.1 Work Systems

5.2 Employee Education, Training, and Development

5.3 Employee Well-Being and Satisfaction

6 Process Management







22

6.1 Product and Service Processes

6.2 Support Processes

6.3 Supplier and Partnering Processes
7.
Business Results







23

Leadership 

1.0  LEADERSHIP
The senior executive leader for the Fort Bliss Equal Opportunity (EO) Office is the Commanding General, Major General Cavin.  Major General Cavin directs the overall focus of the Fort Bliss EO Program by providing the major subordinate commands (MSC) his intent through policy, training guidance and leadership, tied to the strategic objectives of the installation.  As owners of their respective programs, Commanders are expected to champion the principles and objectives of the EO Program, based on the Commanding Generals intent.  The Commanding General is served by a robust staff of specially trained EO Advisors (EOA), led by a senior NCO, MSG Sutton.  MSG Sutton serves as the eyes, ears, voice, and conscience of the Commander, and reports directly to Major General Cavin on all areas pertaining to the human dimensions of readiness and EO at Fort Bliss.  The executive leadership team further consists of the Chief of Staff and Post Command Sergeants Major, who provide input to the Commanding General and the EO Staff on issues pertaining to soldier and unit readiness.  The EO staff structure is unique in that our team possesses no organic officer in the organizational structure, due to the fact that unit EO program’s are the commander’s responsibility.  Subsequently, the EO Staff focuses on clear communication of EO related issues to the commanders we serve. 

1.1   Organizational Leadership

Our organizational leadership structure is based on the regulatory guidance found in AR 600-20.  The installation staff consisting of a senior EOA, and three EOA’s (SFC), focuses on supporting the garrison, partner units and core EO Program components at the installation level, and providing oversight and assistance to the MSC EOA’s.  Furthermore, each MSC has a dedicated EOA (SFC) assigned to assist these commanders with implementing their respective EO Programs.  Each EOA is a senior NCO selected by the Department of the Army from their respective career branch’s based on their operational and leadership experience.  While not solely responsible for their unit EO Programs, the EOA’s at all levels are all personally involved in the performance-based leadership system.  

The EO Office has a long history of effective leadership and our EOA’s follow that tradition.  Our EOA’s are goal-oriented and fully committed to providing our customers with excellent and prompt service.  Our EOA’s are accessible and visible to employees and customers alike.  Our EOA’s gain visibility with our customers by personally participating in daily unit functions, by providing unit level EO In-briefs, and by assisting their commands with training, climate assessments and simply talking to employees.  Other examples are the EO Overviews presented to all Unit Commanders Courses, Sergeant’s Major Courses, and NCOES, OES, WOES and IET classes. We conduct regularly scheduled EO Council and Staff Meetings, in order to ensure that our employees have access to our organizational leaders.  At these meetings, all employees have the opportunity to discuss ideas and methods for organizational improvement with their leaders.  The EO Office is just beginning to implement APIC, and we hope this report shows that we are developing an organization whose employees and leaders are fully integrated into the Total Army Quality Program.

1.1a.
Senior Leadership Direction

1.1a(1)
Setting, Communicating, and Deploying Organizational Values and Expectations

The EO Office and MSC EOA’s have incorporated the principles in Fig. 1-1 into all organization operations.

EO Principles
· Promote and tie the core Army Values into every aspect of our mission and training focus.

· Maximize soldier potential by building trust and confidence in the chain of command.

· Focus commanders and customers on the importance of the human dimensions of readiness.

· Take care of soldiers, family members and customers by treating them with dignity and respecting their concerns.

· Create an environment conducive to open multi-directional communication between our customers and commanders.

· Resolve EO issues and concerns at the lowest level before they become unit distracters by focusing on the core issues.

· Hold each EO Advisor accountable for APIC success.

 Fig. 1-1

All EOA’s have also subscribed to the Army Values, shown in Fig. 2-2, and serve as the proponent for meaningful issuance of the Army Soldiers Cards and Tags within their organizations.  These values embody the principles by which we operate and they emphasize the importance of taking care of people – customers and employees alike.  The EOA’s ensure that all employees understand these principles as part of their initial and follow-up counseling sessions.
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   Fig. 1-2
1.1a(2)  Communicating and Reinforcing Values and Expectations

Values, organizational directions, high performance expectations, and customer focus are communicated and reinforced in the EO Office and by the EOA’s on a daily basis.  Customer Feedback Forms were added to our wepage to track the customer’s degree of satisfaction with our service.  We also utilize DA Form 7279-1-R, EO Complaint Resolution and Assessment, to document our customers satisfaction with the handling, processing and resolution of their concerns. These mechanisms serve as a daily reminder to each EOA of the people we are here to serve.  

The EO Office and MSC EOA’s also prominently display the EO Program’s Vision, Mission, and 

Principles in the workplace, visible to both employees and customers – customers can see

what they should expect in service, and employees are reminded of the level of service they are

required to provide.  These standards are reinforced during weekly EO Staff Meetings, and during each quarterly EO Council, where the EOA’s review customer cases, issues and trends to assess and monitor the quality of the service being provided to the customer.

1.1a(3)
Organizational Direction and Future Opportunities

The senior EOA in the EO Office sets the direction and establishes goals in each functional area, thus creating future opportunities for the entire EO Staff.  During the 4th Quarter of FY 99, we will conduct a Bottom-Up Review with all EOA’s and the Fort Bliss senior leadership to revalidate our Vision, Mission, and Principles, to insure we maintain a common sense of direction and focus. 

Through this common vision, in Fig. 1-3, the senior EOA clearly communicated to each employee what the ultimate goal and purpose for the organization should be.  From this Vision, opportunities are sought to propel the organization towards excellence in our four main functional areas: Affirmative Actions, Advisory Assistance, Inspections, and Training & Teaching.  

EO Vision

“ To become the model TRADOC Equal Opportunity Office that

supports the diverse organizational needs of the installation by

setting and achieving the benchmark for excellence in customer

satisfaction while focusing on the human dimensions of readiness.”
Fig. 1-3

1.1b  
Organizational Performance Review

1.1b(1)
How do Leaders Review Organizational Performance

The EO Office uses three methods of measuring the organization’s performance: quarterly EO Reports and EO Councils, and the Installation Service Activities Based Review and Evaluation (SABRE) meeting.  This process of assessing and reviewing organizational performance examines the four primary functions of the organization.  We link each function to indicators which we measure against quantifiable objectives or standards.  The senior EOA then recommends corrective actions to the Commanding General for any deficiencies in performance.

Data on performance is tracked primarily through EO statistical reports from our MSC EOA’s and the HQ DA EO Database.  These reports serve as the basis for reviews that examine the status of AAP goals, EO Complaint cases, unit assessments, the best course of action for problem areas, and recommendations for organizational improvement.

Last year the EO Office and MSC EOA’s processed 19 formal EO complaints and achieved a 90% resolution within 14 days IAW AR 600-20.  In addition, resolution assessments were conducted on 100% of all formal EO complaints within 45 days.  The organization also completed 100% of all required EO Database reporting categories within the timelines established by HQ, TRADOC. All DOD and Post EO Assistance Hotline Complaints were resolved or referred within the 72 hour standard. The EO Office evaluates each indicator’s performance in order to assess the performance of our functional areas (which are also defined as the organization’s Key Business Drivers or “KBDs”).  These KBDs, Fig. 2-1, are then checked to ensure they are aligned with the organization’s Mission, Fig 1-4.

EO Mission

· Advise the Commanding General and Installation Staff of Fort Bliss on equal opportunity (EO) issues and their impact on the human dimensions of readiness. 

· Act as the eyes, ears and voice of the Commander on EO issues and concerns.

· Assist commands to resolve EO issues, complaints and concerns for soldiers, family members, and DA Civilians. 

· Recommend policies, directives and procedures that promote fairness, justice, and equality. 

· Monitor and evaluate the execution of the Equal Opportunity and Consideration of Others training programs at brigade and higher levels.

· Teach and train equal opportunity and human relations at the individual, institutional and unit levels.

· Promote diversity both on and off the installation by conducting cultural and ethnic events and human relations training in partnership with the El Paso community.

· Solicit and respond to feedback on EO related programs and issues. 
· Infuse affirmative actions plans into APIC management systems at MSC and higher levels to assist commanders with monitoring their EO Programs.

Fig. 1-4

1.1b(2) Translating Organizational Performance Review into Priorities for Improvement

Through these reviews, the EO Office and MSC EOA’s recommend courses of action to reinforce standards and change or modify processes in order to enhance unit readiness.  A direct result of this review process was the initiation last year of our installation level senior leader EO Seminars.  Our indicators identified that our senior leaders at the brigade and higher levels were not receiving EO/Human Relations training IAW AR 600-20.  We established and conducted two EO Seminars tailored for critical civilian and military leaders at the brigade, Directorate and installation levels.  Both seminars enabled the EO Office and MSC's’to focus our customers on critical issues affecting the human dimensions of readiness, such as sexual harassment and extremism.  We also identified that our customers required better access to EO related training materials and information, so we developed a robust EO Webpage.  This allows our customers to not only access training, policy and other EO related resources, but also provides another avenue for direct feedback. This feedback will help our organization better determine (1) whether the customer was satisfied with the services we provided and (2) if there are any suggestions for improving our processes and how we deliver them.

1.1b(3) Key Performance Review Findings, Priorities for Improvement and Opportunities for Innovation

Our key performance review findings for this past year show that the EO Office has effectively attained all of its goals.  We have consistently achieved the desired level of performance dictated in our performance indicators for each KBD throughout the entire fiscal year.  Reviewing our quarterly EO Reports and EO Council meetings, we found some areas needing improvement, such as the AAP process, and visibility, which helped us set priorities for improvement this year.  Specifically, we want to increase our visibility to our customers, and establish a viable AAP process at the installation and brigade levels.  To accomplish this, we are focusing this year’s senior leader EO Seminars towards the AAP process, and we are now conducting random sensing on a monthly basis across the installation.  .  In addition, the EO Office will also continue to strengthen ties with the Staff Judge Advocate (SJA), Chaplains and Inspector General (IG) office’s.  This process was initiated in February of this year when the EO Office conducted joint training with the SJA and Chaplain’s on shared areas of interest such as EO Complaint procedures and the Consideration of Others (CO2) program.  This laid the groundwork for continued multi-directional feedback and open discussions on issues of mutual interest.

1.1b(4) Organizational Performance Review Findings Improving Leadership Effectiveness

Leadership effectiveness with the EO Office and organizational structure is also refined and continuously improved through the use of key organizational performance review findings.  During quarterly reviews of EO Reports and EO Council meetings, all EOA’s in the organization are present and encouraged to actively participate in the dialogue.  The collaborative effort between the EO Office and MSC EOA’s enables both employees and managers to review organizational performance and recommend priorities for future improvement.  They also serve to strengthen the effectiveness of the organization’s leadership ability.  Not only does the EO Office benefit from the input of the employees and MSC EOA’s, they also see that their feedback is valuable because their input is listened to and integrated.  This greatly enhances the EO Office’s effectiveness in the eyes of the employees and customers. 

1.2   Public Responsibility and Citizenship

The EO Office and the MSC EOA’s  at Fort Bliss serve a total of over 60,000 soldiers, military family members, retirees and DA civilians.   Military retirees and DA civilians account for 39,000 or 55% of that total.  Those individuals also make up a large part of the El Paso community and are directly impacted by the policies and procedures in effect here on Fort Bliss. Our post-level Ethnic Observances and Special Seminars also directly effect the perception of the installations involvement in the local community. Because of these facts, the services of our organization have a much greater potential impact on the surrounding community.

1.2a  Minimizing Risks in Serving the Public

We minimize risk in managing our organizational operations by fully tapping into the experience and expertise of all of our trained employees.  All of our EOA’s have extensive troop and staff experience at critical positions within their regular functional branches, such as platoon sergeant, drill sergeant and other leadership positions.  In addition, all EOA’s in the organization have received four months of formal training at the Defense Equal Opportunity Management Institute (DEOMI), which is a prerequisite to serving as an EOA.  The senior leaders have also instituted a continuous learning program where all employees receive structured training each month on a variety of policies and procedures.  This keeps all employees up-to-date on the current regulatory guidance and lessens the risk for improper organizational operations when dealing with requests for assistance from the community.  EOA’s promote legal and ethical conduct through the normal discharge of their duties.  They serve commanders and soldiers by developing affirmative actions, providing advisory assistance, inspecting, teaching & training.

1.2b Support of Key Communities

The organization as a whole fully supports the community in activities such as unit runs, prayer breakfasts, contributions to CFC and AER, the Partners in Education Program, and Ethnic Observances.  This office also uses the public media as a means to address the community on issues of concern and to promote cultural awareness.  Our office initiated an EO Office Webpage, and regularly submits articles to the post newspaper, The Monitor, to promote cultural awareness and EO related issues. These two initiatives serve to help the EO Office advertise our products and services to the community we support.  We have also formed national partnerships with several human rights organizations such as the Simon Wiesenthal Center.
2.0  STRATEGIC PLANNING

The EO Office is a multi-mission organization.  Not only do we serve the soldier, but we also serve the Commander, units, family members and DA civilians.  As previously stated, we have four Key Business Drivers that form the basis for our strategic planning.  These KBDs are depicted below in Fig. 2-1.

KEY BUSINESS DRIVERS

· Affirmative Action Plans

· Advisory Assistance

· Inspections

· Training and Teaching
Fig. 2-1.

All of our strategic planning is directly linked back to these Key Business Drivers through our action plans. These action plans, particularly the AAP, concentrate on measuring and providing services in the Key Business Driver areas.  These KBDs are our “core competency’s” and we have specific indicators to measure their performance.  All planning must begin and end with these KBDs in mind, and must correlate with the Commanding Generals intent.  Furthermore, each MSC EOA must insure that their internal KBD’s match their leaderships Mission, Vision and Principles.  Fig. 2-2.

KEY BUSINESS DRIVER

Affirmative Actions


INDICATOR

Affirmative Action Plans (AAP) 

AAP Goals

AAP Functional Components

AAP Panel
FREQUENCY

Annually/

Semi-annually

Annually/

Semi-annually

Quarterly/

Annually/  Semi-annually

Annually/

Semi-annually
GOAL/OBJECTIVE

100% of brigade and higher level organizations develop, implement, and sustain AAP’s to firmly embed EO functions, responsibilities, and policies in the leadership framework.  

Develop and monitor realistic AAP goals to direct affirmative actions that insure equal opportunity and fair treatment for soldiers, DA civilians and their family members.

Monitor core functional areas of the installation AAP to benchmark EO trends, identify EO climate indicators, track EO/CO2 training and insure EO policies and guidance are met. 

Conduct AAP Panel meetings at brigade and installation levels to monitor, assess and review AAP goal progress.
COMPETITIVE BENCHMARK

HQDA, ODCSPER/

MACOM AAPs

HQDA, ODCSPER/

MACOM AAPs 

HQDA, ODCSPER/

MACOM AAPs

MSC AAP Panels

Advisory Assistance


Formal EO Complaints

Investigations

EO Climate Assessments

Sensing/Focus

Group Sessions

EO/CO2 Policy 

and Program Development 

EO Councils

Conflict Resolution

Climate Survey (CCAS)

Feedback Surveys
Continuous/

Quarterly

As Required

As Requested

Quarterly/As

Requested

Continuous

Quarterly

Continuous/As 

Required

As Required

Monthly
100% of formal EO complaints referred to appropriate commander/agency within 72 hours of receipt.

>90% completed within 14 days without requiring extension.

100% resolution assessments conducted within 45 days.

Provide advisory assistance to commanders/investigating officers on all formal EO complaints IAW AR 600-20. 

Assist unit with identifying their EO climate. Submit written assessment to unit within 10 duty days of completion.

Identify specific or general EO issues. Submit written assessment to unit within 7 duty days of completion.

100% of supported units publish/implement clear EO/CO2 policies and programs IAW AR 600-20.  Assist commanders with EO/CO2 policy and program development.

Quarterly EO Councils conducted at Post and Brigade Levels.  

Immediate response/referral to any requesting command or agency.  Provide written responses within 7 duty days. 

Provide assistance to command(s) for all mandatory CCAS. Monitor 90 day/annual CCAS compliance IAW AR 600-20.

100% of EO Customer Feedback issues resolved within 7 days
HQDA, ODCSPER

SJA, IG

IG

IG

MACOM EO’s

Post EEO

IG

IG

IG, Post Q for Q

Inspections


Staff Assistance Visits (SAV)
Annually/As Requested
100% of MSC’s inspected annually.  Special or requested SAV’s completed within 45 days of request. 
MACOM EO’s, IG

Training and Teaching


Institutional EO Training

Unit EO/Human Relations Training 

Senior Leader EO/Human Re-

lations Training

Ethnic/Cultural Observances

EO/CO2 Seminars
Quarterly/As Required

Quarterly/As Required

Semi-Annual

As Mandated by Public Law

As Required
Assist with instruction of all EO related training in NCOES, OES, WOES, IET and local courses IAW applicable TSP’s. Conduct the Post EO Representatives Course to certify a min. of 26 new unit EO Reps. per quarter. 

100% of Human Relations training conducted quarterly IAW AR 600-20, AR 350-1 based on the Consideration of Others program model: (Facilitator led small group (1:25) based on assessment, and tied to the CO2 philosophy.

100% of installation senior leaders/primary staff trained IAW AR 600-20. Monitor and assist MSC EOA’s in conducting their required training senior leader training.

Conduct post-level observances IAW AR 600-20 and involve community participation to enhance cultural awareness.

Conduct or c.o.-sponsor EO/CO2 related seminars based on current trends, or to meet top-fed directives to the field.
IG, TRADOC Installations

HQ DA, ODCSPER, MACOM’s

HQ DA, ODCSPER, MACOM’s

MACOM EO’s

IG, Chaplains

Fig. 2-2
2.1  
Strategy Development
2.1a  
Strategy Development Process

2.1a(1)
Our Strategic Planning Process

Our strategic planning process consists of numerous parts as shown in the Fig. 2-3 below.  We have a set of inputs that feed into the development of our strategic plans.  These inputs include, but are not limited to, regulatory guidance found in AR 600-20, guidance from the Commanding General, EO Council Meetings, and EO Report review findings.  These inputs are then staffed within the EO Office in meetings between the leadership and EOA’s of the organization, most often in the form of EO Updates, held monthly, quarterly EO Councils special planning sessions.  The outputs from the strategic planning process are AAP goals, SAV inspections, EO training focus, focus group sessions, and employee training and professional development.
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Fig. 2-3

2.1a(2)
Considering Key Factors in Our Strategic Planning Process

2.1a(2)a Customer Requirements and Expectations

As a way to begin marketing our unique assets, we developed a robust EO Webpage for our customers.  This allows our customers to not only access training, policy and other EO related resources, but also provides another avenue for direct feedback. This feedback will help our organization better determine 1) whether the customer was satisfied with the services we provided and 2) if there are any suggestions for improving our processes and how we deliver them.

We also use monthly EO Sensing and/or Focus Group Sessions to help us identify what issues or problems on post are causing our customers the most concern. This input is critical to our strategic planning.  It gives us a foundation for determining what operations on post might have “systemic problems” that need to be addressed and corrected.  Our strategic planning process is not grounded in action plans that look for “quick fixes”, but rather permanent solutions to the root causes of post-wide systemic problems.

We also gather important information from the EO Quarterly Report to help us target customers and customer sensitive issues from the Major Subordinate Commands themselves.  Information is solicited from each MSC and is combined with other external input such as Eo Council Meetings for compilation into the next fiscal year’s AAP.  Post level briefings such as USR, QTB, and SABRE are also arenas where customer concerns are voiced.  Our organization ensures that someone is always present at these meetings because they play an important role in the customer focus portion of our strategic planning process. 

2.1a(2)b  The Competitive Environment

During the development of the AAP, we established quantifiable and measurable objectives that were directly tied to our KBDs.  We then evaluated the capability of other similar agencies to perform the same business functions.  From this evaluation, we established an action plan that would assist our organization in becoming more competitive.  For example, we realized that we were not very effective in conducting SAV inspections to the MSC’s IAW AR 600-20.  Our capability at the installation level was very low - we were not providing the excellent customer service that we had aspired to in our Mission statement.  Because of this deficiency, we instituted an action plan that called for our organization to develop and implement regularly scheduled assistance visits to the MSC’s on an annual basis.  We will initiate our SAV plan during FY 00 to increase our level of customer service.  

We also set objectives for completing all requested Focus Group Session write-ups within 7 duty days of the session’s conclusion and completing all EO Climate Assessment  write-ups within 10 duty days of conclusion.  These are new objectives were critical in pushing feedback to the field as quickly as possible following sessions.  By providing unit Commanders with more timely write-ups, we enabled them to react and take corrective action on EO issues while they were still relevant.

2.1a(2)c  Organizational Capabilities

Our ongoing reorganization and planning process looks at the present as well as the future structure of the EO Office.  We are in the process of dividing the EO Office into 2 sections - Advisory Assistance & 

Inspections, and Operations & Training.  This structure will allow the organizational branches to function independently yet interdependently at the same time.  For example, members of the Advisory Assistance & 

Inspections Section have served as a brigade level EOA, as well as conducted normal EO related training and operations functions. This provides us with the capability of cross-training and assisting each other during the conduct of these respective functions.  The process of having employees work in independent branches, yet maintain full integration with the other branches allows the office to maximize the expertise of all personnel in the organization.  At the same time, this makes the operation of the separate branches more efficient and streamlined. 

2.1a(2)d  Supplier and Partner Capabilities

As participants in many councils and committees, Fig. 2-4, the EO Office also keeps abreast of our supplier’s and partner’s capabilities, resources and concerns.  Participation provides opportunities for direct exchange of ideas as well as solutions to problems.  It also makes our senior leaders more aware of any issues or concerns before they become potential problems.

CATEGORY
PROPONENT
FREQUENCY

APIC Team Meeting
Operations EOA
Weekly/As Required

APIC Operations Meeting
Post EOA
Monthly

Post Staff Call
Post EOA
Weekly

Quarterly Training Briefs
MSC EOA’s
Quarterly

Post USR Briefs
Post EOA
Quarterly

Post SABRE Briefs
Post EOA
Quarterly

Worldwide EO Conference
All EOA’s
Annually

Post/MSC Town Hall Meetings
All EOA’s
Quarterly

Post EEO Council
Garrison EOA
Quarterly

Post EO Council
All EOA’s, Partner Unit EOR’s
Quarterly

Post CSM Meeting
Post EOA
Monthly

AF Disciplinary Control Board
Post EOA
Quarterly

Risk Reduction Council
Partner Unit EOA
Quarterly

Fig. 2-4

2.1b  Strategic Objectives

Due to recent events relating to EO and subsequent guidance stemming from the Army Human Relations Action Plan, EOA strength and authorizations have recently been mandated to reach specific levels.  The EO Office is reaching completion of a 2 year process in which our total authorizations went from 6 EOA’s to support the entire population during FY 97, to a total of 14 by FY 00.  Because of this addition to our overall personnel strength and ultimately, our capabilities, our APIC initiatives have become increasingly vital to obtaining the level of excellence and customer satisfaction our organization desires.  The strategy depicted in our Mission statement was the basis for the development of our KBDs.  These KBDs provided the foundation for our organization’s action plans.  The senior leaders of the organization ensured that these action plans were directly linked to the KBDs through indicators with quantifiable and measurable standards, Fig. 2-2.

As previously stated, these standards are tracked at regular intervals.  Organizational progress is 

addressed in open forum with all EOA’s during planned EO Council meetings, and with the senior leadership during semi-annual AAP Panels.  There are two primary benefits for tracking our plans and their progress in this manner: 1) This allows the EO Office to continuously reinforce and recommend standards of performance. 2) This allows the entire group to propose suggestions and ideas for improvement. Procedures and processes are also reviewed externally on a periodic basis through annual visits from MACOM EO offices (TRADOC and FORSCOM).

2.2 Strategy Deployment 

2.2a Action Plan Development and Deployment

2.2a(1) How Do We Develop Actions Plans

In order to improve knowledge, creation/sharing, flexibility and innovation, the EO Office plans to utilize proven systems currently used by the IG Office to create  new and meaningful changes in our human resource work design.  We plan to institute a Bottom-Up Review Plan developed by the IG Office,  whereby all employees actively participate in exchanging ideas between themselves and the senior EOA on ways to improve the organization and function of the EO Office.  This review will allow the organization to benefit from the knowledge and experience of everyone in the organization rather than just a few.  As stated before, we also use the AAP process and APIE model to formulate functional action plans based on assessments and verified data. 

2.2a(2) Key Human Resource Requirements

As previously stated, all EOA’s in the organization have received four months of formal training at the Department Equal Opportunity Management Institute (DEOMI), which is a prerequisite to serving as an EOA. However, we recognize that advanced training and education were critical to self-improvement as well as the continued improvement of the overall EO Program. The senior EOA has instituted a continuous learning program where all employees receive structured training each month on a variety of EO related policies and procedures.  As an example, all EOA’s received training in April of this year, in conjunction with the Chaplain’s Office on the recent changes to the Army’s Fraternization policy.  This training resulted in our EOA’s becoming more knowledgeable on this EO related policy, which helped increase their capabilities to assist their employers. 

2.2a(3) Allocation of Resources

Personnel continue to be our most valuable and scarce resource. The EO Office is reaching completion of a 2 year process in which our total authorizations went from 6 EOA’s to support the entire population during FY 97, to a total of 13 by FY 00.  Currently, only 10 EOA’s are assigned, leaving the EO Office under-strength by 3 personnel.  Subsequently, we have strategically distributed our EOA’s to cover those MSC’s and functions based on criticality, which places the most impact on the EO Office.  This fact requires us to accomplish the most amount of work possible, while still maintaining the highest levels of proficiency and customer service.  To do this, we have placed our most experienced EOA as the Advisory & Assistance and Inspections EOA.  This soldier will receive assistance form the Garrison and Operations EOA’s until we reach 100% fill.  We also placed a veteran EOA as the Operations & Training EOA.  Again both sections interact and support each other. 

3.1 2.2a(4) Key Performance Measures and Indicators

Fig. 2-5 reviews the KBD’s which form the core of our performance measures and indicators discussed previously in paragraph 2.0.

KEY BUSINESS DRIVERS

· Affirmative Action Plans

· Advisory Assistance

· Inspections

· Training and Teaching
Fig. 2-5

3.2 2.2a(5) How Do We Communicate and Deploy our Strategic Objectives, Action Plans, and Performance Measures

Communication and deployment of our strategic objectives, action plans, and performance measures occurs primary during the quarterly EO Reports, EO Council meetings and the semi-annual AAP Panel.  Each EOA plays an active role in these activities, so communication and deployment of strategic objectives, action plans, and performance measures are quite easy.

2.2b Performance Projection

2.2b(1) and (2) Two-to-Five Year Projections for Key Performance Measures and Indicators

AR 600-20 governs all EOA’s, so our two to five year projections are identical to our present day measures and indicators.  This is primarily due to the fact that, as EOA’s, we do not have the flexibility, by law, to create our own standards.  For example, we can not conduct resolution assessments on 90% of formal EO complaints; as EOA’s we must conduct this assessment on 100% of formal EO complaints, whether that be in favor or not in favor of the complainant.  What we can do, and what we have done, as Fig. 2-5 shows, is create processes that allow us to better achieve those standards mandated by HQDA.

KEY BUSINESS DRIVER

Affirmative Actions


INDICATOR

Affirmative Action Plans (AAP) 

AAP Goals

AAP Functional Components

AAP Panel
FREQUENCY

Annually/

Semi-annually

Annually/

Semi-annually

Quarterly/

Annually/  Semi-annually

Annually/

Semi-annually
GOAL/OBJECTIVE

100% of brigade and higher level organizations develop, implement, and sustain AAP’s to firmly embed EO functions, responsibilities, and policies in the leadership framework.  

Develop and monitor realistic AAP goals to direct affirmative actions that insure equal opportunity and fair treatment for soldiers, DA civilians and their family members.

Monitor core functional areas of the installation AAP to benchmark EO trends, identify EO climate indicators, track EO/CO2 training and insure EO policies and guidance are met. 

Conduct AAP Panel meetings at brigade and installation levels to monitor, assess and review AAP goal progress.
COMPETITIVE BENCHMARK

HQDA, ODCSPER/

MACOM AAPs

HQDA, ODCSPER/

MACOM AAPs 

HQDA, ODCSPER/

MACOM AAPs

MSC AAP Panels

Advisory Assistance


Formal EO Complaints

Investigations

EO Climate Assessments

Sensing/Focus

Group Sessions

EO/CO2 Policy 

and Program Development 

EO Councils

Conflict Resolution

Climate Survey (CCAS)

Feedback Surveys
Continuous/

Quarterly

As Required

As Requested

Quarterly/As

Requested

Continuous

Quarterly

Continuous/As 

Required

As Required

Monthly
100% of formal EO complaints referred to appropriate commander/agency within 72 hours of receipt.

>90% completed within 14 days without requiring extension.

100% resolution assessments conducted within 45 days.

Provide advisory assistance to commanders/investigating officers on all formal EO complaints IAW AR 600-20. 

Assist unit with identifying their EO climate. Submit written assessment to unit within 10 duty days of completion.

Identify specific or general EO issues. Submit written assessment to unit within 7 duty days of completion.

100% of supported units publish/implement clear EO/CO2 policies and programs IAW AR 600-20.  Assist commanders with EO/CO2 policy and program development.

Quarterly EO Councils conducted at Post and Brigade Levels.  

Immediate response/referral to any requesting command or agency.  Provide written responses within 7 duty days. 

Provide assistance to command(s) for all mandatory CCAS. Monitor 90 day/annual CCAS compliance IAW AR 600-20.

100% of EO Customer Feedback issues resolved within 7 days
HQDA, ODCSPER

SJA, IG

IG

IG

MACOM EO’s

Post EEO

IG

IG

IG, Post Q for Q

Inspections


Staff Assistance Visits (SAV)
Annually/As Requested
100% of MSC’s inspected annually.  Special or requested SAV’s completed within 45 days of request. 
MACOM EO’s, IG

Training and Teaching


Institutional EO Training

Unit EO/Human Relations Training 

Senior Leader EO/Human Re-

lations Training

Ethnic/Cultural Observances

EO/CO2 Seminars
Quarterly/As Required

Quarterly/As Required

Semi-Annual

As Mandated by Public Law

As Required
Assist with instruction of all EO related training in NCOES, OES, WOES, IET and local courses IAW applicable TSP’s. Conduct the Post EO Representatives Course to certify a min. of 26 new unit EO Reps. per quarter. 

100% of Human Relations training conducted quarterly IAW AR 600-20, AR 350-1 based on the Consideration of Others program model: (Facilitator led small group (1:25) based on assessment, and tied to the CO2 philosophy.

100% of installation senior leaders/primary staff trained IAW AR 600-20. Monitor and assist MSC EOA’s in conducting their required training senior leader training.

Conduct post-level observances IAW AR 600-20 and involve community participation to enhance cultural awareness.

Conduct or c.o.-sponsor EO/CO2 related seminars based on current trends, or to meet top-fed directives to the field.
IG, TRADOC Installations

HQ DA, ODCSPER, MACOM’s

HQ DA, ODCSPER, MACOM’s

MACOM EO’s

IG, Chaplains
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3.0  CUSTOMER AND MARKET FOCUS

The EO Office and MSC EOA’s realize that quality is what attracts customers and that the customers perception of quality is what will ensure their trust in the system.  We are committed to fulfilling our 

Mission and achieving our Vision by; (1) knowing whom our customers are (2) knowing what their service expectations are, and (3) providing them service that consistently meets or exceeds those expectations.

3.3 Customer and Market Knowledge
The Fort Bliss EO Office and the MSC EOA’s are customer-focused.  We deliver services to a population base exceeding 12,000 soldiers and 16,000 family members; almost 7,000 civilian employees; and about 35,000 retirees and their families.  Additionally, all EOA’s can request and are expected to provide assistance to other EO Offices worldwide.  We support and serve commanders, soldiers, family members, and all other customers through timely and complete customer service operations.

3.1a(1) How Customer Groups are Determined

We provide service to all groups listed in paragraph 3.1a.  We defined our customer groups in relation to our KBDs.  Fig. 3-1 describes what Key Business Driver relates to which customer group.

CUSTOMER
AFFIRMATIVE ACTIONS
ADVISORY ASSISTANCE
INSPECTIONS
TRAINING AND TEACHING

Soldiers
X
X
X
X

Family Members
X
X

X

DA Civilians
X
X
X
X

Commanders
X
X
X
X

Retirees
X
X

X

      Fig. 3-1
3.1a(2)  How Important Services to Customers is Determined

We determined what services were important to our customers through a variety of platforms as shown in Fig. 3-2.    

COLLECTION METHOD
FREQUENCY
OBJECTIVITY & VALIDITY

EO Feedback Forms
As submitted
Customer Perception

Focus Groups/Sensing Sessions
As requested
Customer Perception

Complaint Resolution Assessments
All formal EO complaints
Customer Perception/Resolution

EO/CO2 Training Critiques
At completion of all training
Effectiveness/Objectives Met

EO Council Meetings
Quarterly
Customer Perception

Random Soldier Interviews
Weekly
Customer Perception

Quarterly EO Reports
Quarterly
Verified Data

Post SABRE Briefs
Quarterly
Verified Data

Post Advisory Councils
As scheduled
Customer Perceptions

Town Hall Meetings
Quarterly
Specific EO Issues

AAP Panel Meetings
Semi-annually
Verified Data

CCAS/EO Climate Surveys
As conducted
Verified Data/Customer Perceptions
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3.1a(3) Listening and Learning from our Customers 

As seen in the chart above, the EO Office and MSC EOA’s have many ways of listening to our customers.  We gather input from our customers on a daily basis.  However, gathering input and ideas from customers is of no value unless we are able to learn from such input and use it to evaluate and improve our services. 

The primary tools we use to learn from our customers are the quarterly EO Council, Focus/Sensing sessions, and feedback forms.  These forums allow our customers to freely comment on the services provided by the Eo Office as well as give suggested ideas for improvement or changes to policy.  Focus/Sensing sessions allow customers to speak out freely on issues, concerns, or problems that affect them, their units and/ or their families without fear of retribution.  Input gathered from these tools is discussed at weekly Staff Meetings, and the EO Council where the EOA’s look at methods of addressing these concerns.   If it is an idea, we can staff the idea at the meeting and implement it if the group decides it is a valid suggestion for improvement of policy or procedure. If it is a concern or problem, we can immediately inquire into the situation and follow-up to ensure referral or corrective action has been taken. 

3.1a(4) Keeping Listening and Learning Methods Current with Organizational Direction

Every time the EO Office conducts the quarterly EO Council, the Commanding General is present and  reviews our action plans to ensure they maintain alignment with our strategic planning for that year.  We review our performance against established performance measures, and we ensure that those measures still accurately reflect the mission of our KBDs.  By doing so, we are ensuring on a regular basis that our listening and learning methods for customer and market knowledge remain current with our organization’s needs and the Commanding Generals intent.

3.4 Customer Satisfaction and Relationships

3.2a Customer Relationships

3.2a(1)  Key Access Mechanisms Determination

The EO Office and MSC EOA’s realize that quality is what attracts customers and that the customer’s perception of quality is what ensures their trust in the system.  We are committed to fulfilling our 

Mission and achieving our Vision by; (1) knowing who our customers are, (2) knowing what their service expectations are, and (3) providing them service that consistently meets or exceeds those expectations.

The key to making these points a reality is ensuring that information is readily available to our customers.  This communication flow must operate as a “push” system rather than a “pull” system.  This means that our organization must take the necessary steps to ensure that we are actively disseminating information about our services to the customer in a proactive manner.  We can not afford to wait for customers to seek us out - this will only result in lower customer expectations and probably a lower level of customer satisfaction as well.

3.2a(2)  Key Customer Contact Requirements

To push information about our accessibility and services to our customers, our organization uses three main strategies: (1) We published posters with the pictures and contact information for each EOA.  This poster also articulates to our customers what procedures to follow if they have an EO complaint or issue. (2) We established a robust EO Webpage to provide resources, information, services available, and a response mechanism. (3) We insure that all institutional courses such as the UC and NCOES systems receive an EO Overview by their servicing EOA.  Although most of these strategies are relatively new, we have already received numerous calls and e-mail traffic from commanders and other customer sources. This is evidence that we are, indeed, reaching our customers and they are comfortable calling our organization for guidance and advice.  

3.2a(3) Complaint Management Process

EO complaints are managed based on guidance from our senior leaders as well as regulatory guidance found in AR 600-20.  Our organization “earns its money” by resolving complaints from customers effectively and promptly.  The main method of receiving complaints in this office is the formal EO complaint form (DA Form 7279-R).  Each formal complaint received on the installation is provided in summary format to the senior EOA and the Commanding General within 72 hours of initiation.  The senior EOA provides advice to each MSC EOA to assist them with the unique dynamics of EO complaints.  Each case is discussed to identify corrective action possibilities, and to insure timely processing IAW AR 600-20.  Receiving agencies are also required to provide an acknowledgment of receipt of the complaint to the customer and a final response, in writing, upon completion of the inquiry/investigation.  Finally, the servicing EOA must conduct a complaint resolution assessment within 30-45 days following completion of each case.  This process ensures that the complainant is aware that his/her complaint was important and dealt with in the appropriate manner.  

3.2a(4) Building Relationships with Customers

While the EO Office does not necessarily build customer relationships in the manner other business- related agencies do, we do expend great effort to see that customers leave our agency feeling that their issue has been handled professionally and in a timely manner.  One method we use to accomplish this is the resolution assessment process required by AR 600-20.  These assessments are conducted with the customer, and all parties involved with an EO complaint.  Upon completion, the servicing EOA and the commander of the complainant notify the customer that we have formally reviewed the outcome of their issue to insure no acts of reprisal have occurred, and that the issue is resolved.  This process not only allows us to notify the customer of closure to their issue, but it also provides the customer with an opportunity to raise any last minute issues regarding their issue or the manner in which it was handled by the chain of command.

3.2a(5) Keeping Customer Access & Relationships Current with Organizational Direction

Every time the EO Office conducts the quarterly EO Council, the Commanding General is present and  reviews our action plans to ensure they maintain alignment with our strategic planning for that year.  We review our performance against established performance measures, and we ensure that those measures still accurately reflect the mission of our KBDs.  By doing so, we are ensuring on a regular basis that our listening and learning methods for customer and market knowledge remain current with our organization’s needs and the Commanding Generals intent.

3.2b Customer Satisfaction Determination

3.2b(1) Methods for Collecting Customer Satisfaction Data

Most complaint data determining customer satisfaction is derived from the post’s Quest for Quality program and the quarterly EO Council.  In both cases, complainants will send us feedback on how they rated our performance.  To date, we have received 3 positive quest for Quality cards with zero negative comments.

3.2b(2) How the Organization Follows up with Customers

As stated earlier, our organization does not close a case (complaint or request for assistance) 

until we personally follow up and send a response to the customer as stated in paragraph 3.2a(2).  This serves to increase customer satisfaction by seeing if the action taken by our organization actually resolved the complaint or request for assistance. 
3.2b(3) Keeping Customer Satisfaction Determination Current with Organization Direction

Every time the office conducts is semi-annual Bottom-Up Review, the leadership reviews our action plans to ensure they maintain alignment with our strategic planning for that year.  We review our performance against established performance measures, and we ensure that those measures still accurately reflect the mission of our KBDs.  By doing so, we are ensuring on a regular basis that our listening and learning methods for customer and market knowledge remain current with our organization’s needs and direction.
4.0  INFORMATION AND ANALYSIS

In the EO Office, we systematically select and manage a variety of information and data systems to assist in strategic planning, management improvement, enhanced performance evaluation and customer satisfaction.

4.1a Measurement of Organization Performance

4.1a(1) Selection and Use of Information and Data

Our organization orients our selection and use of data toward the Key Business Drivers (KBDs) identified in paragraph 2.0.  Currently, our emphasis is on aligning our measurement of data to the AAP process and accomplishments in our KBDs and Army Performance Improvement Criteria (APIC).  This is still a new concept for us, but we are now beginning to use KBD-related data to plan, evaluate and improve our processes.  

4.1a(2) Types of Data Collected

We use both manual and automated systems in the collection of information and data.  Fig. 3-3 below depicts the types of data collected and from what sources.

DATA TYPE
DATA SOURCE
KBD’s

EO Complaint Cases
EO Database, EO Report
I, II, IV

AAP Functional Categories
EO Database, EO Reports
I, II, III, IV

Complaint Processing Times
EO Database, EO Reports
I, II, III

SAV’s
EO Database, Write-ups
I, II, III, IV

Focus/Sensing Sessions
EO Database, Write-ups
I, II, III, IV

EO Climate Assessments
EO Database, Write-ups
II, III, IV

Feedback Surveys/Critiques
Staff Meetings
I, II, III, IV

Unit/Institutional EO/CO2 Training Feedback
EO Database, Critiques
I, II, III, IV

EO Briefings
EO Database, Staff Meetings
II, IV
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4.1a(3)  Performance Measures Aligned with KBDs

The chart above also reflects the direct link between the data and information we collect and the KBDs they support.  By basing our performance on quantifiable and measurable data that is directly tied to each KBD, and our AAP process we can ensure that the overall performance of the KBDs is managed efficiently and effectively.

4.1a(4)  Reliability, Access and Update of Data

The data collected by our organization is accessible to each and every employee through the HQ DA EO Database maintained in our and the MSC EOA offices.  This information is also discussed at quarterly EO Councils, and is included in each quarterly EO Report.  The reliability of the data is now excellent.  Data inputted to the HQ DA EO Database and our manual EO Report format is automatically compiled.  Data that is obtained manually for our EO Report comes directly from the MSC EOA’s, who receive this information directly from their organic units.  

4.1a(5) Evaluation of Data Use and Effectiveness

We analyze our data collection methods on a regular basis in order to update and keep them current with our organization’s and customer’s needs and requirements.  For example, during FY 98, we realized that we were not capturing specific enough data on the categories/types of required information for the HQ DA EO Database, with our manual quarterly reports.  To correct this deficiency, we revised our manual EO Report format to mirror those items, such as climate assessment, that were required for the EO Database.  The result was an accurate manual report that met the EO Database objectives and provided us with a standardized reporting format.  This enabled us to also integrate the AAP process with our KBD’s, providing a measurable benchmark on demographics, complaints, training, and other EO related trend indicators. This type of improvement to our data collection techniques was critical because it allowed the organization to look for problems that might have potential systemic causes. 

4.1a(6) Keeping Performance Measurement Systems Current with Organization Direction

Every time the EO Office conducts the quarterly EO Council, the Commanding General is present and  reviews our action plans to ensure they maintain alignment with our strategic planning for that year.  We review our performance against established performance measures, and we ensure that those measures still accurately reflect the mission of our KBDs.  By doing so, we are ensuring on a regular basis that our listening and learning methods for customer and market knowledge remain current with our organization’s needs and the Commanding Generals intent.

4.2  Analysis and Review of Organizational Performance
4.2a(1) Performing Analysis of Organizational Performance

We use a number of major processes to analyze organizational-level data for action planning to include the EO Council, quarterly EO Reports, and the post QTB.  The senior EOA or a representative attend Staff Meetings and advisory councils.  

4.2a(2) Linking Performance to Work Groups

The EO Council and EO Reports are the primary means for assessing customer-related performance and satisfaction.  Input from these sources is discussed weekly at the Staff Meetings and changes to processes will be made when needed to improve customer-related performance. 

4.2a(3) Analysis Supporting Daily Operations

In assessing our operational performance level, our organization relies heavily on the data gathered by the Eo Report and HQDA EO Database.  Analyzing data such as complaint processing times, unit assessments, and training trends, provides us with the critical information necessary to make fundamental changes in post policies and procedures, thus, increasing overall organizational performance.

5.0  HUMAN RESOURCE FOCUS

We take great pride in the quality and professionalism of all EOA’s on Fort Bliss.  Our work force consists of top-grade military personnel who are actively involved in the continuous improvement process.  All EOA’s are used to their fullest potential and the entire work force is aligned with the organization’s goals and objectives.   Our senior leaders are dedicated to building and maintaining an environment conducive to performance excellence, full participation, and personal and organizational growth.  

5.1   Work Systems

The EO Office is now integrating APIC as a framework to promote high-performance work systems and create self-directed initiatives and process improvements.  We are taking a methodical approach to integrating our Total Army Quality actions to the overall objectives of the EO Program to improve performance.

5.1a Work and Job Design

Our organization serves a variety of customers from commanders to family members. In an environment where there is such a wide spectrum of customers, it is imperative that our employees are provided with a work design that allows for flexibility, innovation and initiative.  Our senior leaders do not want employees who are afraid to express their opinions and ideas or are incapable of individual thought.  Instead, we want a cadre of EOA’s who function together as a team and who genuinely feel that they have a meaningful stake in the success of the organization.  To accomplish this we have created a work design that allows employees to “think outside the box” and come up with innovative ideas for organizational improvement.

5.1a(1) Initiative and Self-directed Responsibility

The EO Office and the MSC EOA’s are guided by the desire to create a culture that provides equal opportunities and involvement for all employees and the leaders they serve.  These efforts are reflected in various management practices that promote ownership of projects, tasks, and accountability.  An example of this is how we conduct Ethnic Observances on Fort Bliss.  The EO Office assigns an observance to each MSC and EOA.  The MSC and their EOA is then responsible for planning, resourcing and conducting the observances.  These observances are major events which impact the entire community, so initiative and self-direction are keys to insure a successful event. 
As mentioned under workforce design, our ongoing reorganization and planning process looks at the present as well as the future structure of the EO Office.  We are in the process of dividing the EO Office into 2 sections - Advisory Assistance & Inspections, and Operations & Training.  This structure will allow the organizational branches to function independently yet interdependently at the same time.  For example, members of the Advisory Assistance & Inspections Section have served as a brigade level EOA, as well as conducted normal EO related training and operations functions. This provides us with the capability of cross-training and assisting each other during the conduct of these respective functions.  The process of having employees work in independent branches, yet maintain full integration with the other branches allows the office to maximize the expertise of all personnel in the organization.  At the same time, this makes the operation of the separate branches more efficient and streamlined.  See Fig. 5-1


Fig. 5-1

5.1a(2)  Flexibility and Responsiveness

In today’s Army change is routine, so we must be flexible.  Our organization has been very responsive to our changing environment and has had the flexibility to overcome any issues that have arisen.  For example, in FY 98, the EOA’s were designated as the proponent of the HQ DA mandated issuance of the Army Soldiers Cards and Tags.  This issue, while not specifically EO related, increased our overall workload during the initial phase.  This situation demanded that our EOA’s demonstrate the flexibility and responsiveness to adjust to the increase in our customer requirements.  We found that communication and cooperation were the keys to executing this mission. 

5.1a(3) Employee Performance Management System Supporting High Performance

All employees receive performance counseling on a quarterly basis at a minimum.  IAW AR 600-20, each EOA is rated by their MSC commander, and reviewed by the Commanding General for yearly NCOER’s.  In addition all employees are informally counseled each time they perform a major event such as an Ethnic Observance.  We also conduct through After Action Reviews following each EO Reps. Course that focuses on the EOA’s teaching and facilitating skills.  These measures result in direct feedback to the soldier, that enhances performance.

5.1a(4)  Compensation and Recognition

Within the constraints of Army-mandated personnel evaluation systems for military employees, we give the highest recognition to those teams or employees whose performance exceeds the standard.  We firmly believe high morale is one of the essential building blocks of any successful organization, and recognition is one of the tools in maintaining high morale.  

5.1a(5)  Effective Communication Across Work Functions/Units

A workforce that is informed and willing to share knowledge and expertise among its employees cannot help but increase performance and productivity.  Our organization communicates with other units and the community in the following ways –

· Post newspaper, The Monitor;

· EO Webpage;

· Focus/Sensing sessions;

· EO briefings to UCC, NCOES, OES, WOES;

· Staff assistance visits;

· Post advisory councils;

· Post-level staff meetings

· EO Council;

· Ethnic Observances;

· Special Seminars;

Our organization communicates and share skills internally among employees through –

· Weekly Staff Meetings;

· EO reports;

· EO Course Critiques

5.1a(6) How Do We Recruit New Employees

The Department of the Army Personnel Command (PERSCOM) accomplishes recruiting new employees IAW AR 600-20.  At that level we have a point of contact, the PERSCOM AG, who assists us in pin-pointing future employees to our organization.

5.2 Employee Education, Training, and Development

We not only address employee requirements for education, training and development through the military personnel management and civilian personnel management systems, but also through our monthly  professional development tranining.

5.2a(1) How Education and Training Address Key Performance Plans

We determine our employees’ education and training needs by identifying their individual basic skills and their military occupational specialties (MOS) when they are assigned to our organization.  When we receive employees to our organization, they are senior level NCOs and officers who have considerable expertise in their MOS fields.  Because of their expertise and grade level (E7 and above), they are already trained in their primary individual basic skills when they arrive.  We concentrate more on long term employee professional development and EO competence.  Individual MOS competency is primarily an employee responsibility. Professional development is based on assessment and current issues that are mission related.  An example is our recent training on extremism and fraternization, both of which had major policy changes.

5.2a(2)  How Education and Training Support Organization’s Approach to Work

As previously mentioned, we concentrate more on long term employee professional development and EO competence. Training on extremism and fraternization, both of which had major policy changes, supports our KBD’s by providing employees with updated EO related traiing..

.

5.2a(3) Education and Training Delivery, Including New Employee Orientation

We use a variety of methods to deliver education and training, including formal classroom settings, on-the-job training, small group sessions, and contracted commercial style training.  Training begins with the orientation of all new employees.  The new employee receives his/her initial performance counseling which explains to the employee his/her responsibilities, the goals of the organization and what specific performance results are expected from that employee in the performance of his or her duties.  Each new employee is then required to participate in his or her organic MSC’s specific orientations

Continuous professional development training is conducted in a small group setting on a monthly basis.  A list of critical subjects is created each quarter as part of our training action plan, and the classes are taught by our employees or experts in the subject area, who come to the organization and present their course of instruction.  The employees have direct input into what subjects they feel need to be taught - they are the ones who create the course curriculum.

5.2a(4) Reinforcement of Knowledge and Skills

Our training plan holds each employee accountable for learning. We also reinforce knowledge and skills through the informal counseling process.

5.2a(5) Evaluation and Improvement of Education and Training

We ask for and receive direct feedback from our employees on the quality of training and education within the organization. This includes our institutional training and professional development sessions. 

5.3   Employee Well-Being and Satisfaction

The EO Office strives to maintain a work environment and work climate that supports the well-being, satisfaction, and motivation of all employees.  We cannot afford to let accidents, poor health or personal problems distract our employees, and we realize that empowerment of employees and giving them ownership in the success of the organization is vital to overall morale.

5.3a Maintaining a Safe and Healthful Work Environment

We ensure that our employees are provided with a safe working environment at all times.  Not only do we provide safety announcements and literature to our employees on a regular basis through the organization Reading File Program, but we also fully participate in quarterly Safety Days conducted by our parent organization.  In addition to these initiatives, we also ensure that our employees are safety-minded off duty as well.  We conduct Privately Owned Vehicle (POV) Inspections before each holiday weekend; on the back side of the POV inspection form is a “safety pledge” that is signed and understood by the employee before departing for a holiday weekend or regular leave/pass.

5.3b  Employee Support Climate

Our organization continuously conducts organization luncheons, and other similar activities in an attempt to achieve the best employee well-being possible.  Support services are available, when needed by employees, here on Fort Bliss.  All employees are given the opportunity to seek such assistance at any time.  

5.3c  Employee Satisfaction

We have a very proud history of taking care of our people.  We have provided our employees with a pleasant and rewarding environment which allows them the freedom to operate independently on their own, participate fully in the organization planning strategy, and receive recognition for outstanding performance.  

Each employee has an equal voice in the operation and direction of the organization.  While senior leaders make the final decisions, they are usually made with input from the employees.  They are the individuals who will have to work under the guidelines or programs the leaders devise - it is only fair they that have an opportunity to affect those guidelines and programs as they see appropriate. 

6.0  PROCESS MANAGEMENT

The EO Officel uses a systematic approach to work design and the deployment of new products and services to meet changes in our environment or to better serve our customers.  When needed, we modify our existing design to better serve the soldier, to keep pace with the changing post structure, and to adjust to changes in HQ DA policies.  We take a proactive approach by staying in constant contact with our customers and using their feedback to adjust our processes and provide better customer service. No changes are made, however, without careful consideration and detailed planning.  Our decisions follow a prescribed cycle based on battle focused training standards found in FM 25-101, and as shown below in Fig. 6-1.

                                                     

    
Fig. 6-1

6.1a(1) Design Processes

Our products, services and how we deliver them is based on regulatory guidance contained in AR 600-20, Army Command Polciy.  We obtain our customer requirements from numerous sources such as sensing sessions, post staff meetings, and the EO Council.  We respond to these customer requirements in accordance with specific regulations.  

6.1b  Production/Delivery Process

As previously stated, we accomplish our processes in a controlled environment, using documented regulatory guidance.  We do not change the actual guidance or principles with which our organization is legally bound to comply, but we do look for better and more efficient methods of implementing that guidance.  For example, during our Staff Meetings, we determined that we were not as effective as we could have been in the process of submitting slots for the EO Course to the units.  As a result, the operations EOA now sends out this information 45 days out..

6.2   Support Processes

Our key support process consists of a local area computer network.  We have been continually evaluating and upgrading our automation capabilities.

6.3  Supplier and Partnering Processes

Our partnering relationships include the Staff Judge Advocate, ACS, CID, EEO, IG and Chaplians Office as well as numerous other agencies on post and EO offices worldwide.  We are limited only in the area of criminal and legal issues.  We also rely heavily on the unit chains of command for support and the education of their soldiers.  The better our relationship with the chain of command, the easier it is for the EOA’s and commanders to work together to resolve customer problems and concerns.

7.0  BUSINESS RESULTS

This is the bottom line for our organization: Are we providing the quality service as required in our mission statement?  Are we motivating and maintaining a high level of well-being for our human resource (employees)?  And, are we achieving the operational objectives set forth for our KBD indicators? For the EO Office, our business results are manifested in the areas of Customer Satisfaction, Human Resource and Operational Performance.  The other areas of Financial and Marketplace, and Supplier/Partner Performance do not apply to our organization.

7.1 Customer Focused Results

We are still in the process of evaluating data and business results for this area. 

7.2 Financial Results

Does Not Apply

7.3   Human Resource Results
The Human Resource element is the strongest and most critical part of our organization.  Since the EO Office is a “service-based” organization, we must have quality employees who are motivated, dedicated, and have an earnest desire to serve their fellow soldiers, retirees, family members, and civilian employee counterparts. 

Supplier and Partner Results

Does Not Apply
7.5 Organizational Effectiveness Results 

Figures 7-1, and 7-2, illustrate the success we have achieved in complaint processing.  You will notice that the overall number of complaints has decreased this past year. That relates directly to our effectiveness in communicating and educating our customers.


 




     Fig. 7-1


    Fig. 7-2

Although our organization is in the early stages of APIC implementation, this report clearly demonstrates our willingness to embrace the principles of APIC and our sincere desire to participate in the continuous improvement process.  We have already experienced the benefits of applying APIC to our organization operations as discussed in detail in this report.

As part of our strategic plan, we will continue to further implement APIC principles into our processes and operating procedures.  Now that we have established concrete indicators for our Key Business Drivers and have aligned those KBDs with our Mission and Vision statements, we should be better able to incrementally improve all aspects of our organization’s performance in the future.
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AR 600-20


CG GUIDANCE


EO COUNCILS


EO REPORTS


EO REPORTS




















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





Duty:  Fulfill your obligations.





Respect:  Treat people as they should be treated.





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





Honor:  Live up to all the Army values.





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





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











Army Values
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FORMAL EO COMPLAINT STATUS



GOAL:  BASELINE ESTABLISHED TO IDENTIFY  EXPECTED NUMBER OF COMPLAINTS FOR FY 99, AS COMPARED TO TOTAL NUMBER OF COMPLAINTS RECEIVED DURING FY 98.  MONITOR SIGNIFICANT INCREASES DURING UPCOMING QUARTERS.
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FORMAL EO COMPLAINT PROCESSING

GOAL: REDUCE THE TOTAL NUMBER OF EXTENSIONS TO 20% OVER THE NEXT TWO QTRS

                     

GOAL: ACHIEVE A 90% BENCH MARK FOR MEETING COMPLAINT RESOLUTION AND FOLLOW-UP OVER THE NEXT TWO QTRS 
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