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ACS Marketing Plan


Promoting the Changeover to Responsive, Customer-Driven Programming


Overview


The Army Board of Directors (BoD) tasked CFSC to convene a Process Action Team (PAT) to reengineer ACS and reduce to its core competencies.  Subsequent PATs in May, June, July and October 1997 arrived at a series of recommendations to force realignment, reorganization and streamlining of ACS.   In February, 1998 MWR Excom and BoD refined the ACS initiative to seven core restructuring parameters:


ACS will retain its name


ACS will continue to report to DCA


FMEAP will transfer to ACAP at 58 locations


ACS will provide FMEAP services at all other locations if funded by Garrison Commander


FAP funding will be consolidated under Garrison Commander


FAP treatment will not transfer to ACS


Commanders will have flexibility on funding and implementation of “notional” model





The New ACS�  �


The New ACS involves not just realignment of functions but a paradigm shift in its service delivery model.  The old ACS model consists of an inwardly focused, center-based service delivery system.  This model relies upon keen lines of responsibility in each functional area of service delivery.  In it, customers have to interface directly with the specialist for the respective area of support needed.  If the specialist is unavailable, the customer ultimately pays the price in terms of lost time and unmet needs.  In times of fiscal scrutiny and efficiency-driven initiatives, it is far more effective and efficient to meet the needs of the customer, on the customer’s terms rather than the previous service delivery model.  The New ACS model promotes a proactive, unit-focused, customer-driven system as delivered by a fully integrated, cross-leveled staff.


Stakeholders


The new ACS Reengineering Initiative affects a number of key stakeholders as this changeover begins to take effect, and requires several well-planned marketing and promotional tactics to ensure its successful adoption and acceptance.  As the marketing proponent for your program, you should analyze the effect the changeover will have with certain stakeholder segments.  The following stakeholders having a vested interest in ACS’s changeover consist of :





Stakeholders continued…


Commander�— the Commander is the lubricant that enables the new ACS engine parts to operate smoothly.  Enlisting the Commander’s support is critical to the success of the new ACS, its resourcing and ultimately its proposed structure.  It is incumbent upon the ACS Director to plan and execute a strategy that gets the Commander on-board early and during critical phases of the changeover.  


DPCA & Management Staff— the immediate management structure under the installation DPCA are important to the process as they will become key outlets to disseminating the new ACS’s initiatives to front-line customers.  Nothing is more confusing to the customer than to have unofficial spokesperson’s incorrectly representing the essential components of the changeover.  Ensure that these stakeholders are aware of the key principles of the new ACS service delivery model.  Enlist the communication support of key members of this group to assist in getting the word out to customers that fit the ACS customer profile.  


ACS Staffers/Volunteers— ACS staff members are the engine that makes the ACS model work.  Ensure that a complete strategy is undertaken to get staff members on board early, ensure they are well-informed, allay any job-related fears, provide training, encourage constructive out-the-box thinking, etc.  Without the staff signed up for the program, the new ACS model will not effectively work.


Installation Customers— the ACS customer is the focus of the new ACS model, make them aware of this.  A complete, detail strategy should be executed to educate the ACS customer profile on the new changes affecting the program.  Tell them how the new structure will improve services to them, demonstrate new work-flows and processes they can expect, promote the fact that changes are being made to ultimately make their lives and ACS contacts better.


Marketing/Promotion Plan


The marketing plan for the ACS Reengineering Initiative is essentially a communications plan, that is, a plan to communicate relevant messages to the above-listed stakeholders.  The remainder of this plan will detail some suggested low-cost, no-cost media to employ in order to communicate these messages.  This plan contains various template tools that can be used or serve as a point of reference in creating your own promotional efforts.  You are encouraged to tailor the messages to your specific market.  We’ve included disks for each template as well as suggested press release content.  Implementers of this plan should consider creating a media event such as hosting an ACS open house to capitalize on publicity efforts and introduce customers and command to the new changes. 


Implementation Timeline


The timeline window for this plan is based on an approximate 90-120 day planning window.  While the preliminary deliverables begin on September 27th, it is not intended to be necessarily the actual execution date.  To move the dates forward are backward simply slide them to the beginning dates of choice.  


Implementation Costs


Low.


Reengineering Promotion Plan


�Suggested Promotion Tactics by Segment


Garrison Commander | DPCA | Chain-of-Command


	Scheduled Introductory Briefings


		Media:


Slides


Hand outs


Scheduled IPRs & Progress Reports


	Media:


Slides


Hand outs


ACS Staff | Volunteers


	Scheduled Briefings


		Media:


Slides


Q & A/Brochure


ACS Customers | Authorized Patrons	


News Releases to PAO


Installation World Wide Web page postings & articles


Community Briefings, Town Halls,  Wives Club Briefings


Open House Event (s)


Ads in MWR publications and/or installation newspaper


Letters/Newsletters to ACS patron mailing lists


Promotion Templates & Marketing Guides


There are five promotion templates and tools to assist you in developing your own local media elements.  For foundational information on putting together a media plan through public affairs, broadcast media or constructing a marketing plan, see the guides included.


Command Briefing Template 


Staff Briefing Template 


Customer Briefing Template 


Press Release Template


Staff Q&A Brochure Template


A Practical Guide to Working with Public Affairs


Broadcast Journalism Guide


How to Prepare a Marketing Plan





All editable templates may be found on disk at the rear of this manual.  Use the templates to tailor your marketing efforts for your installation and command.  As an alternative, you can develop additional promotional materials such as flyers, table tents, handouts etc. by borrowing the content from the enclosed templates.   


�





(footnote continued)
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