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Category:  Community Partnership Awards

Program:   City of Austin and the U.S. Army for Iraqi Freedom
Problem Assessment
In 2003, the U.S military was called into action, initially to secure Iraq, a task for which it is fully trained and prepared.   But within a year, as order was instilled, the military was tasked with a new challenge – city governance and assisting the country with stabilizing its day-to-day operations.  The Army divisions of First Cavalry and Fourth Infantry stationed at Fort Hood in Killeen, Texas, looked for a unique method to prepare their soldiers for this task.  It was critical that they understand how a city was run and how to get neighborhood support and buy-in for the civil projects they were undertaking with the final mission to help Iraqi local governments move to self-sufficiency.  While they had access to civil affairs experts from the State Department, it was important to have a contact that had real “on the ground” experience. The Army’s leadership contacted the City of Austin to form a partnership to train staff and share information on what “right” looks like in city governance.  “It’s a different type of mission for a cavalry division,” said Maj. Joseph Fil, the commander of a 17,000 soldier force from Fort Hood tasked with overseeing the Baghdad area.  The City of Austin, with full support from the Mayor and Council Members, took the challenge head-on.  As of January 2009, more than 300 Army personnel have been trained through this partnership.
Program Implementation and Costs
To understand the concepts of city governance and the issues that create success, a comprehensive program was developed that included a toolkit of support options ranging from on-site training to reach-back capability.  A team was created to coordinate the program and included staff from the City Manager’s Office, the Public Information Office and the Human Resources Organizational Development Division.
Classroom training
A two-day seminar was developed that would cover a wide variety of topics ranging from utilities management (power, water and sewer) to public administration, elections, public health and economic development.  Sessions are facilitated by program experts including city management as well as technical support staff.  Outside experts from the community, such as the University of Texas, Travis County and the local banking industry are brought in to further build on the information provided.
Sessions include short presentations on a topic area with a focus on how to make the Austin to Baghdad connection, which could often be a challenge.  Group discussions are encouraged with Army personnel, many of whom had not met prior to the training, to develop strategy for their time in Iraq.   Feedback from Lt. Col. Peter Andrysiak included “Austin is showing us great models that can be applied in teaching, coaching and mentoring local Iraqi governments. The Iraqis have their own system and we are working within that system with Austin leveraging their experience and processes.”
Site Visits

On-site visits have included locations such as a water treatment plant, electric power station and a recycling facility.   A recent site visit included a trip to a gas pipeline lift station in Austin.  These visits give military staff a visual of what to expect when they may be asked to assist or trouble-shoot on a civil project.
Reach-Back Capability

A system was put in place to provide support and assistance to the divisions in Baghdad to fill gaps where some of the experts on-site may not have as much real on the ground experience.  This included:

· Monthly video-teleconferences held at Austin City Hall and the Green Zone, Baghdad, Iraq.
· E-mail support to answer questions and send detailed documentation and reports.  Samples of e-mail feedback included a request for Austin’s budget and performance measurement system as well as design documents for a fire station.
Because training was held at City facilities by City staff the project team was able to keep costs to a minimum at approximately $10,000 for the 300 trained over the last four years.

Tangible Results
The training and support has led to positive outcomes both for the Army and the City of Austin.  Other cities and Army posts have contacted Austin to get information on how to set up a program modeled after the Fort Hood/Austin partnership.  General Pete Chiarelli who made the initial contact with the City, reported in 2006 that the training assisted the First Cavalry Division in several areas including developing two landfills, redeveloping the Baghdad airport, providing support for countless small business loans and work on 32 fire stations and 37 primary care clinics.  Chiarelli estimated the cost of those projects at half a billion dollars.  
Austin’s training on public administration helped the Army advise Baghdad’s City Council on open government and how local governments work. Lt. Col. Peter Andrysiak reported that “as elected officials, the council needed to get out among the people and bring local citizens into the process.  Under Saddam Hussein the people had no say in anything so they are hesitant to get involved.”   They tackled this issue by using the City of Austin’s board and commission system as a model to form committees in the community to gather feedback.  The message to Army personnel from city management was not to make assumptions about residents’ top priority and to make open communication a priority.
Lt. Col. Adrian Bogart with the Fourth Infantry Division created a program he called Austin Light which resulted in three City of Austin employees, a police officer and two firefighters, traveling to Iraq in October 2006.   In two days of informal talks with their counterparts in Iraq, they offered their expertise on the importance of inter-agency coordination.  The trip resulted in a continuing relationship between the public safety groups.
And surprisingly, the City’s involvement in the training also helped facilitate more open communication between the two divisions and Austin became a constant as they switched roles from Killeen to Baghdad.
Positive outcomes were experienced by the City of Austin as a direct result from the partnership with the Army:

· The presentations on City programs and services to an audience of high-ranking military officials, brought to light positive aspects of the work the City is doing as well as areas for improvement.
· Team members involved in developing and implementing the training gained an immense sense of pride in the work that was done to support the Army.  
· Seminars showcased the talent of City staff at a national level.
Lessons Learned
The partnership between Austin and the Army in Fort Hood continues to grow and evolve.  Over time, the project team became adept at tailoring and creating new seminar topics very quickly to meet each group’s needs as Fourth Infantry and First Cavalry rotated their duty in Baghdad each year.   In 2008 and 2009, as their duty in Iraq has become even more specialized to address specific issues, more in-depth seminars were developed to train staff on conducting homicide investigations and public health.  
 In closing, staff involved in the project realized the impact of their commitment and dedication to the project when an unnamed Army staff member was heard saying “These seminars have helped save both American and Iraqi lives.”
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