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Chapter 8


Part Three

Performance Management System

The Army is reshaping and transforming itself to become a more efficient and cost effective organization. While the Army must corporately transition into the future, it must also address the environment in which it operates, maintaining readiness and being responsive both internally and externally. This essentially defines a performance management system. The total concept of readiness in today’s Army must be viewed systematically. Installation management and BASOPS are vital components of the overall readiness system, and, if missing or lacking in performance, will impair readiness.

The intent of this part is to provide a framework and description of a performance management system, followed by some tools for implementation and deployment. The major components of the system will apply to all installations, while specific tools may have particular application at certain locations. The Army's management philosophy is outlined in AR 5-1, Total Army Quality Management. It is written to integrate total quality management principles into the Army's management philosophy and formalize it into Army management practices: total Army quality (TAQ). TAQ is an action/results oriented system that, when implemented, will focus the organization on achieving specific goals and engaging in a continuous improvement process.

Chapter 8

KEY COMPONENTS

An installation’s performance management system must focus on results. In order to maximize results, the key parts of the system must be in place and working together. Performance is viewed as how well the parts interact versus the sum of the parts. This chapter identifies the key parts of that system common across all installations and describes how that interaction for performance should take place.

Army Performance Improvement Criteria

8-1. The Army's recommended strategic framework for leading change and assessing performance is the Army performance improvement criteria (APIC) (http://www.hqda.army.mil/leadingchange/APIC/). The APIC is adapted from The Malcolm Baldrige National Quality Award Criteria for Performance Excellence (http://www.quality.nist.gov) and the President's Quality Award Criteria (http://www.opm.gov/quality/). 

8-2. The APIC is a tool that assesses all components of an organization, analyzes its performance, and focuses on strategically planning for the future. The criteria are built upon eleven core values and concepts that provide a foundation for integrating key performance requirements oriented toward results. Total organizational performance (results) can only be achieved through the development of a sound, systematic approach and the deployment of that approach throughout the organization. An analogy may be made with the automobile. We may equate readiness with a high performance car, and all the parts of the car are parts of the system contributing to its high performance. BASOPS is, for example, the transmission. If the transmission does not work properly, the performance of the automobile will be impaired, and often impeded. The transmission has its own system made up of many parts and each part must function well if the transmission is to operate properly. This systematic approach to installation management is necessary if BASOPS is going to perform optimally as part of the Army's overall readiness system. Leadership, as the operator of the system, should have a dashboard of indicators available to monitor the performance of the system. 

8-3. There are many tools available that can assist us in achieving high performance in BASOPS. Self-assessments using APIC will present a picture of how well the organization is performing overall, and provide the most effective method for upholding the basic principles of installation management as outlined in Chapter 2.

STRATEGIC PLANNING

A revolution in business affairs in this nation and others continually forces the Army to position itself for winning in the future. This revolution has several characteristics that provide direction for how we must manage for readiness:

· Focusing on customer requirements.

· Reducing overhead and streamlining infrastructure.

· Leveraging acquisition reform.

· Privatization and competitive sourcing.

· Leveraging technology across the spectrum.

· Partnering with private industry.

· Eliminate barriers and bureaucracy.

· Identify processes and integrate for performance.

· Increase cooperation with allies.

Strategic planning is a dynamic, systematic process that, in order to be effective, is integrated and deployed throughout the organization. It defines the current state and future direction, and measures progress toward the vision. This process involves the organization's highest level of decision making and outlines its basic direction and purpose. A quality strategic planning process assures the organization's long-term health, vitality, and service to its customers.

8-4. The strategic planning process also provides the context for all unifying and integrative organizational decisions, as well as defining where effort should be concentrated. Fully deployed, an organization's strategic plan will provide constancy of purpose, flexibility needed to respond to customer requirements, while engaging in a process of continuous improvement. AR 5-1 outlines the major components of strategic management planning and meets the requirements of the Government Performance Results Act (GPRA) of 1993.

Strategic Linkages
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An organizational strategic plan is relatively ineffective unless it links to other plans that are part of the total corporation. Organizational performance is maximized when it is an integral part of the Army's total corporate performance system. Thus, linkage must be assured between the National Security Strategy, National Military Strategy, Army Plan, ACSIM Management Plan, MACOM Strategic Plan, and Installation Strategic Plan (see Figure 8-1). Only through corporate planning constancy and cohesiveness can the balance of efficiency and effectiveness be achieved.

Figure 8-1. Strategic Linkages

Results-Oriented Installation Plans

8-6. Installation plans are results oriented. They establish specific goals to be accomplished, define the strategy for reaching the goals, and assign clear responsibility for meeting the goals. At the installation level, organizational goals are translated into specific objectives and tasks at appropriate levels. Specific action plans are developed by those responsible for executing the plan. Plan execution is periodically reviewed by leadership with authority to modify goals, prioritize tasks, and shift resources. Installation level plans serve to guide the organization to meet customer requirements (accomplish the mission), enhance its own performance capabilities (continuously improve processes), adjust to anticipated trends (adapt to the environment), and produce optimum results. Input from higher levels is used as guidance and plans are updated as required. Installation level plans are the basis for conducting performance management reviews.

Strategic Planning Process

Strategic planning is a seamless installation management process consisting of five phases: 

· Assessment.

· Plan development.

· Plan deployment.

· Execution.

· Evaluation and improvement.
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Strategic planning at the installation level is an integral part of the performance management system. The installation planning and performance management process is illustrated in Figure 8-2.

Figure 8-2. Installation Planning/Management Process

Strategic Planning Assessment

8-7. Planning is always preceded by assessment. Before you can determine how to get where you need to go, you must know where you are. Therefore, assessment answers the question: Where are we? A primary purpose of assessment is improved understanding of current and future customer and stakeholder requirements for each of the organization's products or services, including new products and services that must be developed to meet changing customer expectations or entitlements. The strategic planning assessment process is illustrated in Figure 8-3.
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Figure 8-3. Strategic Planning Assessment Process

8-8. The APIC is designed to facilitate the assessment process. Army installation leaders regularly conduct an organizational self-assessment and perform associated gap analyses to support the development and evaluation of the installation management action plan. These assessments typically include an environmental/situational assessment of political, economic, social, technological, and informational trends and an analysis of how, where, and when these external influences could affect performance capabilities, customer requirements, markets, and competition.

8-9. Assessment requires data collection and analysis of the installation's customers and key stakeholders, suppliers and partners, internal operating environment, external operating environment, operational capabilities and performance. Assessments that support plan development include analysis of the installation's strengths, weaknesses, opportunities, and threats.

8-10. Assessment of customer requirements always involves collecting data directly from customers. This information typically addresses customer perceptions about current levels of satisfaction, product/service performance, product/service features, access to product and service designers, producers and deliverers, cost, performance relative to competitors, and future needs. The objective of assessing customer perceptions is better understanding of the installation's current market situation, identification of developing markets, and current and future competitors. These assessments should include former, potential, and current customers.

8-11. Assessment of the installation's internal environment focuses on the collection and analysis of employee perceptions about their work climate (safety, communication, empowerment, facilities, access to information, tools, equipment, etc.), installation policies, practices and procedures, improvement efforts, and accomplishments. It is important to include all types of employees in the assessment. Collecting this information creates expectations within the workforce that the installation's leadership will take action to address any areas identified for improvement.

8-12. Only plans that can be executed have value. Capability assessment is key to developing executable plans and involves the examination of the installation's available resources, and those of its suppliers and partners. This includes an examination of the performance of key design, production, and delivery processes. The numerous available tools and metrics, i.e., standard levels of service, ISR Part I, II, III, activity-based costing, service-based costing, etc., will reveal gaps in performance and must be reviewed if performance is to be improved.

8-13. Assessing the installation's external environment requires an examination of the external influences on the installation. Although Army installations share many common external influences, each installation is unique and as a result each installation's external operating environment is also unique. External influences may be categorized as military, cultural, historical, political, economic, or technological. The installation is subject to laws, regulations, and federal, state, and local government policies. OCONUS installations are influenced by the internal affairs of the host nation and often those of other international organizations. Special interest groups and media may have a significant influence on installation management operations and plans. Assessment of the installation's external environment always includes consideration of higher headquarters plans, goals, and objectives.

Installation Strategic AND Action Plan development

8-14. The process used to develop the strategic plan is the primary means installation leaders use to set the direction for the installation. The strategy and action plans are the principal installation management documents that installation leaders use to communicate the mission, vision, organizational values, goals and objectives, and performance expectations. It is the organization's roadmap.

8-15. Developing the strategic plan is the business of the installation's senior leadership. Senior leadership is defined as the installation commander and direct reports. Other key leaders may be included as appropriate, regardless of rating schemes. If the installation's workforce is represented by one or more bargaining units those unions should also have representation in the process. Senior leaders may invite key customers, including representatives of tenant organizations, and suppliers/partners to participate in the development process.
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Development of the strategic plan follows a formal, defined, repeatable process. This is essential and enables the systematic evaluation and improvement of the installation's planning practices. Figure 8-4 outlines the strategic planning development process.

Figure 8-4. Strategic Planning Development Process

8-17. This process is cyclical and ongoing. A draft plan should be circulated throughout the workforce and key stakeholders for comment. It allows for prioritization of objectives and resource allocation. The organization's budget can be developed based on the plan vs. the budget driving the plan for the organization.

Plan Deployment

8-18. The installation’s strategic plan is a living document that's utilized throughout the organization. It should be updated and revised periodically to be current with what's occurring with the organization. Senior leaders must communicate the content of the Strategic Plan throughout the workforce. Methods include personal contact, letters to the workforce, distribution of the plan, coverage during newcomer orientations, video presentations, and routine periodic review and analysis of Plan execution. Senior leaders link Plan goals and objectives to individual performance plans and appraisals. They recognize constructive efforts, reward achievement, and publicize task and objective accomplishment.

8-19. For full deployment of the plan, individuals assigned responsibility for accomplishing plan objectives ensure the objectives are broken down into specific tasks and assigned to appropriate individuals, teams, or organizational sub-elements for completion. These objective owners also ensure that action plans are developed to accomplish the assigned tasks and review action plan execution to ensure sufficient progress toward goal achievement. Action plans answer the questions: what is to be done, who is to do it, when it is to be done by, and how it will be done for each task. Action plans are developed by the person, team, or group assigned responsibility for accomplishing the task. Customer/supplier participation is invited in the development of the plans as appropriate. Objective owners review and approve task action plans and are responsible for integrating and synchronizing the work when multiple tasks support objective accomplishment. 

Process Management

8-20. Installation management is a difficult and complex task. The complexity of missions, support operations, and multiple categories of customers make the identification of installation processes a challenge. We have already outlined the broad categories of activity necessary for successful operation of installations at the Army and MACOM level–support the warfighter, focus on Army core competencies, implement best business practices, eliminate excess and maximize use of facilities, provide quality living and working environments, and maintain stewardship of assets. 

8-21. In support of Installation XXI goals, installations have identified the challenges for delivering mission focused services, which are: maintain readiness, provide power projection, maintain quality of life, sustain the environment, and operate efficiently. Business process management and improvement is the approach to improve operational effectiveness and organizational efficiency through understanding the critical business process and the support processes. Process improvement focuses on producing the output as opposed to the organizational structure. Since the output of the organization is the result of its process, the ability to define and separate the components of the process from other organizational, political, and functional considerations and influences determines the success of managing the process and controlling the input. 

[image: image5.wmf]W

h

e

r

e

 

Y

o

u

A

r

e

W

h

e

r

e

 

Y

o

u

N

e

e

d

 

t

o

 

G

o

S

e

r

v

i

c

e

s

E

n

v

i

r

o

n

m

e

n

t

F

a

c

i

l

i

t

i

e

s

I

n

s

t

a

l

l

a

t

i

o

n

 

S

t

a

t

u

s

R

e

p

o

r

t

M

i

s

s

i

o

n

S

u

p

p

o

r

t

T

r

a

i

n

i

n

g

C

u

s

t

o

m

e

r

R

e

q

u

i

r

e

m

e

n

t

s

I

n

t

e

r

n

a

l

E

n

v

i

r

o

n

m

e

n

t

E

x

t

e

r

n

a

l

E

n

v

i

r

o

n

m

e

n

t

L

o

n

g

 

T

e

r

m

G

o

a

l

s

A

s

s

e

s

s

m

e

n

t

P

l

a

n

n

i

n

g

A

n

n

u

a

l

 

P

l

a

n

The installation process model (Figure 8-5) is composed of five steps: inputs, the processing system, outputs, outcomes, and organizational goals. 

Figure 8-5. Process Model of an Installation

Each step has associated measures that collectively provide an organizational scorecard that provides information for performance reviews. This information can further be fed into a "dashboard" of knowledge for leadership to monitor. This model frames the starting point for identifying and understanding key work processes. The best way to begin is to list the installation's products and services. Once defined, the next step is to identify the design, delivery, and production processes. This step should begin by documenting what is being done today, and establishing a way to measure the process based on customer requirements. Then, perform the process, measure the results, and identify the improvement opportunities based on data that's collected.

 The final steps are to implement the process improvements and measure the performance of the new process (Figure 8-6).

Figure 8-6. Continuous Process Improvement Model
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Once the installation’s key processes are identified and the continuous process improvement cycle is implemented, improvement in performance can take place.

Performance Improvement Tools

8-22. Performance improvement tools are necessary for installations to use in order to engage in continuous systematic improvement. Local commanders may use the following tools to enhance performance and optimize results. This list is representative of numerous total quality management tools. AR 5-1 and associated supporting documents contain a more inclusive and complete reference:

· Benchmarking.

· Gap analysis.

· Business process reengineering.

· Covey training

· Process mapping.

· Process improvement.

· Statistical process control.

· Root cause analysis.

BENCHMARKing

8-23. A benchmark is a measure against a reference point. Benchmarking is the process of researching, finding, studying, and adapting best practices and processes to improve organizational performance. A strategic and analytical process of continuously measuring an organization's products, services, and practices against a recognized leader in the studied area. 

gap analysis

8-24. Gap analysis is the study of performance shortfalls to determine cause and develop strategies for improvement.

BUSINESS PROCESS REENGINEERING

8-25. Business process reengineering is the critical analysis and subsequent redesign of existing business methodologies and functions to process methodology to achieve breakthrough improvements in performance measures. 


COVEY TRAINING

8-26. Covey training is designed for the entire workforce and addresses applying life’s principles to the workplace and integrating one's personal life and work life. Covey training focuses on increasing organizational effectiveness and performance by putting basic principles at the center of one's life.

PROCESS MAPPING

8-27. A process is a systematic series of actions directed to the achievement of a goal. It includes a combination of people, machines, equipment, raw materials (inputs), and the methods and environment that produce a given product or service. Process mapping is a method of analyzing a specific process from inputs to outcomes to determine barriers or ways to increase efficiency in order to improve performance.

PROCESS IMPROVEMENT

8-28. Adjusting a process to reduce the effort to increase efficiency and effectiveness is called process improvement. 
STATISTICAL PROCESS CONTROL

8-29. Applying mathematical measurement to a specific process as a means to determine performance gaps is a statistical process control. 

ROOT CAUSE ANALYSIS

8-30. A root cause analysis is an examination of all aspects of a particular process in an attempt to determine basic defects causing process inefficiencies.

linkages to principles

8-31. Visionary leadership. Once the installation's mission is clearly identified and defined, senior leadership must then look beyond the immediate day to day operations and create a vision for the installation that describes the future state as best as possible. This future state should as clearly as possible paint a picture of what the installation aspires to be. Leadership strategic direction should include a responsible balance between the requirements of the customers and the needs of all the stakeholders. It should also include as thoroughly as possible an assessment of the current environment along with an analysis of the installation's capabilities. The strategic roadmap to the future should also include visible values and the methodology required for achieving excellence and optimal performance. Leadership, as the driver for the performance management system, must clearly articulate the expectations of the installation and the investment required by the workforce. 

8-32. Customer-driven quality. An installation that designs its products and services and their delivery with the customer foremost in mind is laying the foundation of a performance management system. Identifying the primary customer(s) and their requirements is a first step in this process. An installation focused on the customer can begin to design their organization for performance, while orienting the workforce to customer satisfaction and creating a human resource environment that is directed toward installation goals and objectives. Customer requirements and the customer's perspective are also an ever-changing phenomenon. This requires the installation to remain agile and flexible in order to meet those requirements. The customer is ultimately interested in results and how value is delivered. If value is compromised and customer satisfaction is less than expected, the installation's performance is impaired. 

8-33. Employee participation and development. The installation's workforce must be thoroughly involved in the performance of the installation in order to achieve positive results. Leadership must demonstrate their commitment to their employees by providing opportunities for growth and development, sharing organizational knowledge and skills, rewarding, incentivizing, and training to the goals and objectives of the installation, and creating an environment that encourages risk taking. By increasing employee participation and development in these areas, the installation can begin to create a learning environment that shares in the installation's strategic direction and thus greatly facilitate the achievement of the installation's vision. 

8-34. Continuous improvement and learning. Creating a performance-oriented installation must become a way of doing business and be imbedded into the installation's culture. The desired result is efficiency and effectiveness, and this can only be achieved through the incorporation of learning cycles throughout the installation and the institutionalizing of the plan, do, check, act cycle of improvement. The focus must be on results and the designing of prevention strategies into the system. The installation designed for performance will transition from reactive to prevention based. This will require a comprehensive set of measures or performance indicators tied to overall installation performance and alignment with the installation's goals. 

SUMMARY

8-35. The APIC provides a systems perspective for installation management and achieving performance excellence. The core values and seven categories form the foundation and building blocks of the system. Performance orientation requires determining what's crucial to the installation's existence and aligning the various components and activities of the installation to the accomplishment of the desired results. The key concept is a systems perspective. This system must operate under the umbrella of the customer's requirements and the installation's strategic direction for the future. Leadership, in conjunction with customer input, drives the organization forward through the development and implementation of a measurable strategic plan. The installation's workforce mobilizes the organization through their working in and on processes to produce results. Measurement of performance is best achieved through the selection of indicators that best reflect mission accomplishment and reflect the factors that lead to improved operational performance, which in turn is aligned with the installation's goals. This performance is reviewed on a regular basis as the installation becomes more involved in continuous performance improvement. 
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