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Introduction to the Process Guidance
This document is a Process Guide which accompanies the Motivating Success Toolkit developed by the Highways Agency for use on all Task Orders under the Asset Support Framework. It should be used in conjunction with the Motivating Success Toolkit.

The document is in three parts. The main body of the report is in Parts 1 and 2. Part 3 consists of Annexes to the main document.

· Part 1 – Background provides a contextual background to the Highways Agency Motivating Success Toolkit.

· Part 2 - Guidance provides specific guidance on process for users of the Motivating Success Toolkit. 

· Part 3 – Annexes provides additional relevant information.

The document uses cross-referencing to lead the reader to relevant information elsewhere in the document. Where the cross-reference is from a paragraph in Part I to a paragraph in Part II (or vice versa), the format of the cross-reference is, for example Part I, 3.5. Where the cross-referenced paragraph is in the same section, the format is simply the paragraph number, e.g. 5.3. Hyperlinks are provided to assist navigation of the document when viewed electronically.
PART ONE - BACKGROUND
· Section 1 provides a background to the measurement of the performance of the integrated team engaged on the Asset Support Framework from the viewpoint of both the Highways Agency and the contractors.

· Section 2 discusses the importance of the Integrated Teams in developing a high performance culture in the delivery of Task Orders.

· Section 3 provides an overview of the Motivating Success Toolkit, including a discussion of Areas of Measure and Performance Indicators, and the importance of performance evidence.

· Section 4 introduces the system used to record progress in project performance.

· Section 5 describes how the Motivating Success Toolkit supports continuous improvement.

PART TWO - GUIDANCE
· Section 1 describes the scope of the performance measurement start-up meeting, specifically with respect to determining the measurement period, Performance Indicator exclusion, evidence areas, client satisfaction levels and the project performance mission statement.

· Section 2 describes the Performance Measurement Progress Meeting, specifically when it should be held, attendance and its relationship with the project progress meeting. In addition, this section discusses the process of determining progress of the project.

· Section 3 discusses progress disputes, including resolution pathways.

· Section 4 describes the scope of the end of Task Order performance measurement meeting, including the role of this meeting in capturing lessons learned.

· Section 5 describes how performance can be improved through the course of a Task Order through issue identification and development plans.

PART THREE - ANNEXES
· This part of the report contains additional information relevant to the Process Guide that would otherwise break up the flow of the main body of the report. 

PART ONE.
Background to the Motivating Success Toolkit
1. Performance Measurement On The Asset Support Framework
1.1. The Highways Agency’s Corporate Plan “Customers First”
 highlighted the need to provide a continually improving service to customers and for contracts to deliver Best Value; the latest Procurement Strategy
 is structured around the three key themes of value for money, delivery and sustainability and reflects more recent developments by government.
1.2. Performance measurement has been identified as a key process in delivering continued performance improvements and best value for all Highways Agency projects. In doing so, the Highways Agency will be supported in achieving its overarching aim stated in the Corporate Plan of “Safe Roads, Reliable Journeys, Informed Travellers”.

1.3. At the core of the performance measurement process is the Motivating Success Toolkit, developed to support the measurement of the performance of all suppliers appointed.

1.4. Motivating Success Toolkit will support the Highways Agency in realising the benefits of long-term relationships with contractors through driving continuous improvement by benchmarking performance, identifying best practice and areas for improvements and learning lessons from experience. 

1.5. Motivating Success Toolkit will also help contractors to understand their own performance with respect to Client expectations, and relative to competitors and the wider industry. The Asset Support Framework will therefore support the efforts of contractors to continually improve their service delivery to clients.

2. The Integrated Team

2.1. Typically, a project team will include representatives from both:

· Highways Agency (for HA task orders) or local authority representatives (for local authority task orders)

· Asset Support Contractor (for HA schemes only)

· Contractor(s)
2.2. Considerable efforts have been made by the Highways Agency to encourage project teams to develop a partnering approach by building a culture of trust, respect, honesty and openness. In doing so, Integrated Teams are better able to deliver high performance through the timely and efficient identification and resolution of issues, the identification of improvement opportunities and implementation of improvement plans, and instigation of innovation.

2.3. The Motivating Success Toolkit aims to support this approach by placing responsibility for the delivery of all task orders to the high satisfaction of the Integrated Team.

2.4. To help in this, the Motivating Success Toolkit is not wholly prescriptive. Instead, it has been designed to provide the Integrated Team with some flexibility in its use, for example by tailoring the performance measures used on a scheme. 

3. Overview of the Motivating Success Toolkit

3.1. The Motivating Success Toolkit consists of five distinct Areas of Measure. The performance of the Integrated Team for each measurement area is determined using Performance Indicators.
3.2. The Areas of Measure are directly aligned with the NDD’s business objectives and together provide a scorecard for the performance of the integrated team for each project.

3.3. A brief description of each Area of Measure is provided below:

· Operational Safety
· To determine the contribution of the Integrated Team to Operational Safety on each project

· Sustainable Development
· To determine the contribution of the Integrated Team to Sustainable Development on each project

· High Quality Customer Service
· To determine the contribution of the Integrated Team to delivering a High Quality Customer Service on each project

· Reduce Congestion
· To determine the contribution of the Integrated Team to Reducing Congestion on each project

· Network Best Value
· To determine the contribution of the Integrated Team to delivering Network Best Value on each project

3.4. The Performance Indicators have been carefully selected to reflect the Highways Agency expectations of its contractors. 

3.5. A full listing of the Areas of Measure and Performance Indicators can be found in Annex 1.

3.6. Currently, there is no weighting of Performance Indicators. Thus, the progress under each Area of Measure is simply calculated as the average of the output from relevant Performance Indicators. All Areas of Measure are deemed to be equally important.

3.7. The Areas of Measure comprise indicators that are based upon both quantitative and qualitative measures of the level of satisfaction experienced by the integrated team – itself a complex mix of experiences and perceptions. 

3.8. It is possible for the Client, ASC and Supplier(s) to hold different views on the level of performance delivered; to address this, the Motivating Success Toolkit requires the Integrated Team to collate supporting performance evidence for all Performance Indicators. Where possible, the subjective nature of some indicators has been moderated by the inclusion of suggested or prescribed evidence, and a further guide on assessing progress accompanies this document. This evidence is then considered during the Performance Measurement Progress Meeting as described in Part II 2.3.
3.9. The use of supporting evidence helps reduce subjectivity in Performance Indicator assessment and, hence, the likelihood of disagreements between the members of the Integrated Team. An objective consideration of the evidence submitted by all parties in the performance measurement progress meetings should help lead the team to agreement.

3.10. More importantly, the consideration of performance results in conjunction with its associated evidence offers a clearer route to determining how and where improvements can be made. This should be the main outcome from progress meetings.
3.11. Performance evidence provides an auditable substantiation for performance assessments. However, it is the responsibility of the Integrated Team to identify evidence areas that will provide a fair measure of performance. This process is discussed further in Part II 1.9.

3.12. The structure of the Motivating Success Toolkit is shown in Figure 1.
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Figure 1. Structure of Motivating Success Toolkit

4. The System for Assessing Progress
4.1. Outcomes against Performance Indicators are assessed using a Satisfaction scale illustrated in Figure 2.

4.2. The scale ranges appear as follows:

·  “White” – no evidence provided

· “Red” – Totally dissatisfied and requiring major improvement

· “Amber” – Dissatisfied and requiring minor improvement
· “Green” – Satisfied

·  “Blue” – Satisfied and evidence of Best Practice to be repeated

5. Continuous Improvement

5.1. The Motivating Success Toolkit provides a structured approach to the measurement of contractor performance for five Areas of Measure.  

5.2. Measuring the performance of the Integrated Team provides the information required to drive continuous improvement of both Supplier and the Client through appropriate performance management intervention.

5.3. Performance can be assessed both as a snapshot in time and through time using trend analysis. The latter is particularly useful, since it reveals whether performance is improving or falling, and when analysed with contextual data can further help to reveal how and why.

5.4. Where performance is observed to have fallen, the Integrated Team should work to understand the reasons through an analysis of submitted supporting performance evidence, and address the cause(s) through agreed actions for improvement.
5.5. Similarly, where improvement has occurred, greater understanding should be sought by the Integrated Team and reasons for the improvement determined from the performance evidence, and recorded as ‘Lessons Learnt’. Best practice should be identified and recorded, and where appropriate, applied elsewhere on the project, and/or shared elsewhere within the Highways Agency and local authorities.

5.6. Measuring Integrated Team performance also enables performance levels to be compared. For example, the performance of various teams of contractors can be compared, or performance can be compared on a regional basis or Project Sponsor basis. This information can help ensure consistency in the application of the Frameworks as well as helping drive continuous improvement.
5.7. Should a supplier’s performance fall below the minimum quality thresholds required under the framework, the Framework Board will initiate a three-tier programme to ensure improvement ensues and quality of output is regained.

5.8. Annually averaged project scores shall be gauged against the Bar; all relevant project scores shall count towards an assessment of supplier performance against the Bar to ensure that a true reflection of performance for the whole of the project’s duration is included, and not just final scores. This is intended to encourage continuous effort on the part of suppliers throughout the course of a project rather than boosting efforts just at the end.

5.9. Supplier’s scores for selected indicators will be used; five indicators that reflect the supplier’s key inputs into the project will be captured for use against the bar. These indicators reflect those aspects of work where the supplier has sole influence over the result. The indicators for use against the Performance Bar include:

· Safety – Supplier’s Accident Frequency Rate (based upon RIDDOR)

· Time - Predictability of Time (Programme delivery)

· Cost - Predictability of Cost 

· Cost - Accruals Forecasting
· Quality - Quality of Workmanship
5.10. Failure against the selected indicators will assist in directing where key failures have occurred in the supplier’s quality management system and processes. Underperformance will be met with a series of improvement requirements as decided by the Framework Board, based on the following (See also diagram below);

· Level A – initial supplier underperformance will require the supplier to provide and demonstrate delivery against improvement plans to the satisfaction of the Framework Board – should the Framework Board be unsatisfied with the supplier’s response to the improvement plan and/or if it is a second occurrence of underperformance within the life of the Framework, Level B will be initiated;
· Level B – continued underperformance within the life of the framework will lead to an audit of the supplier’s quality systems and practices at the supplier’s expense – should three audits have been conducted within the life of the framework, any further underperformance by the supplier will lead to Level C;

· Level C – where the supplier fails to improve and demonstrates continued underperformance the Framework Board will consider the supplier’s suitability on the framework with possible termination; whereby additional supply can be sought through other frameworks
5.11. The Framework Board will review suppliers’ performance and determine an appropriate level for the Bar to be set on each anniversary of the contract start date; year on year the level of the Bar should not fall.
PART TWO.
Process Guidance
1. Performance Measurement Start-Up Meeting

1.1. The first stage in the performance measurement process is for representatives of the Integrated Team to attend a Performance Measurement Start-Up Meeting. 

1.2. The start-up meeting should take place within two weeks of the Task Order Commencement Date.

1.3. The start-up meeting provides an early opportunity for the Integrated Team to take on full ownership of the performance measurement process and to begin to build the performance culture of the team. 

1.4. The performance measurement start-up meeting will require a number of tasks to be carried out, each providing tangible outputs, as listed below.

1.5. Task 1: Agree the Performance measurement frequency. The expectation of the Highways Agency is that performance is measured monthly where task orders are less than 3 months, at Key Milestones and at the end of Task Order as appropriate to the Task Order. However, this is at the discretion of the Integrated Team and to be decided at the start up meeting.

1.6. Task 2: Identify Performance Indicators for total exclusion. Although great efforts have been made to ensure relevant indicators apply to all projects, meeting participants should consider whether any Performance Indicators are not appropriate to the Task Order. In such an instance, the Performance Indicator may be excluded from the measurement process for the entire Order. In such an instance, the Framework Board and Highways Agency Strategic Supplier Development Team should be notified. 

1.7. Task 3: Identify Performance Indicators for partial exclusion. Although great efforts have been made to ensure relevant indicators apply to all projects, meeting participants should consider whether any Performance Indicators are not appropriate to any part of the Task Order. 

1.8. Where agreement is reached regarding the total exclusion of one or more Performance Indicator(s), the Project Sponsor should notify the Framework Board and Highways Agency Strategic Supplier Development Team. Where partial exclusion has been agreed, the exclusion should be reviewed at subsequent Performance Progress Meetings to ensure that the Performance Indicator is re-instated as it becomes applicable.

1.9. Task 4: Identify Evidence Areas. The meeting should discuss and agree the evidence areas for each Performance Indicator in conjunction with the prescribed evidence provided in the toolkit. Further information on performance evidence is provided in Part I, 3.14-3.16. The prescribed evidence will be required, whereas example evidence areas provided by the Motivating Success Toolkit provide a starting point, but the examples are not exhaustive, and the project team may choose to include other evidence areas.

1.10. Task 5: Agree a Performance Mission Statement. It is strongly recommended that a Performance Mission Statement is prepared. The mission statement will provide direction to the project team through the Order and play a role in creating a high performance culture for the project.

2. Progress Meetings

2.1. Assessment of progress against Performance Indicators is undertaken at the end of each measurement period at a Performance Progress Meeting.

2.2. Attendance at the Performance Progress Meeting will normally be restricted to those members of the Integrated Team with day to day responsibility for the performance of the Team. This will ensure that only those representatives directly associated with the delivery of progress are present. 

2.3. Evaluation of each Performance Indicator should be made by consideration of all supporting evidence as described in Part I, 3.14-3.16. Progress should be awarded using the System for assessing progress, as described in Part I, 4.1-4.3. A Framework Progress Recording Template (SANDRA) has been developed to assist in calculating and recording agreed progress and improvement actions.
2.4. Once agreed at the Performance Progress Meeting, the performance output can be used to inform a discussion and review of the performance of the Integrated Team at the Progress Meeting. Furthermore, results of measurement from the five Areas shall be used in assisting the determination of task selection for future Tasks.

2.5. Once assessment of progress has been completed, the participants of the Performance Progress Meeting should review the relevance of Performance Indicators for the next reporting period. Where a Performance Indicator has been previously excluded (refer to 1.7), a check should be made to see whether the Performance Indicator should be re-instated for the next measurement period. In addition, the meeting should consider whether any Performance Indicators should be excluded from the next measurement period.

3. Disputes in the Assessment of Progress
3.1. Through its commitment to trust-based partnering relationships with its contractors, and its support for the development of high performance Integrated Teams, the Highways Agency aims to eliminate unnecessary disputes.

3.2. Furthermore, the Motivating Success Toolkit attempts to minimise the likelihood of progress disputes by requiring supporting performance evidence to be submitted for all Performance Indicators (for further information, refer to Part 1, 3.14-3.16) and for this evidence to be discussed as part of the assessment of progress in the Performance Progress Meeting as discussed in 2.3. 

3.3. The Integrated Team should make every effort to resolve disagreements in the Performance Progress Meeting. Failure to agree on all Performance Indicator assessments in the Performance Progress Meeting is indicative of a failure of the Integrated Team.

3.4. Where assessment of progress cannot be agreed in the Performance Progress Meeting, resolution should be sought by escalating the matter up the partnering ladder. Under no circumstance should a dispute of progress extend beyond the following Performance Progress Meeting.

3.5. If agreement cannot be reached, the Highways Agency will moderate to agree the final assessment of progress.
4. Reporting Performance Progress
4.1. Once agreed at the Performance Progress Meeting, performance and evidence should be recorded in the Framework Progress Recording Template (SANDRA). 

4.2. The Framework Progress Recording Template (SANDRA) should be submitted to the Highways Agency Local Procurement Officer by the Project Sponsor. The Local Procurement Officer will then forward the submission onto the Strategic Supplier Development Team. 

4.3. If a Performance Indicator has been excluded for the measurement period a note should be made in the relevant comments box on the Framework Progress Recording Template before returning it to the Highways Agency.

5. End of Task Order Performance Progress Meeting

5.1. An “end of Task Order” Performance Progress Meeting (can be combined with a Post Project Meeting) should be held on completion of an Order. 

5.2. The purpose of this meeting is for the Integrated Team to “take a step back” and judge the performance of the Integrated Team for the entire Order, rather than for a single measurement period. 

5.3. It is likely that this process will identify both good practice and areas for improvement that may not have been apparent when the project was proceeding.

5.4. The meeting has an important role in capturing and recording this new information so that the lessons learned can be shared. It is advisable the Framework develop a standardised pro-forma for the purposes of capturing this information.
5.5. The process for assessing progress is as described for the periodic Performance Progress Meetings in 2.1-2.5.
6. Continuous Improvement

6.1. The Integrated Team should raise performance issues as and when they arise in order that the situation may be addressed as early as possible.

6.2. Where the Integrated Team has identified performance issues, the Team should work together to produce a development plan for improvement. The development plan should list the improvement areas, actions required, and target date for conversion of the actions into operational plans. 

6.3. Implementation of the development plan is the responsibility of the Integrated Team.

6.4. Good/best practice developed on other Task Orders will be brought to the attention of the Project Sponsor by the Framework Board. It is then the responsibility of the Project Sponsor to communicate the identified practice(s) to the Integrated Team. Where appropriate the Integrated Team should implement the good/best practices on the project.

6.5. The role of the end of Task Order Performance Progress Meeting in capturing lessons learned should be recognised, as discussed in 5.2-5.4. 

PART THREE.
Annexes

Annex 1. Areas of Measure and Performance Indicators

	Measurement 
Area
	Purpose
	NDD Ref.
	Performance Indicators

	1. Operational Safety
	To determine the contribution of the Integrated Team to Operational Safety on each project
	1.1
	Maintain network in a safe & serviceable condition

	
	
	1.2
	Improve road user safety

	
	
	1.3
	Improve road worker safety

	2. Sustainable Development
	To determine the contribution of the Integrated Team to Sustainable Development on each project
	2.1
	Operate sustainability principles

	
	
	2.2
	Operate inclusion principles

	3. High Quality Customer Service
	To determine the contribution of the Integrated Team to delivering a High Quality Customer Service on each project
	3.1
	Deliver a high level of road user satisfaction

	4. Reduce Congestion
	To determine the contribution of the Integrated Team to Reducing Congestion on each project
	4.1
	Increase availability of network

	5. Network Best Value
	To determine the contribution of the Integrated Team to delivering Network Best Value on each project
	5.1
	Improve efficiency and achieve continual improvement

	
	
	5.2
	Manage the contract effectively

	
	
	5.3
	Reduce Defects by Effective Management

	
	
	5.4
	Deliver to Budget

	
	
	5.5
	Deliver on Time


Annex 2. Performance Measurement Process
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The integrated team scores at agreed intervals (e.g. monthly/milestones/ end of Task Order) providing evidence as required and any appropriate improvement actions to address shortfalls in performance.





The integrated team agrees the scores and to carry out improvement action (where required) 








Framework Board liaises with Network Board to determine strategic corporate targets and any benchmarked performance to be considered





Toolkit comprising scoring guide, scoring template and process guide sent to Project Sponsor at the start of Contract/Task Order



















































































Framework Board determines appropriate performance measures and associated targets with Project Sponsor and provides advice on corporate objectives and any benchmarked performance data to be considered





Project Sponsor sends performance reports to Procurement Officer and SSD as required





The integrated team reviews performance results at agreed durations, highlighting any concerns and determining appropriate improvement actions  with due regard for appropriateness, achievability and timeliness




















Project Sponsor presents the toolkit to the Contractor(s) ahead of commencement of Task Order; any concerns should be raised immediately, and if necessary addressed before commencement of Task





Action Improvement Plans















































� www.highways.gov.uk/aboutus/documents/customers_first.pdf


� http://www.highways.gov.uk/aboutus/28854.aspx






