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Introduction to the User Guide

The document is a User Guide for the Performance Measurement Toolkit developed by the Highways Agency for use on all Technology contracts. It should be used in conjunction with the Performance Measurement Toolkit.

The document is in two parts:
· Part 1 - Background provides a contextual background to the Highways Agency Performance Measurement System.

· Part 2 – User Guidance provides specific guidance to users of the Performance Measurement Toolkit.

PART ONE:

BACKGROUND TO THE PERFORMANCE 


MEASUREMENT TOOLKIT

1.
Performance Measurement on Technology Contracts

1.1 
The Highways Agency’s Corporate Plan “Customers First” and a review of 


its
procurement strategy highlighted the need to provide a continually improving 

service to customers and for contracts to deliver best value.

1.2 
Performance measurement has been identified as a key process in delivering 

continued performance improvements and best value for all Highways Agency 

contracts.


1.3
At the core of the performance measurement process is a Performance 


Measurement Toolkit developed to support the measurement of the performance of 

suppliers appointed.


1.4
The Performance Measurement Toolkit will support the Highways Agency in 


realising 
the benefits of long-term relationships with its Suppliers through driving 

continuous improvement by benchmarking performance, identifying best practise 

and areas for improvements and learning lessons from experience.


1.5
The Performance Measurement Toolkit will also help Suppliers to understand their 

own performance with respect to Client expectations, and relative to competitors 

and the wider industry. The toolkit will therefore support the efforts of Suppliers to 

continually improve their service delivery to clients.

2.
The Integrated Team


2.1
Highways Agency projects are delivered by Integrated Teams consisting of a 


number of representatives who are responsible for delivering the Service or 


contract deliverables.


2.2
An Integrated Team can include representatives from each of the following:

· Highways Agency Project Sponsor
· The Supplier

· Highways Agency’s Consultants

· Sub-contractors

· Stake Holders


2.3
Considerable efforts have been made by the Highways Agency to encourage 


Integrated 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.


2.4
To help in this, the Performance Measurement Toolkit is not prescriptive. Instead, it 

has been designed to provide the Integrated Team with some flexibility in its use, 

for example by tailoring the performance measures (Aspects) used in the contract.


3.
Overview of the Performance Measurement Toolkit


3.1
The Performance Measurement Toolkit consists of six distinct Areas of Measure. 

All six Areas of Measure must be used for Technology contracts, including Safety. 

The performance 
of the team for each measurement area is determined using 

Performance Indicators.

3.2
The Areas of Measure are closely aligned with the Agency’s business objectives 

and together provide a scorecard of the performance of the Integrated Team.
3.3
Each Area of Measure comprises of Performance Indicators. The Performance 
Indicators have been carefully selected to reflect the Highways Agency’s 
expectations of its Suppliers. 
3.4
The Performance Indicators are generic and relevant to most technology contract 
types. The Toolkit includes a note for compilers which indicates which Performance 
Indicators are relevant to which contract types. 
3.5
Additional Performance Indicators should not be added to the Toolkit and all 
Performance Indicators for a contract type should be used where possible.

3.6
The Performance Indicators are broken down into Aspects which are specific to 
each contract. The Aspects represent the activities which contribute to the 
performance of the Indicator.

3.7
There is no weighting of Performance Indicators or Aspects. Thus, Area of 
Measure scores are simply calculated as the average of the relevant Performance 
Indicator scores. All Areas of Measure are deemed equally important.

3.8
The Cost and Time Areas of Measure are quantative. All other Areas of Measure 
are based on a qualitative measure of the level of satisfaction experienced by the 
Client – itself a complex mix of experiences and perceptions.

3.9
It is therefore possible for the Client and Supplier to hold different views on the 
level of performance. To address this the Toolkit requires the team to collate 
supporting performance evidence for all Aspects. This evidence is then considered 
during the Performance Measurement Scoring Meeting as described in Part II, 2.1-
2.5.
3.10
The use of supporting evidence helps reduce subjectivity in Aspect and 
Performance Indicator scoring and, hence, the likelihood of scoring disagreements 
between Supplier and Client. An objective consideration of the evidence submitted 
by all parties in the performance measurement scoring meetings should help lead 
the team to an agreed score.


3.11
Performance evidence also provides an auditable substantiation for performance 
scores.

3.12
The Highways Agency has a role as Project Sponsor and recognises that, in this 
capacity, it may influence the overall performance of a team. The Toolkit provides a 
mechanism for the Supplier to provide structured feedback on the Client’s 
performance from the perspective of the Supplier through the provision 360 degree 
feedback. This is covered by a separate system and process is not discussed 
further in this User Guide.
4.
The Scoring System

4.1
Performance Indicators and Aspects are scored using a Client Satisfaction scoring 
scale shown in Figure 2.

4.2
The scale ranges from 0-10. Between the two is a range of satisfaction levels. Half 
scores and intermediary scores (i.e. 1, 3, 7 or 9) are not permissible.



Figure 2. Performance Indicator Scoring System 

	Score
	Satisfaction
	Requirement

	10
	Totally satisfied
	All aspects completed to entire satisfaction.

	8
	Highly satisfied
	Most aspects to entire satisfaction, but some aspects were only nearly satisfactory.

	6
	Just satisfied
	A few aspects to entire satisfaction, but some aspects were only nearly satisfactory, and some unsatisfactory.

	5
	Neither satisfied nor dissatisfied
	Neutral performance.

	4
	Slightly dissatisfied
	Most aspects just unsatisfactory.

	2
	Very dissatisfied
	Most aspects unsatisfactory, but one or two were just satisfactory.

	0
	Totally dissatisfied
	All aspects unsatisfactory.


5.
Continuous Improvement

5.1 
Measuring the performance of the Integrated Team provides the information 
required to drive continuous improvement of both Supplier and the Highways 
Agency through appropriate performance management intervention.

5.2
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.

5.3
Where performance is observed to have fallen, the Integrated Team can work to 
understand the reasons through analysis of submitted supporting performance 
evidence, and address the cause(s) through the development and implementation 
of the corrective action report for Non-Conformities (See Part 2, Section 6 and 1.5 
Background and 3. Measurement and Management in the Toolkit document). 
5.4
Conversely, where improvement has been made, the reasons for improvement can 
also be determined from the performance evidence. Where appropriate, best 
practice can be identified and applied elsewhere on the contract or shared with 
others through the Technology community.
5.5
Measuring Integrated Team performance also enables performance levels to be 
compared. For example, the performance of Suppliers can be compared, or 
performance can be compared on a regional or Project Sponsor basis. This 
information can help ensure consistency in the application of the Toolkit as well as 
helping drive continuous improvement.
PART TWO:

USER GUIDANCE

1.
Performance Measurement Start-Up Meeting

1.1
The first stage in the performance measurement process is for the Project Sponsor 
to invite representatives of the Integrated Team who are responsible for the day to 
day running of the contract to attend a Start-Up 
Meeting. The Procurement Officer 
should also be invited to attend.
1.2
The start-up meeting should take place as soon as possible after the award of 
contract, ideally within 2 weeks.
1.3
The start-up meeting is to provide an overview to the approach of Motivating 
Success and to agree the pre-defined outcomes within known timeframes and 
costs.
1.4
The Procurement Officer should ensure that the Technology Motivating Success 
Toolkit is issued to the Supplier within either the contract documents or with the 
Award letter.

1.5
The start-up meeting performs a number of tasks each providing tangible outputs, 
as listed below:

1.6
Task 1: Performance Measurement period. The expectation of the Highways 
Agency is that performance is measured monthly or quarterly. Alternative 
measurement periods may be adopted by agreement with the Integrated Team.
1.7
Task 2: Indentify Performance Indicators from the model Technology Toolkit 
for total exclusion. The 
meeting should consider whether any of the Performance 
Indicators are not appropriate to 
the contract. In such an instance the Performance 
Indicator or Aspect may be excluded from the measurement process for the 
contract. However, the Performance Indicators have been developed to apply to 
the majority of Technology contracts, please refer to Part 1, 3.4 & 3.5 for further 
details. The Procurement Officer should be notified of the exclusions and the 
reasons to ensure the integrity of the model Technology Toolkit is not affected.
1.8
Task 3: Identify Aspects for each Performance Indicator. The Project Sponsor 
should consider the Aspects prior to contract award to populate the model 
Technology Toolkit. The Aspects should represent the activities which contribute to 
the performance of the indicator and where possible should be referenced to 
deliverables in the contract Specification or associated documents. 
1.9
The Supplier’s Quality Statement or Quality Plan may also identify Aspects which 
can be included into the toolkit under the relevant Performance Indicators at the 
start up meeting.

1.10
Task 4: Identify Performance Indicators or Aspects for partial exclusion. The 
meeting should consider whether any Performance Indicators or Aspects are not 
appropriate to the first measurement period(s) of the contract. 

1.11
Where partial exclusion has been agreed the exclusion should be reviewed at 
subsequent Scoring Meetings to ensure that the Performance Indicator or Aspect 
is re-instated as soon as it becomes applicable.

1.12
Task 5: Identify Evidence Areas. The meeting should discuss and agree the 
evidence areas for each Aspect. Further information on performance evidence is 
provided in Part 1, 3.8-3.11.

1.13
Task 6: Determine Client Satisfaction Target Level. For each Aspect determine 
the level of service corresponding to each client satisfaction level. A discussion of 
client expectations will be required to determine the satisfaction target level. The 
definitions will be used in tandem with the supporting evidence to determine Aspect 
scores during the scoring process.
2.
Scoring Meetings

2.1
Performance Indicator and Aspect scoring is undertaken at the end of each 
measurement period at a scoring meeting.
2.2
Attendance at the scoring 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 
scoring process are present.

2.3
Evaluation of each Aspect should be made by consideration of all supporting 
evidence. Scores should be awarded using the scoring system and recorded in the 
Scoring Pro-forma (see 4. Recording Performance Scores).
2.4
Once agreed the performance scores can be used to inform a discussion and 
review of the performance and progress of the Integrated Team.
2.5
Once the scoring has been completed the scoring meeting should review the 
Performance Indicators and Aspects for the next reporting period, for example do 
the evidence or targets need to be revised? Where Performance Indicators or 
Aspects have previously been excluded, a check should be made to see whether 
the Performance Indicator/Aspect should be re-instated for the next 
measurement period. In addition the meeting should consider whether any Aspects 
should be excluded from the next measurement period.

3.
Scoring Disputes

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

3.2
Furthermore, the Performance Measurement Toolkit attempts to minimise the 
likelihood of scoring disputes by requiring supporting performance evidence to be 
submitted for all Aspects (for further information refer to Part 1, 3.8-3.11) and 
for 
this evidence to be discussed as part of the scoring process in the scoring 
meeting as discussed in 2.4.
3.3
The Integrated Team should make every effort to resolve scoring disagreements in 
the scoring meeting. Failure to agree on all scores in the scoring meeting is 
indicative of a failure of the Integrated Team.

3.4
Where a performance score cannot be agreed in the scoring meeting, resolution 
should be sought by escalating the matter up the partnering ladder. Under no 
circumstance should a scoring dispute extend beyond the following scoring 
meeting.

3.5
If agreement cannot be reached the Highways Agency Performance Measurement 
Policy Team will seek independent advice in order to determine the final score.

4.
Reporting Performance Scores

4.1
Once agreed at the scoring meeting performance scores should be recorded in the 
Toolkit Reporting Pro-Forma.

4.2
The Aspects should be scored first and details of the evidence to support the 
scores should also be recorded, but these details are not recorded on the 
Reporting Pro-Forma. An average score for all the Aspects relating to each 
Performance Indicator is recorded in the Pro-Forma.

4.3
The Overall Total Score recorded on the Reporting Pro-Forma is the average of 
the Performance Indicator scores for each Area of Measure.

4.4
The Reporting Pro-Forma should be submitted to the Highways Agency 



Procurement Officer by the Project Sponsor quarterly. The Procurement Officer will    


then forward the submission onto the Performance Measurement Policy Team.

4.5
If an Aspect has been excluded for the measurement period a note should be 
made on the relevant part of the Reporting Pro-Forma before returning it to the 
Procurement Officer.

5.
End of Contract Scoring Meeting

5.1
A scoring meeting should be held on completion of the contract.

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 contract duration, 
rather than for a single measurement period.

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

5.4
The meeting has an important role in capturing and recording the new information 
on the Reporting Pro-Forma so that the lessons learned can be shared with the 
wider team and Technology Community via the relevant meetings.

5.5
The scoring process is as described for the periodic scoring 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 scoring meeting has identified any Aspects which requires an 
improvement this will be termed a “Non-conformity” (see 1.5 of MST pre-amble). 
For each Non-conformity 
there will be a corrective action report which is prepared 
and managed by the Supplier, with input from the Project Sponsor (see 3. 
Measurement and Management of MST pre-amble).

6.3
The corrective action report needs to identify the non-conformity and detail how 
and when the non-conformity will be resolved and reoccurrence prevented.

6.4
Implementation of the corrective action report is the responsibility of the Integrated 
Team.

6.5
Good/best practice developed on other relevant contracts should be communicated 
to the Integrated Team by the Project Sponsor. Where appropriate the Integrated 
Team should implement the good/best practice on the contract.

6.6
The role of the end of contract scoring meeting in capturing lessons learnt 
should be recognised, as discussed in 5.2-5.4.
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