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Motivating Success

A Toolkit for Performance Measurement 

-Network Services-
USER GUIDE

(V2.0, June 2011)
Introduction to the User Guide

This document is a User Guide for the Motivating Success -Toolkit For Performance Measurement (MST) developed by the Highways Agency for use on all Task Orders under the Network Services Framework – Technical Consultancy Arrangements 2009-11. 

PART ONE - BACKGROUND Provides a contextual background to the Highways Agency MST.
Section 1 - Performance Measurement on the Network Services Contract

Section 2 - The Integrated Teams

Section 3 - Overview of the MST

Section 4 - Continuous Improvement

PART TWO - GUIDANCE  provides specific guidance to users of the MST. 

Section 1 - Consideration of Performance Measurement at Task Start-up Meeting

Section 2 - Progress Meetings
Section 3 - Scoring Submission Process

Section 4 - Scoring Disputes
Section 4 - End of Task Order Meeting
Section 5 - Continuous Improvement

PART ONE.
Background To The MST
1. Performance Measurement on NETWORK SERVICES Framework CONTRACTs.
a. The Highways Agency's Strategic Plan sets out our vision to be “The world’s leading road operator”. To deliver this vision we have identified five goals, one of which is to “set the standard for delivery”. This means having the right people, processes and systems in place to secure value for money through effective procurement and contract management. In support of this, our Procurement Strategy makes clear that performance measurement is vital and a key process to achieving best value. Therefore we will measure supply chain performance using our MST which is developed to support the measurement of the performance of all suppliers appointed, to enable us to deliver continuous improvement and to create a direct link between supplier performance and their selection for future work.
b.      The MST 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 practice and areas for improvements and learning lessons from experience. The MST will also help Suppliers to understand their own performance with respect to Client expectations, and relative to competitors and the wider industry. The Framework will therefore support the efforts of Suppliers to continually improve their service delivery to client    
2. The Integrated Team

a. Typically, a project team will include representatives from both the Highways Agency and the Supplier
b. The Highways Agency encourages 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.
c. The MST aims to support this approach by placing full responsibility for the delivery of all task orders to the satisfaction of the Highways Agency with the Integrated Team.  To help in this, but with the exception of Time and Cost, the MST 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 used on the task order.
3. Overview of the MST
a. The MST consists of seven distinct Areas of Measure. The performance of the project team for each measurement area is determined using Performance Indicators. Areas of Measure are closely aligned with the Agency’s business objectives and together provide a scorecard of the performance of the Integrated Team. 
b. The Areas of Measure used in the Framework are based on but are not the same as the Economic Key Performance Indicators for the Construction Sector published by Constructing Excellence. 
c. A brief description of each Area of Measure is provided below:
Product
How satisfied the Client is with the delivered product(s), i.e. what is being produced;
Service
How satisfied the Client is with the service whilst the product is being delivered, i.e. how it is produced;

Right First Time
The impact of re-working and defects on the contract;

Cost
A measure of all aspects of cost control, predictability and forecasting;

Time
A measure of all aspects of time control, predictability, and forecasting;

Safety
A measure of all aspects of Safety
· Client Performance
The performance of the Agency in fulfilling its Client role    under the contract will be measured using the 360 degree Supplier feedback report.

d. Each Area of Measure comprises a number of Performance Indicators. The Performance Indicators have been carefully selected to reflect the Highways Agency’s expectations of its Suppliers. A full listing of the Areas of Measure and Performance Indicators listed overleaf
Areas of Measure and Performance Indicators 

	Measurement 
Area
	Purpose
	Performance Indicators

	1. Product
	To determine the overall level of client satisfaction with the completed product
	1.1
	Completion of Key Deliverables

* Inception, Reports

* Interim Report

* Final Reports

* Draft Specifications

* Training & Workshops

	
	
	1.2
	Selection and Provision of Resources

* Clearly defined Roles & Responsibilities
* Accountability & Deliverables

* Skills & Resources to meet Task Needs

Successor /Support Identified

	2. Service
	To determine the overall level of client satisfaction with the service of the Supplier during the project
	2.1
	Management of External Relationships (to include)
* Highways Agency

* Other consultants & contractors

* Stakeholders & 3rd Parties

* Development of appropriate brief

	
	
	2.2
	Management of Internal Relationships (to include)
* Sub-consultants

* Suppliers

* Selection & provision of Resources

	
	
	 2.3
	Health and Welfare 

* Desk Studies

* Development of new technology

* Trails of new technology

	
	
	 2.4
	Innovation

* Managing down costs and time

* Benefits feeding into task forecasts

	3. Right First Time
	To assess the impact on the client of any reworking
	3.1
	Avoiding Defective Work

* Development & Operation of Quality Management Systems

* Level of rework

	4. Cost
	To measure the reliability of cost estimates for both design and construction
	4.1
	Reliability of Forecasting
* Routine forecasting of task costs

	
	
	4.2
	Predictability of Cost (End of task only)
* Initial task estimates (on proposal)

* Cost Control

	5. Time
	To measure the reliability of time estimates for both design and construction
	5.1
	Time Control

* Timely provision of reports & submissions

* Timely provision of forecasts & accruals

* Programming, monitoring & activities control

	
	
	5.2
	Predictability of Time (End of task only)


	6. Safety
	A measure of all aspects of Safety 
	6.1
	Safety
* Staff Safety



	
	
	
	


e. The Highways Agency has a role as Project Leader and recognises that, in this capacity, may influence the overall performance of an Integrated Team. The Framework provides a mechanism for the Supplier to provide structured feedback on the Client’s performance from the perspective of the Supplier through the provision of 360-degree feedback. This is covered by a separate system and process is not discussed further in this User Guide.
f. There is no weighting of Performance Indicators. Thus, Area of Measure scores are simply calculated as the average of the relevant Performance Indicator scores. All Areas of Measure are deemed to be equally important.
g. The Cost and Time Areas of Measure are percentage based. 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, perceptions and evidence. 
h. It is possible for the Client and the Supplier to hold different views on the level of performance of the project team. To address this, the MST requires the Integrated Team to collate supporting performance evidence for all Performance Indicators. This evidence is then considered during the Performance Measurement Scoring Meeting as described in 
i. Use of supporting evidence helps reduce subjectivity and, hence, the likelihood of scoring disagreements between Supplier and Client. Task progress meetings must include an agenda item for performance assessment, where an objective consideration of the evidence submitted by all parties can take place and discussion should help lead the team to an agreed score. Performance evidence also provides an auditable substantiation for performance scores.
j. The MST provides a bulleted list of example evidence areas for Performance Indicators. As an example, the “Right First Time” Avoiding Defective Work has two suggested areas for the submission of supporting evidence: 
Development and operation of Quality Management System;

Level of re-work;

However, it is the responsibility of the Integrated Team to identify evidence areas that will provide a fair measure of project team performance (see Part 2 1.b task 4). 
4. Continuous Improvement

a. The MST provides a structured approach to the measurement of Integrated Team performance for six Areas of Measure.  Measuring the performance provides the information required to drive continuous improvement of both Supplier and the Highways Agency through appropriate performance management intervention.
b. 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.
c. Where performance is observed to have fallen, the Integrated Team can work to understand the reasons through an analysis of submitted supporting performance evidence, and address the cause(s) through the development and implementation of improvement plans. Conversely, where improvement has been made, the reasons for the improvement can also be determined from the performance evidence. Where appropriate, best practice can be identified and applied elsewhere on the project or shared with other project teams through the Supplier Community Meeting.
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 Portfolio basis or Project Sponsor basis. This information can help ensure consistency in the application of the Framework as well as helping drive continuous improvement.

PART TWO.
User Guidance

1. CONSIDERATION OF Performance Measurement AT TASK Start-Up Meeting

a. The first stage in the performance measurement process is for representatives of the Integrated Task Team to attend a project initiation meeting. The start-up meeting should take place within two weeks of the task order commencement date and is very important for setting the standard for supplier performance.
b. 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. The start-up meeting must allow time to perform a number of tasks each providing tangible outputs, as listed below.
Task 1: Agree the Performance measurement period. The expectation of the Highways Agency is that performance is measured monthly but an average of 3 months performance is reported to the Framework Team. 
Task 2: Identify Performance Indicators for total exclusion. The meeting should consider whether any Performance Indicators are not appropriate to the Task Order. Such instances must be noted on the KPI form so the Frameworks team are aware. 

Task 3: Identify Performance Indicators for partial exclusion. The meeting should consider whether any Performance Indicators are not appropriate to the first measurement period. Such an instance must be noted on the KPI form so the Frameworks team are aware. 
Task 4: Identify Evidence Areas. The meeting should discuss and agree the evidence areas for each Performance Indicator. The example evidence areas provided by the MST provide a starting point, but examples are not exhaustive, and the project team may chose to include other evidence areas.

Task 5: Determine Client Satisfaction Levels. For each Performance Indicator, determine the level of service corresponding to each client satisfaction level. A discussion of client expectations will be required to determine the satisfaction levels. The definitions will be used in tandem with the supporting evidence to determine Performance Indicator scores during the scoring process. Please note that the percentage levels set under Time and Cost that are scored by percentages cannot be changed.
Task 6: 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 meetings.
2. PROGRESS MEETING
a.
Most Network Services Sponsors will combine a discussion of performance with their normal task progress meetings

b.
Evaluation of each Performance Indicator should be made by consideration of all   supporting evidence. Scores should be awarded using the Scoring System. Once agreed the performance scores can be used to inform a discussion and review of the performance of the Integrated Team at the Progress Meeting. Improvements should be discussed and agreed and a development plan drawn up to reflect these improvements which can be reviewed at the next progress meeting. Examples of good performance should be shared with the Supplier Community.
c.
Once scoring has been completed, the team should review Performance Indicators for the next reporting period. Where Performance Indicators have been previously excluded a check should be made to see whether they 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.

d.
If there have been any changes in HA sponsor during a task order, the out going sponsor should ensure there is a handover of the performance development plan as well as project progress. 

3. THE SCORING SUBMISSION PROCESS
MST Pro-Forma’s must be submitted one month after the close of the quarter:

Q1 work for April – June to be submitted before the end of July

Q2 work for July – September to be submitted before the end of October
Q3 work for October – December to be submitted before the end of January
Q4 work for January – March to be submitted before the end of April

a. Cost and Time percentages MUST be shown on the Pro-Forma, otherwise they will be returned. To arrive at your score you must take the average of performance during the 3 months that the MST report covers 
b. If a Performance Indicator has been excluded for the measurement period a note should be made on the relevant part of the Reporting Pro-Forma.

c. If a MST report is not being submitted for the quarter an E Mail stating the reason must be sent to Frameworks.
d. Performance Indicators are scored each month using the Client Satisfaction scoring scale along with the relevant score description as described in “Motivating Success A Toolkit for Performance Measurement – Network Services”. To arrive at the correct score the level of Client Satisfaction must be supported by evidence which covers all aspects in the description field to prove that level has been achieved. Please note that when 3 monthly scores are averaged, the figure may result in a non permitted score of   9, 7, 3 or 1, normally these scores cannot be used.
e. Once agreed at the Progress Meeting, performance scores should be recorded in the Toolkit Reporting Pro-Forma. The Reporting Pro-Forma can be submitted to the Framework Supplier Performance Manager at FrameworksKPI_Bristol by either the Project Sponsor or the Supplier, however there must be evidence that the other party has seen and agreed the scores. This can be done either by the E Mail trail or by the non submission party signing the proforma, scanning and sending onto the submitting party. 
f. MST reports not received by the due date and without prior notification of non-submission will be scored as zero and non compliance will be reported to the Senior Management Team.
4. SCORING DISPUTES
a. 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. Furthermore, the MST attempts to minimise the likelihood of scoring disputes by requiring supporting performance evidence to be submitted for all Performance Indicators and for this evidence to be discussed as part of the scoring process in the Progress Meeting. 
b. The Integrated Team should make every effort to resolve scoring disagreements in the Progress Meeting. Failure to agree on Performance Indicator Scores in the Progress Meeting is indicative of a failure of the Integrated Team. Where a performance score cannot be agreed in the Progress Meeting, resolution should be sought by escalating the matter up the partnering ladder. Under no circumstance should a scoring dispute extend beyond the following Progress Meeting.
c. If an agreement cannot be reached, please report up to the Frameworks Supplier Performance Manager along with all the evidence. The Framework team will then try to resolve the issues based on the evidence provided to them, or seek independent advice from the Strategic Supplier Development Team to determine the final score if the evidence is inconclusive.

5. End of TASK ORDER Meeting

a. An End of Task Order Meeting should be held on completion of an Order. 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. 
b. 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. This meeting should also be used to discuss and complete the ICF 4 and 5 forms, as well as recognising and capturing lessons learned 
c. A MST reporting Pro Forma does not need to be completed at the end of a task. If the task ends near the end of a quarter the final score can be submitted at quarter end. In a similar way if the task ends just after the start of a quarter the final score will be due at the end of that quarter.
6. CONTINUOUS IMPROVEMENT

a. The Integrated Team should raise performance issues as and when they arise in order that the situation may be addressed as early as possible. 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. 
b. Implementation of the development plan is the responsibility of the Integrated Team good/best practice developed on other Task Orders will be brought to the attention of the Project Sponsor by the Supplier Framework Community. 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. If the sponsor thinks that the Suppliers processes may be at fault and have impacted on their performance, they should raise this with the Framework Team who may conduct a process audit.
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