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1.  GENERAL

a.  This chapter contains the basic policies and concepts of performance measurement and standards in VA.  It also describes several but not all of the methods and techniques which can be used to set standards and measure performance in VA.  Combinations, variations, and extensions of these methods and techniques used to meet the needs of departments and staff offices must be consistent with the basic policies.

b.  This chapter also assigns responsibility for setting standards and for the use of performance data by management.

2.  PURPOSE

The VA performance measurement and standards system is designed to:

a.  Serve as a means for achieving the VA objective of furnishing high quality services to veterans and their beneficiaries.

b.  Assure that resources, for example, manpower or machine time, are effectively balanced with workloads.

c.  Provides data for the systematic review of work and the evaluation of the effectiveness and economy of operations.

d.  Provide data for the preparation and justification of budgetary requests for manpower on a program/function basis.

3.  BASIC POLICY

a.  Performance measurement and standards systems will be developed for all measurable activities in VA, with employees, first line supervisors, and higher level management officials participating to the extent feasible.

b.  Performance standards will be so structured that employees can attain them under normal working conditions, with reasonable effort.

4.  RESPONSIBILITIES

a.  The Assistant Administrator for Management Engineering and Evaluation is responsible for formulating and recommending to the Administrator general policies, guidelines, and criteria for the development of performance measurement and standards systems in VA.  His office will periodically review accomplishments and progress in the development and maintenance of standards, advise and assist department and staff office heads in the development, installation and review of such systems, and help department and staff office personnel develop skill in their use.

b.  Department and staff office heads are responsible for the development, maintenance and updating of performance measurement and standards systems for all measurable activities under their jurisdiction.

5.  TYPES OF STANDARDS

a.  Three types of performance standards are prescribed for use in VA – quantitative, qualitative, and management.

b.  The purpose, use and expected results from the three types of performance standards are outlined below:

(1)  Quantitative Standards.  Quantitative standards are expressions in numeric terms which specify relationships between units of work and units of employee time expended in producing those work units.  They are variously known as work measurement standards, productivity measurement standards, machine production standards, and by other titles.  Numerous techniques can be used to develop quantitative standards; for example, data can be collected by work sampling, employee reporting, historical measurement, or time study.  Standard data or technical estimates can be applied in establishing such standards.  Combinations of these techniques are possible.  In all instances, standards must be based on reasonable expectation of production by average employees, qualified by proper training and experience, working under normal conditions at a pace which can be sustained without undue fatigue.  Quantitative standards will be use din conjunction with qualitative standards, to provide information for effective budgeting and control, the programming and scheduling of work, the search for increased effectiveness, and wherever practicable, the development of productivity indicators.

(2) Qualitative Standards.  Qualitative standards are yardsticks by which management determine how well a job is being done.

(a)  In VA, quality usually refers to four key elements of performance.  The elements which should have acceptable and unacceptable levels are:

1.  Accuracy.

2.  Timeliness.

3.  Compliance.

4.  Condition.

(b)  Methods used to determine quality levels and to maintain or improve quality will vary with the nature and level of the work performed.  Methods include regular supervision and training, reviews and spot checks by employees, supervisors and survey officers, procedural controls which make one action dependent upon proper completion of a prior action, machine edits and audits, and controls and control procedures of various other kinds.

(c ) Statistical methods (statistical quality control) have proved to be effective and economical and will be used wherever practicable in quality control systems in the VA.  Statistical tools generally employed include probability sampling, control charts, control limits, and other special techniques and devices to aid in decision making.  The primary advantage of this approach is that it provides assurance of continuing quality or points to areas requiring attention with minimal expenditures of supervisory time.

(3)  Management Standards.  Management standards will be used in VA to evaluate overall management of field stations, departments, or staff offices.  Examples of such standards are cited in appendix A.  Each department and staff office will develop appropriate areas on inquiry to fit their individual needs. Use at lower levels such as division or services is optional with department and staff office heads.

6.  STANDARDS MAINTENANCE

Existing performance standards will be subjected to continuing maintenance and validation.  This is necessary because standards often become obsolete as changes occur in organization and work procedures.  Standards review will consider:

a.  Analysis of current procedures as compared to the procedures used when the standards were first set.

b.  The effect of new equipment.

c.  The effect of organization changes.

d.  Analysis of effectiveness rating to determine the standards’ validity.

7.  PRODUCTIVITY MEASUREMENT

a. To supplement the agency performance measurement and standards system, productivity measurement will also be applied to applicable measurable activities.  Productivity is defined as a relationship between the amount of resources used and the volume of products or services produced.  Productivity in its broadest sense cannot be regarded as a standard.  Rather, it serves to determine whether resources are being more efficiently used in the production of goods and services than at some other period of time.  For this reason it is usually expressed as a ratio between two or more comparable periods used as the base,  Because it is a total measure of the effectiveness with which resources are applied to the task at hand, it is a valuable aid in management decisions, and in evaluating the efficiency of innovations and other changes.  Unfortunately, valid total measures of output for productivity measurement in organizations providing services rather than material goods are difficult or too costly to establish.  An alternative is the development of productivity indicators, which are less inclusive, but which serve the same purposes.  It is frequently possible for quantitative standards to be utilized in the development of satisfactory productivity indicators.

b. Examples of methods for computing productivity indicators, are listed below:

(1) A relationship between workload (output of products/services) and specified manpower (input) on a trend basis from a designated base year.  (This productivity indicator is usually computed on an annual basis.)

(2) A ratio of total weighted workload to total man hours or total man-years.

(3) A ratio of standards manhours earned (produced) to measured manhours expended.

(4) A ratio of employees to other factors such as a specific workload volume, other employees or veterans served.  The ratios are prepared on an actual (historical) basis and on a projected basis.

(5) A ratio of machine time and operator to significant factors of output.
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AN EXAMPLE OF MANAGEMENT STANDARDS


The following elements will be considered in evaluating overall management effectiveness:

1. PLANNING:

a. Organization Planning
(1)  Short- and long – range organizational and staffing plans are in existence, using all available planning guidelines and are based on workload trends and projections and other pertinent factors.  (For Central Office staff offices and departments, long-range plans should exist as defined in administrative issues.  Department heads will specify appropriate periods for which field stations should prepare long-range plans.) 

(2)  Short – and long – range plans are sufficiently detailed to reflect realistically the needs of individual programs.

b.  Budget Planning and Formulation   
(1)  Budget year workload forecasts are converted realistic requirements for personal services, travel, equipment, space, and other objects.  Forecasts are based on sound experience.  Consideration is also given to short-range planning assumptions reflecting changes in workload volume and composition; changes in organization, procedures, availability of qualified personnel, uses of equipment, etc.

(2)  Management fully utilizes service and division heads in compiling and preparing budget estimates.  Completed staff work is required on all aspects concerning the activities of their respective areas of responsibility.

(3)  There is a planned programs for replacement of obsolete and inadequate equipment with full consideration given consistently to new technological developments, overall program needs and available funds.

  c.  Program Planning.  Appropriate plans are currently maintained for accom-plishment of mission and program objectives on a short- and long–range basis.  This includes Central Office staff planning for field station organization where appropriate.  (For Central Office staff offices and departments, long- range plans should exist as defined in administrative issues.  This standard applies to central Office staff and departments only.)

2. ORGANIZATION
a.  Organizational Structure.   The existing organization is adequately documented by functional and position charts; organizational structure, functional alinement and distribution of approved positions is clearly reflected; these charts are utilized for control and planning purposes.

b.  Delegation of Authority

(1) The authority for making decisions and taking action is delegated, within limitations of existing policy, as close as practical to the point where the need for decisions or action originates.

(2) Delegation of authority is effectively communicated in writing, employees understand and accept it, and are required to fully exercise the delegation.

3. CONTROL

a. Budget Execution

(1) Cost ceilings distributed to service and division heads are accompanied with explanation of any adjustment necessary.

(2)  Effective, continuing budgetary control is exercised over funds available; instructions relating to the control of funds established and are clearly understood by all concerned.

(3)  Timely adjustments are made to the fiscal plan as significant variations occur in such factors as funds, equipment, quantity and quality of work and all concerned are promptly notified.

(4) All budgetary controls are systematically reviewed to assure their effectiveness.

b. Quality Control

(1)  Proper control is established to ensure that quality standards are being met.  The standards are used to identify out-of-line situations which require correction and reporting upward.

(2)  Reports upward resulting from the mandatory quality requirements are critically reviewed to determine that qualitative performance is acceptable and to ensure that timely, effective action is taken at the proper management level to correct substandard performance.

(3) Periodic and systematic reviews are made to ensure that a consistently high level of quality is maintained for all services and/or end products and to verify the accuracy and reliability of quality reviews and reporting by operating elements.

(4)  Timelines standards have been established locally for significant work units and correspondence, where such standards are appropriate and have not been prescribed by higher authority.

c. Manpower Utilization

(1)  Management has assured itself through periodic and systematic reviews that efficient and effective utilization is being made all available manpower.

(2)  Mandatory Central office requirements relating to workrate standards, productivity, and other quantitative measurement and reporting factors and fully implemented.

(3)  Reports upward relating to manpower utilization and workload date are critically reviewed to ensure that timely, effective action us taken at the proper management level to correct deviations from approved plans and standards.

d. Paperwork Management

(1)  Responsibility is assigned at the proper levels and effective controls established relating to all aspects of paperwork management.

(2)   Systematic reviews are made to determine the adequacy and effectiveness of paperwork management controls.

e.  Compliance With Accepted Survey Recommendations.  Timely and adequate action is taken to assure full compliance with all accepted recommendations and agreements is survey and audits conducted both by staff members within the office and by other authorized persons.

f.  Management Reporting.  Management reporting system is providing essential and timely data and is fully utilized in developing areas or programs requiring immediate study.

4. EXECUTION

a. Management Communications

(1)   Proper and required information is disseminated or exchange in a timely manner throughout the organization.  Methods and media used in maintaining channels of communication are appropriate and effective.

(2)  Policies, procedures, and instructions are available in written form and are being properly interpreted at working levels.

(3)  Effective use is made of graphic presentations and visual displays in the form of charts, graphs, etc., as a means for management control and communication and to stimulate employee motivation and interest.

(4)  Favorable and unfavorable publicity is effectively disseminated; unfavorable publicity receives prompt and vigorous attention; communications are effectively controlled and timely processed.  Unusual circumstances that reflect favorable or unfavorable publicity on the VA are promptly communicated upward.

(5)  Appropriate individuals and officials of other agencies and organizations are kept accurately and currently informed on VA matters of direct concern to them; effective arrangements exist for securing from such sources, appropriate and timely information of direct concern to the VA.

b. Public Relations

(1)  Close and harmonious relations are established with appropriate groups and organizations within and outside VA.

(2)  All employees are instilled with and apply spirit of public service in dealing with veterans and the general public, both in personal contacts and by written communications.  A friendly and cooperative attitude is exhibited uniformly in all such relationships.

(3)  Public relations information of a significant nature is promptly and fully transmitted to appropriate VA officials.

(4)  Management actively participates in civic and community affairs.

c.  Application of Management Techniques

(1)  Management accepts and vigorously supports the 4-S principles of better letterwriting.

(2) Where appropriate, effective use is made of standardized form letters, pattern paragraphs and pattern letters to reduce dictation and transcription and to improve timeliness.

(3) Where appropriate, accepted tools and techniques of management are applied in solving problems.

d. Space and Equipment

(1)  Available space utilized as effectively and economically as possible to provide efficient and orderly workflow, public convenience, and business-like appearance, Sufficiently descriptive and complete records of space assignment are maintained.  Periodic surveys of space utilization are conducted.  Space or acreage which is excess to needs is promptly offered for disposal.

(2) Appropriate measures are taken to ensure the economical maintenance and repair of the physical plant and fixed equipment.

(3)  Effective steps are taken to provide for full utilization and proper maintenance of portable equipment.

e. Safety and Sanitation

(1)  Periodic review is made of the safety and fire protection, health and sanitation programs (including canteens) to ensure that they are current with the changing scope of work and are effective.  Prescribed inspections and necessary training are accomplished.  Appropriate and timely action is taken to eliminate hazards and other deficiencies.

(2)  An up-to-date adequate disaster plan is published and is fully understood by all concerned personnel.  Periodic tests are made at appropriate intervals.

f. Personnel Management.  Personnel program evaluation standards already in effect will be utilized, as applicable, in evaluating personnel phases of management in connection with the use of the management standards.

