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OAS Focus Groups

Summary Report

Background

In March 2004, personnel research psychologists from the Division for Human Resources Products and Services of the U.S. Office of Personnel Management (OPM) conducted the Organizational Assessment Survey (OAS) for the Defense Contract Management Agency (DCMA). As a follow-up to the survey administration, representatives from the various offices within DCMA were invited to participate in 12 focus groups, 3 for supervisors and 9 for non-supervisors.  This report summarizes the results of the 12 focus groups.  The findings from this report supplement the quantitative survey results and provide additional insight into the opinions of DCMA employees.    

OPM designed the OAS to provide agencies with a standardized instrument for assessing organizational culture/climate.  The survey is based on a comprehensive literature review and assesses those dimensions that organizational theory, research, and practice indicate to be related to organizational effectiveness.  The OAS can help agencies maximize outcomes, such as employee retention and customer satisfaction, by acting on the results and implementing improvements.

The OAS measures employee perceptions in 17 key dimensions.  DCMA senior leadership opted to survey agency employees using eight of the 17 OAS dimensions: 

1. Training/Career Development – Employees are provided with continuous education and learning opportunities for effective job performance and career development.

2. Innovation – Creativity and risk-taking in adapting to change are encouraged and rewarded

3. Customer Orientation – Employees are empowered to provide high-quality products and services, while soliciting feedback necessary to respond to customer needs and expectations.

4. Fairness and Treatment of Others – The rights of all employees to a fair and respectful work relationship are protected by promoting trust, protecting privacy, and providing a fair dispute resolution system.

5. Communication – There is free exchange of information upward, downward, and horizontally to meet the need for effective performance and mission accomplishment.

6. Employee Involvement – Organizational emphasis is placed on involvement and participation in organizational goal setting, work design, and decision-making at all levels.

7. Performance Measures - Reliable and valid information is regularly collected on employee and organizational performance and used for benchmarking, standard setting, and quality improvement.

8. Supervision – Supervisors clearly communicate goals, priorities, and standards, provide constructive feedback and guidance, and give fair performance evaluations.

Purpose of Focus Groups
Results from the Organization Assessment Survey (OAS) provide excellent quantitative data for employee views on the various survey items and dimensions.  Focus groups are an ideal supplement to the survey for two reasons.  

First, the survey data tell us little about why the employees responded as they did.  For example, if an item result shows that employees feel the reward system is unfair, we still do not know what about the nature of the reward structure generated that perception of unfairness (e.g., favoritism in award decisions by supervisors, lack of consistency in policy from one part of the organization to another, etc).  Focus groups reveal this type of detailed information.  

Second, the survey does not give employees an opportunity to make specific suggestions about how perceived shortcomings in the organization should be addressed.  Focus group discussions invite employees’ suggestions for improvement.

Focus groups are an additional step in the data gathering process that allow in-depth exploration of various issues and provide a firm basis for action planning and change implementation throughout the organization.  These groups give employees the opportunity to express their views and ideas about a variety of work-related issues, both in terms of organizational strengths and areas needing improvement.  The OAS dimensions provide an excellent framework for discussions related to organizational assessment and improvement.  

Focus Group Methodology

A list of potential focus group participants was provided by DCMA to the Assessment Services OAS team in OPM’s Division for Human Resources Products and Services.  Participants were randomly selected.  At the outset of each focus group, participants were asked to review the eight OAS dimension definitions and then vote on the most critical dimensions in terms of high impact for improving DCMA’s overall effectiveness and the quality of work life for its members.  In each focus group, the three dimensions that received the most votes from the participants were discussed in order of importance.  For each dimension, participants were first asked to list what aspects of their organization’s practices relative to that dimension are working well.  Participants were then asked to discuss their reasons for selecting that dimension as an area of concern.  Finally, participants were asked to present ideas on what can be done to improve the organization.

Focus Group Participants

Twelve focus groups were conducted between May 4 and May 27, 2004.  A total of 79 individuals participated across all focus groups, including employees from the field and headquarters.  There were three supervisory focus groups which consisted of 19 individuals and the non-supervisor focus groups consisted of 60 individuals.   The assurance of anonymity was offered to encourage open and candid participation from the participants.  

	2004 DCMA OAS Focus Groups – 

Locations, Participants, and Dates

	Focus Group Location
	Number of Supervisor Participants
	Number of Non-Supervisor Participants
	Focus Group Dates

	Alexandria, VA
	
	10
	May 4, 2004

	Alexandria, VA
	7
	
	May 18, 2004

	
	
	
	

	Los Angeles, CA
	8
	
	May 11, 2004

	Los Angeles, CA
	
	2
	May 11, 2004

	Los Angeles, CA
	
	8
	May 12, 2004

	Los Angeles, CA
	
	8
	May 12, 2004

	Los Angeles, CA
	
	10
	May 13, 2004

	
	
	
	

	Boston, MA
	
	5
	May 25, 2004

	Boston, MA
	4
	
	May 25, 2004

	Boston, MA
	
	4
	May 26, 2004

	Boston, MA
	
	8
	May 26, 2004

	Boston, MA
	
	5
	May 27, 2004


Summary of Issues

Five of the eight OAS dimensions were discussed as critical dimensions by the twelve focus groups: Training and Career Development, Fairness and Treatment of Others, Supervision, Communication, and Customer Orientation.  While the focus group participants shared many positive statements about DCMA and its leadership, they also shared a number of concerns on which the organization could take action to improve its effectiveness and the quality of work life for its members.  Focus group summaries can be found in Appendix A.

Three themes are suggested from the focus group findings.  First, employees indicated that the current training opportunities at DCMA are not adequate.  Second, there was a perception that there is a tendency to rely on unfair selection criteria for new hires and favoritism for promotions.  Finally, employees expressed that the chain of command at DCMA often inhibits open communication and that the focus on direct communication with the external customer had been replaced by a focus on internal data calls.  These issues are summarized for each theme and, in some cases, recommendations are made as well.  

1. Training Opportunities

Focus group participants had some positive things to say about the training opportunities at DCMA.  For example, employees are pleased that tuition reimbursement is in place and that the amount of reimbursement has improved.  Employees also expressed that having training coordinators in place at DCMA is beneficial.  Many also stated that the mandatory courses are worth while.  

Employees do have many concerns, however.  Many feel that the current opportunities at DCMA for training are inadequate.  Focus group participants cited a number of reasons for this perception.  First, they indicated that the financial resources set aside for training are too tight.  The limited budget does not allow employees the freedom to choose the courses they feel are right for them.  Therefore, a number of employees mentioned that current training is not based on employees’ needs, it is based on what training opportunities can fit into the limited financial picture.  One participant stated that, “Everyone gets shoved through certain courses whether it’s necessary or not.  It’s just maneuvering for dollars.”  

Other employees indicated that they would like more options when choosing training opportunities.  They would like the option to receive training from sources other than the Defense Acquisition University.  They would also like to further their development by being offered more opportunities for cross-training.  Employees feel that there are no current opportunities to train across divisions of the agency.

Employees are also concerned about how training is administered at DCMA.  It was mentioned that there is a lack of standardization in how training opportunities are granted.  It was expressed that some supervisors grant more training experiences for some employees than others.  Employees indicated that there is not enough guidance offered from supervisors to employees in choosing opportunities that will develop the talents and abilities of staff members.  It was stated that supervisors do not sit down with employees on a regular basis to map out employee goals or to provide feedback on how employees can improve.  Lastly, it was expressed that it takes too long for new hires to be sufficiently trained.  It was stated that it takes six months or more for new hires to begin training and that when they are finally trained, the training is not always adequate.  It was mentioned that it can take up to three years for a new employee to become certified.  

Employee Recommendation

It was suggested that a mentoring system be created that has the sole purpose of providing employees guidance with training and development.  It was also suggested that cross-training be supported within DCMA and that it be promoted as a way to fill needed positions and encourage retention. 

2. Fairness in Hiring, Promotions, and Supervision

There were some positive comments made in reference to fair treatment of employees.  For example, some employees mentioned that there is an EEO professional in their office and they indicated that this is helpful.  Others felt good about the efficiency of the supervisor-employee ratio.  However, many concerns in these areas were discussed.  However, Fair treatment of Employees was the lowest rated dimension on the survey.   Many employees expressed a concern that favoritism drives many of the hiring decisions and promotions within DCMA.  Employees mentioned that military alliances are greatly exercised and that senior leadership shows preference toward those who are in their inner circle of friendship.  Employees frequently referred to an “in-group” versus “out-group” dynamic within the agency.  They mentioned that if employees are in the “in-group,” they will be hired and promoted over those who are in the “out-group”.  They indicated that pre-selection takes place.  Before a position is posted or advertised, allies of senior leadership are given preference for positions.  Many also mentioned that individuals are often promoted to supervisory status based solely on their technical ability.  It was reported that often, these individuals lack the managerial/people skills needed to effectively manage a staff of military and civilian employees.

Employees are also concerned about the consequence of complaining about hiring and promotion practices within DCMA.  Many mentioned that there is fear of retribution among employees, and if employees complain about hiring or promotion practices, they will be labeled as trouble-makers.  One focus group participant stated that, “You’re punished for making formal complaints, even when it’s your right to do so.  And it’s a waste of time – a piece of paper goes into a drawer and nothing happens, except you’re put on the ‘bad’ list.” 

Many employees have complaints about the supervisor-employee relationships at DCMA.  Many mentioned that they have frequently experienced unfair distribution of work, a finding that is supported by the survey results.  They reported that the superior performers are overloaded with work and the average or poor performers are allowed to slide by, and many are still promoted.  Supervisors rely heavily on the superior performers and improvement is not demanded from the poor performers.  Many employees are hesitant to complain about the distribution of work because they fear that they will not be seen as team players.  

There are also many employees who are concerned about the fairness of the evaluation standards that are used to assess employee performance.  It was mentioned that under the current leadership, supervisors are pressured to assign a large number of “satisfactory” ratings.  Many employees feel that the ratings are inaccurately assigned and that employees will receive a satisfactory rating regardless of their level of contribution.  One employee stated, “The older system wasn’t any better – because you could really punish people who received low ratings, there was a lot of fighting over performance ratings.  Now there is no fighting because everyone gets satisfactory.”  

Employee Recommendation

It was suggested that a process be created that would allow employees to provide feedback to supervisors and DCMA senior leadership and that this process be facilitated by an outside contractor.
3. Internal and External Communication Patterns

Employees stated that there are some positives when it comes to internal and external communication patterns.  Many employees mentioned that the DCMA Commander posts his briefings on line and that he sends email messages out to employees to share important notices.  Employees also indicated that all-hands meetings do take place across the organization.  Some employees also stated that they are allowed to talk directly with external customers over the phone for buying activities and contracting purposes.  Employees did express some frustrations in this area, however.   Employees mentioned that the chain-of-command requirements within DCMA inhibit open communication.  It was expressed that many senior leaders offer an open-door-policy, but they do not stick to their offer.  Senior leadership is perceived by many employees as withholding critical information from the larger DCMA staff.  Employees feel that the degree of top-down communication within DCMA depends on the grade level of the employee involved.  It was stated that the employees who are at the GS-13 and GS-14 levels learn much more about the big picture at DCMA than employees who are at the GS-7 through 12 levels.  (or if you’re a relative of senior management) Many employees feel that these communication patterns promote gossip within the agency.  It was also expressed that when employees attempt to bypass the chain-of-command, they are usually reprimanded.

It was stated that employees in remote field locations have a particularly tough time in receiving information from senior leadership.  It was mentioned that there is a lack of consistency in communications from Headquarters to the districts and from the districts to the field locations.  Each district communicates information to the field sites differently.  It was also mentioned that there is a communication gap between first-line supervisors and the top levels of DCMA leadership.  First-line supervisors are the point of execution for decisions made at the top level.  However, it was expressed that these supervisors don’t always receive adequate information and guidance from senior leadership.

In terms of external communication, there is the feeling among employees that internal customers require more attention than they should.  Employees mentioned that handling internal data calls gets in the way of communicating with external customers.  It was also stated that there has been a significant policy shift in terms of direct contact with external customers.  Employees are now often discouraged from visiting directly with an external customer.  Approval from Command is now required for employees to visit with their customers.  Employees feel that they no longer have the authority to provide customer support in the way that they would like to.    

Employee Recommendation

It was suggested that lower-graded employees be included in the top-down communication process.  It was recommended that management agree on procedures for applying an open-door-policy and that the procedures be enforced.  It was also suggested that the authority to interact directly with external customers be returned to employees.

Performance Measures

 As a final note, employees also made some comments about performance measures.  It was expressed that DCMA is focused on measuring efficiency, not effectiveness.  Employees feel that, currently, there are no meaningful effectiveness measures in place.  The ability to link resources and outcomes is not currently adequate.  It was also mentioned that in the effort of measuring performance there is quite a bit of data that is collected that is actually not used at all.  This is frustrating to employees.  Conducting a process capability study and collecting more customer input were suggestions made for measuring effectiveness.

Focus group summaries can be found in the Appendix.  Issues are organized by OAS dimension.  Focus group participants’ suggestions for improvement are also noted.  These provide additional information for action planning and organizational improvement.

Appendix

Focus Group Results by Dimension Discussed

EMPLOYEE INVOLVEMENT

	Positive Comments:

	· DCMA seems to be opening itself to greater employee involvement than was true in recent history. Recent all hands meeting reinforced this point. 

· Senior management is soliciting employee suggestions now, and this survey is the first of its kind in the recent past.  “General Scott came on board and made a big change by asking our opinions.”

· The opening of the community of practice web site is a good thing.  It provides a forum on the web where employees can share things that have proven to be successful - benchmark best practices, capture institutional knowledge.  
· Telework is offered, at least on a limited basis.

· Management capitalizes on work teams.


	Areas of Concern:

	Issues
	Employee Suggestions for Improvement

	· The degree of employee involvement in decisions relating to long-term health issues is unsatisfactory. “One person with a significant health problem faced a conflict between doctors who told her to stay home vs. employers who wanted her to come back sooner. She took two months’ unemployment when sick leave ran out.”
	· Give employees more options in dealing with long-term health problems. 

· Facilitate better communication among supervisors, doctors, and employees when long-term health issues impact the workplace.

	· Management asks for input on budgeting, but they don’t allocate the money according to the input they receive.

· Some managers establish distance from employees.  They desire to present an “all-knowing” image.  The “worker bees” are not invited to meetings and presentations.
· There are not enough communication channels between managers and employees or between employees themselves.


	· Communicate to employees what the vision of the agency is.  Establish more frequent staff meetings or all-hands meetings to share this information.  




CUSTOMER ORIENTATION

	Positive Comments:

	· A formal customer feedback system exists in the form of a web survey.  The link to the survey is included in all e-mails to customers.

· “We deliver aircrafts to the USAF, and used to get problems back.  Then we invited them down to work through inspections with us, and together we were able to drastically reduce the problems.”

· At the CMO level, DCMA is very customer-oriented.

· The customer is intimately involved in what we do – they are constantly on the phone with us and we have weekly status meetings with the customer.

· DCMA wants to define whether it’s successful or not by using customer feedback.

· There is a message at DCMA that you are empowered to serve your customers well.  There is recognition that there are not formal guidelines anymore to serve the customer, the message is that you are empowered to use common sense to serve your customer well.

· Senior leadership is trying to share what they learn or hear from customers.  There is an attempt to pursue the value of sharing what can be learned from the customer.


	Areas of Concern:

	Issues
	Employee Suggestions for Improvement

	· “At a group level, we are sometimes prohibited from spending time in contact with the customer.  We talk customer support, but we don’t walk that talk.  Leadership has to give employees the authority to carry this out.  Plus sometimes I have a data call that I have to take care of, so I can’t go out to see the customer.”

· Internal customers (internal data calls) get in the way of external customers.  “Upper management has become our most demanding customer.”


	

	Issues
	Employee Suggestions for Improvement

	· Sometimes, customers fail to communicate their needs effectively.  Customers don’t always know what’s in the contract; they may not have even seen the contract, so they don’t know how DCMA has agreed to serve their needs.  
	· DCMA needs to educate the customers – find out their expectations and fit them to what DCMA can supply.  

· A guide for customers can be developed to explain what they can expect from DCMA.  Increased personal contact can also be provided for customers.

	· Sometimes there is more work in the contract than there are people to do it.  
	· Track and measure delegated work more accurately, especially for budget and staffing decisions.  

	· Customers want more direct involvement from DCMA, but DCMA wants less. 

· “Some defense plants outsource enough manufacturing that up to 85% of material doesn’t get DCMA inspection. The customer wants our involvement” but plants and manufacturers don’t. 
	· This problem stems from a staffing problem—DCMA is down to 12,500 people from 25,000 not too many years ago. There are not enough people to check every product, so enlargement of the agency is needed.



	· The mission is changing and they are not recognizing that fact

	· “They are changing the repertoire that soldiers are using and our agency needs to be part of that updating process because we are accountable for some of those services or products.  There is a need for a performance business plan and workforce plan based on those changes. “ 




COMMUNICATION

	Positive Comments:

	· E-mail messages with little videos of the DMCA Director and Deputy Director talking about DCMA’s mission, philosophy, future

· More frequent all-hands meetings

· Everything’s on the internet – free access, free-flowing, not restricted to certain individuals.

· We do get a lot of communication from superiors

· Relatively new director is a great communicator

· New director listens to the field – willing to take action 

· Electronic tools for communication purposes are provided (e.g. blackberries)

	Areas of Concern:

	Issues
	Employee Suggestions for Improvement

	· “Degree of top-down communication received depends on one’s grade level - 13/14s learn a lot about the big picture, but 7/8s don’t. “

· “When I ask about something not directly related to my work, I get the answer, ‘it’s not your concern’.” 
	· Be sure to include lower-graded employees in communications process, especially for top-down communications.



	· We lack consistency in communication from HQ and districts to the field. The districts differ in the communications sent to the field.

· We now have civilian directors at the district level, where we used to have military commanders [an improvement].

· There is a problem in the actual communication of policy.  Every 3 years a new director is appointed, and when that happens, our mission/vision changes.  Buzzwords from the previous director change with the new director.  There’s not a lag in communication so much as a new slant every few years.  The language changes, and there may be an interpretation problem.

· There’s a big difference in how the East is run and the West is run, due to differences in communication and interpretation.


	· The big thing would have to do with the military:  they really need to learn what we do and only make changes that make sense.  As new folks come into the organization, they need to settle in [allow more time].  They really only focus on fixing the things that need to be fixed.  Our strategic objective needs to be long-term.



	Issues
	Employee Suggestions for Improvement

	· Rewards are given without any communication. 

· “The last three awards I got, I have no idea why I got them.”

· “My supervisor had to ‘work’ the awards system to get me an award. The regular pool had no money, but there was money in a different pool, so he lied about my involvement with a project so I could get rewarded for work I really did do.”
	· Communicate the reason for awards when distributing them. Cleaning up the way rewards are handled might allow for more honesty.



	· The chain of command is strictly enforced for communications. This can be a hindrance.


	· Allow employees to get information about personnel matters without going through the chain-of-command.


FAIRNESS & TREATMENT OF OTHERS

	Positive Comments:

	· For the most part, privacy is maintained when there is a problem with an employee’s performance. Most meetings about such issues are “closed-door.”  Rumors spread quickly, though. 

· A counselor not affiliated with DCMA [from OPM, actually] comes by once a week to discuss employee concerns. It’s considered helpful. There is a fairly strong union, too. 

· Really? Where/ When???
· We have an EEO person in the office.

	Areas of Concern:

	Issues
	Employee Suggestions for Improvement

	· Unequal distribution of work. Hard/good workers get “punished” with more work, while those who do less than they should can “coast” on others’ efforts

· (help! Im drownding…)
	· Ensure supervisors understand the inequality that exists. Get supervisors to demand more from those who are slacking off. 

· Make true rewards available to hard/good workers.

	· “If you do really good work, and your supervisor doesn’t like you, you might not get nominated for an award.”


	· Let people other than just one’s own supervisor nominate employees for awards.

	· Existence of in-group/out-groups. 

· “You’re either in with the clique or you’re not.”

In the past, relationships/friendships have determined whether a pay raise was granted or not.  Career decisions are made based on these relationships – promotions, rewards and recognition go to in-group people.  
	


TRAINING & CAREER DEVELOPMENT

	Positive Comments:

	· Individually, we do IDPs, meet with team leaders, and determine what courses we need to take.  Sometimes you do take them, or some of them.  It depends on availability of courses.

· The mandatory courses are good because you definitely will get them, sooner or later.

· Tuition assistance has improved. “Wish we had more, but it’s better.”

· Leadership has never turned down a training opportunity as long as the budget and the need are there.

· Training opportunities are not limited to formal classes.


	Areas of Concern:

	Issues
	Employee Suggestions for Improvement

	· “A lot of the training we get is the latest fad.  Predictive analysis is an example.”
	· Training for senior leaders has to be meaningful.  Train in those things which will need to be done, practical things.  

	· There is less opportunity to take training than there should be.  It can depend on availability of funds (billets) 

· Resources are few and poorly allocated.

· “Funding is so tight, you don’t even get all of your Priority 1 courses.” 
	· Push for more billets.  

	· Employees need refresher training, especially hazard training, which is mandated by law.
	

	· Training is not based on employees’ needs.

· “I’ve been to courses that I could have taught.” 

· “Everyone gets shoved through certain courses whether it’s necessary or not. It’s just maneuvering for dollars.” 
	· Make sure training is matched to employees’ real needs.

· Agency-level definitions of what training is required for someone to be “qualified” for a position should be developed. 

	Issues
	Employee Suggestions for Improvement

	· There are so few training resources, and so few employees (50% reduction in workforce over last several years), and so much work, many patently unqualified employees are doing mission-critical work.  The gap between training needs and training resources has never been larger.
	· Only solution seems impossible: get back to 25,000 employees instead of 12,500 and massively increase training budget. 

	· New DCMA philosophy is to judge product solely on contractor data, which is often inaccurate, sometimes deliberately so.
	· Train employees to judge the quality of products directly. 

	· Training opportunities are defined/ limited by one’s job title and formal career path - very difficult, if not impossible, to get cross-training.


	· Recognize and support the need for cross-training. 

· Support cross-training as a way to fill needed positions and encourage retention.

	· No career paths.

· IDPs rarely serve any useful purpose and seem theoretical at best.

· “You have to anticipate what training you’re going to need without any guidance. You’re guessing most of the time.”

· “There’s a basic blueprint for certification, but beyond that, very little.”
	· Improve the use of IDPs and give guidance for creating them.

· Make people aware about the opportunities that are out there for them.  Make this information part of the employee orientation.  There is a need to present more information in their orientation package.


	· Lack of standardization.  Some supervisors won’t send or support employees for any training, others are very supportive.

· There is a need for rotational assignments, mentoring, and developmental opportunities – these opportunities typically go to a core group.


	


SUPERVISION

	Positive Comments:

	· Some supervisors are very good, plenty are not.

· There is a lot of support for employees who want to take advantage of the flex programs (flexi-time, training, etc)
· Most supervisors are fair when it comes to approving technological resources (computers)



	Areas of Concern:

	Issues
	Employee Suggestions for Improvement

	· Supervisors vary dramatically in skill and willingness to learn the position. 

· Selection of supervisors is an issue. Some are outstanding and obvious candidates, others are so unskilled that favoritism may be the only explanation.

· “The best supervisors were people who came to the job determined to learn how to do it well. Others are placed in the job with little or no training, and think they know how to do it well.”

· “Some just take the job because it’s a promotion.”

· Many supervisors lack people skills.  They have the technical skills but not the people skills
· Many supervisors do not treat people like adults
· They don’t know how to manage a civilian workforce

	· Mandatory training on how to supervise and lead people for all in the supervisory role. 

· Specify and enforce selection criteria for supervisors.

· Treat people as adults.  Give respect to all employees.



	· Many supervisors just to go to their high performers instead of demanding improvement from the low performers.

· “There’s very little distinction between ‘satisfactory’ and ‘outstanding’, and not much difference in pay either.”

· “The older system wasn’t any better. Because you could really punish people who [got low ratings], there was a lot of fighting over performance ratings. Now there’s no fighting because everyone just gets satisfactory.”


	· “Supervisors need very clear guidance, in writing, on what is high and low performance.”



	Issues
	Employee Suggestions for Improvement

	· “I’ve seen supervisors turn their back on major quality violations. They take the path of least resistance. When customers or contractors fight back, it’s easier just to give in.”

· “I learned that one of the companies we review has serious mistakes and violations in their equipment—these are major flaws. None of [that company’s] testing procedures were certified, and my supervisor, and his supervisor, told me they ‘didn’t want to go down that path.”

· Supervisors are task oriented. They don’t know how to share a vision.  They need to present the vision, opportunities, innovation, and motivation.
· The corporate culture is very directive.  There is no promotion of innovation or risk taking.  In other words, this is not the type of culture that allows creative thinking.  People are afraid to face the new culture that empowers them to make the decisions and to be creative.  

	· Enforce the mission of DCMA and enforce federal standards for defense equipment.

	Issues
	Employee Suggestions for Improvement

	· There are trust issues.  There are trust issues because supervisors are the ones who will ultimately be accountable for the decisions made.

	· Provide the opportunity to be innovative and creative



PERFORMANCE MEASURES

	Positive Comments:

	· We do have a system that allows us to collect meaningful performance measures – we measure transaction based stuff 

· We have a performance plan – we have the structure for compliance with GPRA – we have an integrated management system



	Areas of Concern:

	Issues
	Employee Suggestions for Improvement

	· “A lot of what we do is hard to measure, things like customer contact.  Leadership wants to measure everything.  Everything can be measured, but is that what’s most important?  It’s not a one-size-fits-all measuring situation.”
	· We need flexibility in the metrics, as well.  We need to give customers and/or local commanders more say in how satisfaction is measured.  

	· “We don’t measure effectiveness, we don’t have meaningful effectiveness measures, we only measure efficiency – we need to be able to link resources and outcomes, i.e., effectiveness measures, esp. in terms of customers.”

· “We shouldn’t collect any data that we are not going to use.”

	· “We need to conduct process capability studies – what do we want to achieve, and what will it cost to achieve that?  Back to TQM - change one thing, measure the outcome, and then start something else – don’t start something else until we completely evaluate the first thing.”

· “We don’t get customer input into defining the effectiveness levels – there is a plan to get the voice of the customer involved in the determination of what constitutes effectiveness.  There needs to be follow-through here.”



	· “What we fail to do is say, we failed – so we don’t look at what we do when we fail – we say we’re different, and we don’t benchmark.”
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