Introduction to your unit’s 

Unit Performance Factors 

The Unit Performance Factors (UPFs) for your unit represent a three-page summary that maps the unit’s world of work – missions, customers, processes, etc.  Your UPFs will be similar for units of a similar type but will vary a bit according to mission balance, regional differences, etc.

There is a logical flow to the items on the worksheet:  

Your unit has missions that are performed through key processes that deliver key products and services to key customers in order to achieve key outcomes.  Key processes rely on successful operation of key support processes.  Both types of processes depend on the right inputs being received from key suppliers.  Critical success factors are those aspects of unit activity/operations that must be achieved to ensure success – the things that can keep a CO awake at night.

UPF Items – Discussion/Definitions

	Unit Missions


	These are the familiar responsibilities assigned to the unit, usually few in number.  For operational units these will be things like SAR, ELT, Marine Environmental Response, Homeland Security, etc.  At support units, missions will be training, maintenance and repair, etc.



	Unit statistics 

(Work Force, Subordinate Commands, Total Budget)


	These items should be self-explanatory.



	Key Customers 
	These are recipients of the outputs of your key processes (see below), in the form of services or products.  Their requirements are the criteria that you and they use to gauge the quality of service/product provided.



	Key Outcomes
	If you successfully conduct your mission(s), what are the positive results? For operational units, these will be lives saved, a clean environment, etc. and for support units, well-maintained cutters, a trained work force, etc.



	Key Processes
	Processes that have a direct and immediate affect on mission performance that must be operated for a mission to be conducted.  




	Key Support Processes


	On-board processes which are essential for the unit to have the capability to operate.  Key support processes are no less important than key processes.  Example: training and maintenance are absolutely essential at an Airstation, but they are support processes.



	Critical Success Factors


	Aspects of the unit’s functioning that define successful operations and ability to operate, ‘the things that keep the CO awake at night’. (Or, hopefully, the things that allow him/her to sleep soundly.)  



	Key Suppliers


	Other units/organizations that provide the inputs (material, information, personnel, funds) essential to your key processes and key support processes.



	Other pertinent strategic factors


	Those factors that you have to keep in mind in operating the unit that arise out of the local environment and/or the part of the Coast Guard you’re in – local community concern, local politics, new assets coming on-line, etc.



	Feedback


	What ways do you give and receive feedback from customers and suppliers, etc?



	Performance Measures


	What measures are in place to tell you how well you do things at your unit?




Steps to Filling out the UPF

General Information 

(Blocks B, C, D)
1. Begin by filling out the straightforward items in blocks B, C, and D: Unit Name, Work Force, Subordinate Commands, and Total Budget.

Missions
(Block A)

2. For Unit Missions (Block A), list those particular items that your unit is responsible for.  Examples: Law Enforcement, Spill Response, SAR, Training (for a training command).  This will be a small number of items, probably less than six, often as few as 2-3.

Key Processes and Key Support Processes 
(Blocks G, H)


3. Jump to Key Processes (Block G).  Look at your list of missions and identify the outputs associated with each mission, things like searches, rescues, contained spills, COIs, CG-4100s, and trained students.  Now, identify the processes that produce these things: search planning, rescue operations, spill response, vessel inspection, LE boardings, classroom training.  These are your Key Processes, processes that have a direct and immediate impact on mission performance.  List them in Block G.


4. There are other processes at your unit or on your staff that are essential to successful operation of your Key Processes, which provide you the capability to carry out your missions.  These are your Key Support Processes (Block H).  They are no less important than your key processes, but occupy a different tier of your process management.  For operational units, examples of Key Support Processes are training, maintenance, procurement, and personnel management.


Key Outcomes 
(Block F)
5. If you perform your Missions by successfully operating your Key Processes, producing the right outputs, certain desirable things result – saved lives, safe operation of vessels, drugs intercepted, a trained workforce.  These items are your Key Outcomes (Block F).

Key Customers 
(Block E)


6. Go back to your Key Processes.  List the output(s) for each process: a search and rescue, a COI, a trained student.  These outputs are the Services/Products (middle column, Block E) you provide to recipients outside the organization.  Who receives your output?  Those individuals/ organizations are your Key Customers.  What criteria do they use to judge the quality of your output?  Those criteria are their Requirements.   Other individuals, groups or organizations may care about how you perform your missions, but if they are not the direct recipients of your Key Process outputs, they are stakeholders, not customers.

Key Suppliers 

(Block J)


7. Look at your Key Processes and Key Support Processes.  What are the inputs (people, information, funds, materials, assets) needed to initiate these processes and keep them running to completion?  These are the Services/Products you require to operate.  The sources of these inputs are your Key Suppliers and the criteria you use to determine whether or not they are successful at providing the inputs are your Requirements. 
Critical Success Factors 

(Block I)

8. What are the items that you consistently keep an eye to keep the organization on track?  What has to be taken care of for the organization to be effective?  These items are your Critical Success Factors and might include things like having well-trained and experienced personnel on board, receiving timely/accurate information, good relations with local agencies, etc.

Other Pertinent Strategic Factors

(Block K)

9. What things are present in your local environment and/or your part of the Coast Guard that affect decision-making for your unit or staff?  What are the important local conditions/factors that might make your organization different from similar units or staff elsewhere.  Examples: heightened environmental awareness in the local area, new assets coming on line, rate consolidations, presence of a powerful political figure, etc.

Feedback

(Block L)

10.   How is feedback given to your suppliers and received from your customers?   
  What other types of feedback does the Unit give and receive?

Performance Measures

(Block M)

11.   What Performance measures are in place to track you unit’s performance?  How do you 
   know things are going well at your Unit?

Unit Performance Factors

	Unit Name: Marine Safety Office Savannah
	( with field units
	( Staff only


A.  Unit Mission(s):  What is this unit tasked to do by the Coast Guard?

	· Homeland Security
	· Marine Safety/Port Security

	· Port State Control Foreign Freight Vessel Inspections
	· Facility Inspections/Pollution Investigation

	· 
	· 

	
	· 


	B.  Work Force:
	Officers:  16
	Enlisted:  50
	Civilians:  2

	How many people are
assigned to the unit?
	Reservists:  45
	Auxiliarists: 
	Contracted: 


	C.  Subordinate Commands:
	List any other units for which this unit has a mission-related chain-of-command
responsibility, e.g., cutters and/or stations subordinate to a group. 

	(
	(
	(

	(
	(
	(


	D.  Total Budget:
	$
	AFC-30 Operating: $
	AFC-57 Medical: $

	How much funding does the unit control?
	Other: $
	AFC-56 Training: $
	AFC-4X Maintenance: $


E.  Key Customers (individuals, groups, units, or categories of customers):
	Customer
	Services/Products You Provide
	Customer’s Requirement(s)

	Who are the persons/groups that depend on your products/services?
	What do you produce for each customer?
	What about this service or product is important to each customer?

	· Maritime Community
	· Ensure that the waterways are safe to navigate.

· Mariners do not pollute 
	· International Trade depends upon safely navigating entry into the Port of Savannah to deliver goods

· 

	· Various Industry
	· Ensure that the safe flow of goods into the Port are accomplished.

· 
	· World trade and our nation depend on the safe transportation of goods

· 

	· International Mariners
	· Ensure that CFR/International Laws for SOLAS are enforced

· 
	· Standards of safety

· 

	· 
	· 
	· 

	· 
	· 
	· 


F.  Key Outcomes:  What are the ultimate results of successfully completing your mission(s)?

	· 
	· 

	· 
	· 

	· 
	· 


G.  Key Processes:  What are the main things your unit must do to accomplish its missions or to be successful?

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 


	H.  Key Support Processes:
	What are the main internal things your unit must do to be successful? (i.e., admin, supply, medical, training/qualifying, etc.).

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 


	I.  Critical Success Factors:
	Considering your unit’s mission(s) and strategies, what performance areas or things are of greatest importance? (e.g., retention, on-time delivery, response, etc.).

	· 
	· 

	· 
	· 


J.  Key Suppliers:  What does this unit need to complete its missions and who supplies it?
	Service/Product Required
	Your Unit’s Requirement(s)
	Supplier (Provider)

	What help/support/object do you need in order to complete your missions?
	What about this service or product is most important to your unit?
	Who are the persons/groups on which you depend for each product/service?

	· 
	· 
	· 

	· 
	· 
	· 

	· 
	· 
	· 

	· 
	· 
	· 


	K.  Other pertinent strategic factors:
	Such as, operating environment, regulatory requirements, special equipment, new missions, partners, etc.

	· 
	· 

	· 
	· 


	L. Feedback:
	How is feedback given to your suppliers and received from your customers?   What other types of feedback does the Unit give and receive?

	· 
	· 

	· 
	· 


	M. Performance Measures:
	What Performance measures are in place to track you unit’s performance?  How do you know things are going well at your Unit?

	· 
	· 

	· 
	· 



Overarching Indications that let the Unit know it is moving in the right direction.  If it doesn’t happen it may keep you up at night.
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