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This Package includes:

· Relationship Flowchart

· Job Aids for completing your UPF Profile

· Blank Unit Performance Factors Profile

NOTE:
· Copies of the Workshop slide presentation with notes can be obtained on disc (if requested) or downloaded from http://cgweb.comdt.uscg.mil/g-cqm/index.htm.
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The UPF flowchart provided is designed to help illustrate the dynamic relationship between each of the profile areas within the document.  It should assist your team with understanding the links of each area and emphasize the need to capture the information for your unit as accurately as possible.  Here are the steps through the flowchart.

Your Unit Type determines your unit missions.  You need to specifically define your Unit Missions. These missions are successfully performed through your Key Mission Processes.  Your Key Mission Processes are at a macro-level.  If they are well defined, understood, and controlled, these processes will deliver outstanding Key Products/Services as determined by unit type and clearly defined by your Key Customers.  By managing your key processes to effectively provide products/services to your Key Customers, the unit will achieve its Key Outcomes.

Documenting this information has several benefits.  First, it is information you should provide to your stakeholders (including the boss).  Second, this information helps to keep the unit focused and provides factual absolute information which validates both your Unit Type and Unit Missions.  

The unit’s Key Suppliers provide you crucial support/materials needed to be successful as measured by your overall unit effectiveness.  Key Support Processes, although they don’t directly impact the key processes, are those processes that have a significant impact on the overall success of your workforce by providing necessary support.  By identifying, focusing and balancing your Human Resources you can ensure the entire workforce has the tools needed to perform your Key Mission Processes consistently.  This information is entered on the UPF in Block C (Workforce).

Critical Success Factors are those areas you identify as things that need to be in place and working at their peak if the unit is to succeed.  The best tool your team has to ensure these things remain constant (or improve) is measurement.  These areas have the potential to be developed into the Unit’s Balanced Scorecard or Performance Measures.  Things like Plant Condition (your buildings), Personnel Status, Mission Effectiveness, Training and Development, Customer/Stakeholder Satisfaction, and Budget Status are all focus areas in this block of the UPF (Block I).  These areas are indicated by the green meter symbol on the flowchart.

So, here’s what it looks like:

The Type of Unit (in part) determines the Mission…which, with a well trained and supported workforce supplied with the right tools, will perform Key Mission Processes…delivering your Key Product/Services…to your Key Customers…achieving your Key Outcomes.  These Key Outcomes are the measures of effectiveness that you provide to your Stakeholders/Bosses and validate Mission Effectiveness for the entire Unit.  Your Critical Success Factors identify those things the leaders have deemed most important to accomplish or do well in order to ensure continued success. 
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	B.  Key Outcomes: 
	What are the ultimate results of successfully completing your mission(s)? (e.g., lives & property saved; reduced risks in ports & waterways; reduced vessel collisions, allisions, & groundings)
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Start by filling in your unit/staff name.





If this unit has subordinate units under its control and is including them in the scope of this UPF, check the first block.  If no other units are included, check the second block.  Detachments may or may not be considered “subordinate commands.”





If you have subordinate commands, it is crucial to share your UPF with them.  This will help them see the links between their system and yours more clearly.  Example of a subordinate command:  Small Boat Station to a Sector/Group.  Request a UPF for each of your subordinate commands.








The key to this information is to look for the direct link between Missions & Key Customer Requirements.  “We perform this mission for this Customer(s) and they expect it to look this way.”





Specifically identifying Key Customer or customer groups will help the unit to identify their needs and set about meeting them.  Additionally, it will help the leadership team develop a management system (plan) to support these efforts.  Helpful cues to identify Key Customers and Customer Groups are:





Can we talk with them face-to-face?  Can we directly ask what they need from us?


Can they specifically define what they need or expect of us (requirements)?


Do they directly benefit from our services/products or are they affected in a secondary way?


Can they provide us with direct/specific feedback about our services/products?


Are there any natural groupings or categories we can use to organize our customers and their requirements? (Segmentation)





NOTE:  Your Key Outcomes are the result of successfully completing your missions, which are directly linked to your Key Customer Groups’ requirements.











Key Outcomes are brief statements describing the outcome or result of successfully completing your missions.  A few points that may assist in defining outcomes are:








Remember the direct link between your missions and Key Customer Requirements:  Successful mission accomplishment should satisfy Key Customer requirements.





Key Outcomes should be supported by your Key Measures.  In other words, you should have some fact-based proof of your success at meeting Mission and Key Customer Requirements. 








This area is used to capture the Unit’s Budget information.  It needs to be accurate enough for you to understand your funding base.  Along with the workforce section, this identifies the resources (less platforms and equipment) your unit has available to accomplish its missions.





This area is a snapshot of Unit funding.


May assist to identify recurring funding/support issues.


Assists new CO/OinC with understanding the funds available to sustain unit operations.





AFC-30  Operating Funds				AFC-4X  Maintenance Funds


AFC-56  Training Funds				Other       Your Catch-All


AFC-57  Medical Funds








This section captures the composition of your workforce.  This information helps to identify the type and number of people you have to work with.








Key Mission Processes are those well-defined (predictable, repeatable, and measurable) processes that your unit uses to succeed at its missions.  When executed correctly and consistently, these processes meet or exceed Key Customer Requirements.  Key Mission Processes Directly Link to your Missions and Key Customers.  Simply put, Key Mission Processes are the step-by-step methods used to deliver your services/products.  Some possible examples might be:





Setting Aids to Navigation


Vessel Boarding for Fisheries Law Enforcement


Air Surveillance for Fisheries Law Enforcement


Logistics (Air Station)


Cutter Support (ISC)


Boarding Team training/certification (Training Center/Team)


Execution of a Search and Rescue Sortie.





Define your Key Mission Processes is from a macro-level.  There are many sub-processes or tasks that collectively make up a Key Mission Process.  An example of this might be:  Launching the Small Boat safely is a sub-process of Vessel Boarding.





Key Support Processes are those processes that make it possible to perform your Key Mission Processes in the most effective and efficient way.  Key Support Processes enable the workforce to successfully execute Key Mission Processes.  To test for a Key Support Process, ask two questions:





If we don’t do this, how will it affect Unit Performance?


If we could, would we outsource this process to a Key Supplier?





Some Examples of Key Support Processes might be:  Deck-watch qualification process, correspondence tracking, or flight deck training.





Note:  Key Support Processes are not a direct part of your Key Mission Processes; however, they do have a significant impact on your workforce, your capability to perform, and overall Unit Performance.





Critical Success Factors are those things that are critical to mission execution and meeting key customer requirements.  In other words, as senior leaders, what are the things that would keep you up at night if they were not functioning well.  Examples might be:





Maintaining fire control qualifications.


A well-trained, highly-qualified workforce.


Consistent and timely response.


Technology that is easy to use and applicable to our mission.


An effective safety program-safe crew.


Keeping boaters off the break wall.





NOTE:  Critical Success Factors may indicate areas to measure in the unit’s Balanced Scorecard.





Key Suppliers are those sources that provide you products/services (i.e., information, resources, equipment) necessary for you to operate.  It is important that you identify key products/services you need/receive, who provides them, what your requirements are, and what feedback you provide to them on their performance.  To assist in identifying Key Suppliers consider:





If the product/service is not delivered as required, can we meet our Key Customer requirements or perform our Key Mission and support processes?





If not provided, will it be difficult to meet our Missions?





Some examples of Key Suppliers might be:  ISC for administrative support, Air Station for logistic support, Commercial Carriers for timely delivery of parts, District (ole) for accurate and timely intelligence data/information.





Measuring your Key Suppliers’ performance enables you to monitor their ability to support unit effectiveness and provides a fact-based approach to providing performance feedback.





Use this area to list those things that are challenges or issues affecting unit performance.  These may be issues that are unique to the unit or geography.  Examples might be:  





Large numbers of detachments.





Remote geographic areas.





Unique qualification needs.





Increased security issues.





Unique partnerships such as agreements with local agencies.





Start Here
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