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1. Introduction

In the Transformation Planning Guidance, the Secretary of Defense states: “We must also transform not only our armed forces, but also the Department that serves them by encouraging a culture of creativity and prudent risk-taking.  We must promote an entrepreneurial approach to developing military capabilities, one that encourages people to be proactive, not reactive, and anticipates threats before they emerge.”  In support of the key objective of transforming the Department, the architecture will bring significant changes to how work is done, and changing the way work is done often entails changing behaviors.  Staff will have to look at their tasks in different ways, and changing current behaviors requires applying innovative and creative incentives. 

This Incentive Plan (the Plan) describes a framework for aligning incentives with Business Management Modernization Program (BMMP) goals and objectives, provides incentive options, and recommends how incentives should be implemented and sustained.  Using organizations, teams, and individuals as focal points for incentives, this Plan aligns current and needed behaviors to support the transformation of DoD. This Plan proposes encouraging a core set of desired behaviors across DoD (at the organizational level) to establish a common foundation.  As the implementation of the architecture progresses, detailed incentive plans for the Domains and Segments would mirror the implementation lifecycle.  More detail on this framework is provided in Section 3 of the document.

Incentives and awards have been used by DoD for many years, have taken many forms, and are guided by policy established by organizations like the Office of Personnel Management (OPM) and the Office of the Undersecretary of Defense Personnel and Readiness (OUSD (P&R)). This Plan supports extending and leveraging any existing mechanisms, structures, and policies in developing incentive programs to support BMMP.  Additional BMMP incentive efforts should be coordinated, and knowledge shared, with the DoD Transformation Office and others who are working to transform the Department.  Moreover, a central tenet in this document is that incentives are not standalone tools for change.  This Plan discusses how incentives should be linked to strategic objectives, how they should be incorporated into performance management processes, and how they should align with change management and communications activities. 

Incentives will be designed according to principles that encourage extensive support and participation of key stakeholders in alignment with BMMP goals and objectives.  In this document, references are made to incentive oversight and decision-making bodies.  These organizations are in the process of having their responsibilities clarified and roles defined.  Having these organizations in place and functioning is essential to developing effective incentives to support BMMP implementation. 
References are also made to awards and incentives.  The term award is often used in the DoD and is defined by the DoD Civilian Personnel Manual, Subchapter 451 as: 

Something bestowed or an action taken to recognize and reward individual or team achievement that contributes to meeting organizational goals or improving the efficiency, effectiveness, and economy of the Government or is otherwise in the public interest.  Such awards include, but are not limited to, employee incentives that are based on predetermined criteria such as productivity standards, performance goals, measurement systems, award formulas or payout schedules. 
In alignment with this definition, the term incentives in this document refers to the programs and initiatives that link a strategic objective to specific performance goals. 


1.1 Purpose

The purpose of this document is to provide an overview and framework for how incentives will assist a successful transition to the Business Enterprise Architecture (BEA) by promoting desired behavioral changes at the organizational, team, and individual levels. 

This Incentive Plan discusses the role of incentives to motivate desired behaviors, reviews current DoD practices, examines various factors required to implement an incentives program in the public sector, presents a need to establish a common foundation of core behaviors focused on the enterprise, discusses how incentives can promote the effective transition to BEA, and identifies what activities are needed to support current and future incentive plans to mirror BEA implementation. 
This Incentive Plan describes the specific steps for integrating incentives into the transition from the “As Is” to the “To Be” state as defined by the BEA.  Incentives will be designed according to design principles presented in Section 1.6 and developed with participation of key stakeholders. The Incentive Plan discusses the following:

· Current DoD activity with incentives and awards

· Desired behaviors needed for enterprise success

· Implementation mechanisms and options

· Results that the desired behaviors are expected to achieve

· Attributes that characterize the incentives

· Notional implementation schedule

Responsibility for BEA implementation, and therefore administration of incentives, will be shared by various entities.  This Incentive Plan recognizes this fact and as the governance guidelines define roles and responsibilities, this Incentive Plan and future detailed incentive plans can be aligned with appropriate portions of the implementation. 

1.2 Organization of Document

The Incentive Plan, comprised of six sections and two accompanying appendices, provides a description of the role of incentives and rewards when introducing significant process and technology changes in an organization.  The organization is as follows: 

1. Introduction: Establishes the purpose, scope and objectives of the Incentive Plan and the role of incentives.  Introduces the need for incentives and provides the context for how they are used to support change, provides linkages to change management and communications activities, and presents the design principles and assumptions that guided development of this document.  

2. Overview of Awards in DoD: Discusses the current pressures for DoD to focus on performance-based results, introduces a framework for performance management as described by the Office of Personnel Management (OPM), provides the types of incentives and eligibility, and presents an overview of incentive responsibilities and guidelines.  Also presents three characteristics of public sector organizations that impact the planning and implementation of incentives in DoD.

3. Incentives Approach and Framework: Introduces the overall incentives approach, describes how incentives support strategic objectives and align with performance management, and describes incentive characteristics.
4. Incentives and the Architecture: Presents an overall set of desired behaviors that support and reinforce BMMP goals and describes selected behaviors to promote in the short-term.

5. Critical Success Factors: Describes factors critical to the successful implementation of Incentive Plans in support of the overall success of BMMP.

6. BMMP Incentives Next Steps: Presents a high-level, notional schedule and table of milestones for the development of incentive plans specifically related to Quick Wins/Pilots and at DoD-wide, Domain, and Segment levels; and proposes a timeframe to develop and implement each plan.

7. Appendix A: Contains examples of incentive programs successfully implemented in the DoD.

8. Appendix B: Contains a set of sample incentive ideas and characteristics.


1.3 Scope of Annex

This Incentive Plan describes the use of, and a framework for, incentives within the BEA transition.  It establishes the need to implement a set of DoD-wide, or organizational, incentives to promote a core set of behaviors, and to provide mechanisms and recognition ideas for those incentives.  This Incentive Plan also presents a set of next steps before more detailed incentive plans, mirroring the architecture’s implementation, can be developed.  

This document illustrates how incentives are currently used within DoD, describes the current responsibility structure, and outlines options for implementing and rewarding performance.  In conjunction with the Change Management and Communications (CMC) and Education and Training High-Level Plans, these documents provide the “people” perspective necessary to successfully support the implementation of the enterprise architecture. 

1.4 Methodology

The underlying philosophy of the Incentive Plan is to leverage existing public sector incentives practices and to create and integrate new ones, where necessary, to promote and reward desired behavioral changes required to meet the goals of the transformation.  Incentive programs and awards should correspond to the level of transformation the program will bring.  

The Incentive Planning Team, with the support of the BEA Transition Planning and Change Management and Communications Teams, captured the unique aspects of implementing incentives in the DoD; this Plan highlights their importance when implementing the BEA.  

Related resources from academic research, leading practices, and workplace examples as well as interviews with functional experts in areas of the architecture were utilized in developing this Plan.  Functional experts from nine Functional Areas provided information on the significance of the changes proposed by the architecture, the challenges associated with implementing the architecture, anticipated barriers and hurdles, and the enablers that influence and facilitate the transition.  These functional areas are:

· Procurement, Payables, Acquisition and Disbursing,

· Logistics,

· Human Resource Management,

· Strategic Planning and Budgeting,

· Financial and Management Reporting,

· Collections and Accounts Receivable Management,

· Accounting,

· Installations and Environment, and

· Financial Statements.

Additional data derived from the teams is located in the BMMP Transition Planning Organizational Readiness Assessment document.   

1.5 Role of Incentives

Incentives are proactive tools used to motivate and increase performance towards a common goal.  Based on metrics that link strategies to organizational planning, incentives measure employee performance, specifically how employees are adapting to changes such as new management methods, new technology, streamlined processes, and operational support systems.  

In any business, department, or agency, employees perform specific work tasks as they were trained when brought into the organization.  Performing a job in a different manner or changing the boundaries of a role is not their focus, and changing the role or task of staff is often met with challenges and calls to maintain the status quo.  Management usually implements a directive to change behavior, roles, or tasks, and this can be a successful mechanism.  However, solely instituting a directive approach can have many negative ramifications, especially if the staff feels they were not included in the decision process or informed of the changes in advance.  One tool that helps balance a directive approach is using incentives.

Incentives programs with desirable rewards provide positive feedback to employees and recognize the organization’s, team’s, or individual’s value and contribution.  Incentives can take both a monetary and non-monetary form and are utilized to express satisfaction with performance, to recognize top performers, and reward changes in behavior or personal investment. 

Incentives and rewards are widely employed in the private sector and linked to desired performance outcomes that ultimately affect the organization’s bottom line.  The use of incentives to reward effectiveness and efficiencies in the public sector has come about in the past decade through increased emphasis on performance results, generated by such government initiatives as the Government Performance and Results Act (GPRA), the National Performance Review, the President’s Management Agenda, and the recent Program Assessment Rating Tool (PART).  Additionally, the General Accounting Office (GAO) report entitled “DoD Financial Management:  Integrated Approach, Accountability, Transparency, and Incentives Are Keys To Effective Reform” identified challenges encountered on DoD projects.  Issues such as cultural resistance to change, lack of focus on results-oriented goals and performance measures, and inadequate incentives to change were seen as the key barriers to effective reform.  

As part of the BEA Transition Plan, this Incentive Plan identifies desired behaviors to achieve the vision and goals of BMMP.  Using a blended approach consisting of incentives, executive sponsorship, policy directives, and workshops to establish key stakeholder support will all aid in successful BEA implementation.  This Incentive Plan identifies ways to facilitate change through the use of incentives to induce and encourage DoD personnel to take on new roles or perform jobs differently and thus bring about change.  

Development and implementation of the “To Be” environment is based on a three-pronged approach focusing on process, people, and technology, as presented in Figure 1.  
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Figure 1:  Process, People and Technology

The process and technology components of the BEA Transition Plan focus on improving processes and supporting technology.  The CMC Plan provides the overall strategic guidance for managing change.  It leverages the principles outlined in the Change Management Strategy in order to prepare for and facilitate change.  The Incentive Plan is an important component of the “people” aspect of the transition, and is provided in conjunction with the Change Management and Communications Plan and the Education and Training High-Level Plan to address the most challenging aspects of a transformation effort: The people.  

1.6 Incentives Design Principles and Assumptions

The BEA Transition Plan Strategy provides the approach for developing the Incentive Plan.  The design principles detailed in the Strategy have been used as guidelines to shape and direct the Plan.  The Incentive Plan design principles are found in Table 1‑1.

Table 1‑1 Design Principles

	Incentive Design Principles

	· 

	· Create awards commensurate with the significance of BMMP

	· Recognize excellence from the highest Executive Level

	· Communicate incentives, criteria, and rewards clearly 

	· Customize incentives for each community

	· Gather feedback and modify incentives accordingly

	· Manage incentives at all levels to promote BEA-compliance

	· Remember that money is not always the best incentive

	· Make recipient actions measurable, verifiable, and traceable

	· Reward early adopters


The following assumptions outline activities required prior to the introduction of new incentives for BMMP.  They are required throughout the transition to achieve effective implementation. 
· Executive decision makers will be supportive of the philosophies and principles of change management and communications as outlined in the CMC Plan.

· Executive support and funding for incentives exists.

· The Department is willing to consider ambitious alternatives for incentives.

· Focus groups will be convened to establish which incentives would be most successful.

· Incentives are consistently evaluated for effectiveness.

· The structure of oversight for BMMP incentives will be determined and aligned with appropriate existing structures, mechanisms and guidelines, as discussed in Section 2.0.  

· Performance management within DoD is consistent and applied evenly across the agencies and departments.  Performance management requires aggressive management promotion and established objectives that are aligned with DoD strategic plans.

· Stakeholders will be defined and participate in active transformation roles.

· Any anticipated resistance, both existing and potential, will have been identified and corresponding mitigation strategies developed.

· Business Modernization Systems Integration (BMSI), Domain Owners, and Lead Agents will understand and accept their roles and responsibilities associated with promoting and implementing incentives.

· Accountability for incentive success will be established at all levels.

· A mechanism will exist for incentives to be reviewed at the highest levels in DoD.

· Incentives for BMMP Quick Wins and Pilots will be implemented immediately to accommodate the near-term timeframe associated with these initiatives.

2. Overview of Awards in DoD

Initiatives such as GPRA and the President’s Management Agenda increase focus on results and rewards for improved efficiency and effectiveness.  Pay-for-performance and other types of performance-based programs link incentives to desired performance outcomes.  The consequence is an emphasis on bottom-line results.   

Incentives have played an important role in facilitating this change in a number of organizations.  Reorganization by the Office of Personnel Management (OPM) to divest their control over employee incentives programs has resulted in greater latitude for agencies to encourage and reward employees who contribute to organizational and group efforts, or who excel at reaching individual performance goals.  The OPM guidelines provide for formal and informal recognition programs aimed at rewarding employees after a superior job has been performed or goal accomplished.  

2.1 Performance Management

On January 26, 1995 OPM announced the decentralization of the evaluation and reward systems for government agencies.  This policy applies to all government agencies, including DoD.  The news release entitled “Agencies to Get More Say Over How Employees are Evaluated and Rewarded” stated that the key ingredients of the new Performance Management system would be “flexibility and decentralization.”  It also stated that it would give “agencies the authority to determine the shape of their own appraisal and awards systems so that they could fit the needs and culture of the agency.”  

The awards programs are part of the overall employee performance management process.  The GPRA of 1993 requires each agency to prepare a program level, annual performance plan covering each program activity in its budget.  These plans are at the organization level because they establish program level performance goals that are objective, quantifiable, and measurable; describe operational resources needed to meet those goals; and establish performance indicators for measuring outcomes.  The program level performance plans are key in aligning employee performance with organizational goals. 

For our purposes, this document focuses on linking BMMP incentives to employee performance management, as outlined by OPM’s “Handbook for Measuring Employee Performance.”  The performance management process contains five major components to evaluate awards for government employees, as shown in Figure 2 below.
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Figure 2:  DoD Employee Performance Management Process

The five key areas of employee performance management are: 

· Planning work and setting expectations, 

· Continually monitoring performance, 

· Developing the capacity to perform, 

· Periodically rating performance in a summary fashion, and 

· Rewarding good performance. 

The OPM document, Handbook for Measuring Employee Performance, establishes the guidelines, and provides step-by-step instructions and options for agencies to effectively implement a performance management program that is coupled with effective use of awards (or incentives). The guidelines are based on an overall balanced scorecard approach.  DoD’s shift to a performance-based organization is not without difficulty, because it entails a new way of conducting business for the public sector.  With individual agencies implementing performance management, varying levels of maturity in its adoption exist.  This potentially poses an issue for BMMP incentives implemented DoD wide because Services and Agencies could use different mechanisms for evaluating performance or performance management principles may not be applied with the same level of discipline. 

Some agencies have effectively embraced the performance management way of thinking.  Appendix A provides a number of examples where balanced measures, individual awards, and group incentives have encouraged exceptional performance within DoD.  In particular, the ‘Gotcha Award’ program, instituted by the Naval Hospital in Pensacola, Florida and the ‘Awards Toolkit’ program implemented by NAVSEA, have challenged existing approaches, attitudes, and methods to distinguish excellence.  These programs have taken the authority given to them by OPM to incentivize their employees and recognize superior organizational, team, and individual performance.  

2.2 Current Responsibility Structure

In the Office of the Undersecretary of Defense, Personnel and Readiness OUSD (P&R) DoD Civilian Personnel Manual, Subchapter 451, responsibility for promoting and disseminating incentive rewards is divided among a number of offices within DoD.  Table 2‑1 lists current work in the incentives arena within DoD.  For BMMP, incentive programs should coordinate and leverage existing efforts, structures, or mechanisms in order to reduce development time for incentives needed in the near term for Quick Wins and Pilots and to establish efficiencies in the incentive planning process.  The general approach to how these awards are established and managed is found below. 

Table 2‑1 Responsibilities for Awards

	Responsible Party
	Responsibility

	Assistant Secretary of Defense for Force Management Policy (ASD (FMP)) 
	· Issue DoD wide policies and procedures governing the establishment and administration of awards and awards programs.

· Review and recommend specific awards greater than $10K to OPM, or for awards greater than $10K for suggestion, invention, and scientific achievement by members of the Armed Forces, regardless of individuals who may share therein.

	Director of Administration and Management (Office of the Secretary of Defense, (DA&M)) and ASD (FMP)
	· Develop and establish DoD level awards and administer the DoD level civilian honorary awards program.

	Deputy Assistant Secretary of Defense for Civilian Personnel Policy (DASD (CPP))
	· Recommend DoD wide policies and procedures governing awards programs and evaluate the implementation and effectiveness of DoD component awards programs.

	
	· 
· 
· 
· 
· 
· 

	Heads of DoD Components
	· Develop, implement, and apply one or more awards programs covered under Subchapter 451.

· Obligate funds consistent with DoD Component financial management controls and delegations of authority.

· Verify that awards programs do not conflict with or violate any law or regulation.

· Verify that criteria for awards do not discriminate.

· Endorse to ASD (FMP) for review and approval awards that would grant more than $10K to a single civilian employee.

· Endorse to ASD (FMP) for review and approval recommendations for awards that would grant more than $10K for a single contribution by members of the Armed Forces, regardless of the number of individuals entitled to share therein.


2.3 Overview of Current Eligibility Guidelines

Eligibility for awards varies for military and civilian employees.  Civilian employees are eligible to receive monetary and non-monetary awards, ranging from Spot Awards and Paid Time Off, to group incentives such as gain sharing, as long as they meet the standards of the Performance Management structure.  DoD Civilian Personnel Manual Subchapter 451 states, “Unless otherwise provided, under 10 U.S.C. 1124, members of the Armed Forces are eligible to be paid monetary awards only for suggestions, inventions, and scientific achievements… The total amount of the monetary award made for a suggestion, invention, or scientific achievement may not exceed $25,000.00, regardless of the number of persons who may be entitled to share therein.”  

2.4 Award Types

Awards currently used in DoD fall into two general areas, monetary and non-monetary awards.  The definitions and guidelines for monetary and non-monetary awards were cited in the DoD Civilian Personnel Manual Subchapter 451.
2.4.1 Monetary Awards

Monetary awards are defined as “an award in which the recognition device is a cash payment that does not increase the employee’s rate of basic pay.”  Monetary awards fall into two large general areas.  The first is cash awards, which can range from very small amounts such as Spot Awards to larger amounts for major contributions that improve the organization’s overall performance.  The award for making major contributions to the overall performance of the government can range from 10% of benefits to $100,000.00, with DoD approval, or up to $25,000.00 for larger benefits, with OPM approval.  Additional details regarding these awards are listed in Appendix 4 of the DoD Civilian Personnel Manual.

The second type of monetary award is Time-off Awards, which can range from a few hours to eighty hours for one leave year.

2.4.2  Non-monetary Awards

Non-monetary awards are defined as “an award in which the recognition device is not a cash payment or time off, but rather an award of honorific value, e.g., a letter, certificate, medal, plaque or item of nominal value.”  Non-monetary awards are of two types.  Low cost awards are under $100.00, mementos (a letter, certificate, medal, plaque, etc) and honorary awards.  The two most common non-presidential honorary awards are the “Department of Defense Distinguished Civilian Service Award” and the “Secretary of Defense Meritorious Civilian Service Award.” 

2.5 Other Public Sector Considerations

Implementing change in any environment is a difficult task.  In the public sector environment, the complex structure and inherent cultural norms that exist make this task more difficult.  Unlike industry, public sector organizations do not have their survival based on profit margins.  Instead, the public sector organizations are accountable to Congress and ultimately to taxpayers.  Oversight structures, complex approval processes and political influences make implementing rapid, broad-based changes with permanent impacts challenging.  Recognizing these challenges, this Incentive Plan introduces options for incentives in DoD and looks for ways to introduce new practices into the culture and considers the following factors.  

2.5.1 Dichotomy of Civilian and Military Structures

According to the GAO, Federal agencies have broad statutory and regulatory authority to design and implement incentive programs that provide monetary and non-monetary awards.  This Plan recognizes that the Department contains active duty military staff, civilian staff (both career and politically appointed), and contractors.  Incentives for each group should be customized to obtain optimal results and should also leverage or work within the pre-existing incentive structure where applicable.  

There are currently constraints on monetary bonuses for military personnel.  With regards to this Incentive Plan, awards or recognition for exemplary work should ideally be the same for all personnel.  To have military and civilian staff working collaboratively in an enterprise environment where one receives a cash award and another receives something less makes it difficult to establish enterprise wide behavior goals.  

2.5.2 Short Tenure of Senior Leadership

In the government environment, the organization’s structure of rotating leadership has an impact on implementation of new processes and systems.  According to the GAO, the average tenure of the Department’s top political appointees is 1.7 years.  This hinders DoD’s ability to develop and implement long-term plans and provide follow-through.  A change in leadership is typically accompanied by changes in priorities and initiatives.  With constantly changing priorities and initiatives, the ability to focus on long-term goals decreases.  

Another factor is the cultural practice for leadership to “make one’s mark” on the organization.  The unintended consequence is a focus on short-term goals at the expense of long-term enterprise results.  Employees are often caught in a changing environments and the resultant instability.  Knowing that the leadership structure will turn over and new priorities will be introduced, the affected communities know they can avoid adopting change by waiting for a leadership change.  This behavior further compounds the difficulty of pursuing organizational transformation.

To offset this environment, proposed incentives in this Plan favor mechanisms that introduce change into the culture through linkages to the performance management process.  Although some incentives would stand alone, the incentives with the highest impact on BMMP success should be closely linked.  Embedding an efficiency or collaboration metric into performance management process, especially for top management for example, helps to offset the phenomena of change avoidance caused by shifting priorities and tenure of leadership.  

3. Incentives Approach and Framework

The incentives approach and framework outlined in this plan are focused on linking incentives to strategic objectives and performance management processes and are guided by the following principles, some of which are derived from the design principles in Section 1 and from current DoD practices as outlined in Section 2:

· Incentives are not stand-alone tools for change.  Incentives are most effective when they are utilized in conjunction with change management, communications and performance management programs.

· Incentives should be linked to the overall strategic objectives of BMMP.  Through a central oversight body, objectives need to be communicated clearly, have measurable targets for completion, be tied to overall strategic objectives, and be monitored as the program progresses.

· 
· Existing DoD incentive policies, guidelines, mechanisms and programs should be leveraged and knowledge of incentive effectiveness and planning shared across the organization.

· Proactively eliminating disincentives and other barriers enables effective incentive programs.

· Incentives should be customized in order to support change.

· Effective incentives programs recognize the accomplishments of a group and provide feedback to the staff during the incentive program lifecycle.

3.1 Linking Incentives to Strategic Objectives and Performance Management

Incentives are tools for motivating and changing behavior.  An incentives framework needs to function in concert with the existing five key performance management concepts represented in Figure 2:  DoD Performance Management Process, discussed in Section 2.1. Incentives should also align with the strategic objectives. 

As strategic objectives are communicated throughout DoD, clear team and individual goals should be established to indicate what actions are expected from the employees in support of those goals.  When incentives are linked with the performance management process, performance expectations related to incentives are established.  Performance metrics tell staff what they have to do and how well they have to do it in order to receive the award/recognition tied to the incentive program.  Establishing incentives using this framework sends a message to DoD that the objectives will not expire when the leadership changes or a new administration is brought in.    

An objective of the Incentive Plan is to transition workforce behaviors to align with BMMP enterprise goals and objectives.  Incentives in this Plan will be developed and awarded using a framework focusing on Organizations, Teams, and Individuals.  These classifications are not mutually exclusive and are suggested frameworks for developing incentive programs.  

Organizational incentives are developed for and awarded to a large grouping of people.  An example of an organizational incentive would be an incentive developed for the entire DoD.

Team incentives are developed and awarded to a smaller grouping of people.  For example, an incentive might be developed for a specific function within a particular service command (such as comptrollers within the Naval Facilities Command).
Individual incentives are targeted to individual excellence in pursuit of the Department’s strategic objectives.  An example of individual incentives is the Department’s Beneficial Suggestions.  With Beneficial Suggestions, individuals submit ideas that provide improvements.  Suggestions are evaluated and deserving individuals awarded something that correlates to the level of impact the suggestion has and its applicability across the unit, base or service.  Individual incentives will normally be awarded by a Service, Agency, or program, rather than directly from BMSI or the Domains.
3.2 Incentives Characteristics

Developing effective incentive programs requires knowledge of DoD and its culture because not all incentives motivate all employees.  An effective incentive is one that motivates staff to achieve the desired goals or induce changes in behavior to align with organizational targets.  Understanding and customizing incentives to the target audience is critical for success.  

In a study conducted by the NOVA Group, a group of employees was asked to rank 10 items, in order of importance and in terms of job satisfaction.  Their managers were then asked to guess their staff’s answers.  The results showed a disparity between the two rankings.  The staff ranked wages 5th in order of importance and ranked interesting work and appreciation and recognition as one and two respectively.  These study results indicate the importance of establishing both monetary and non-monetary incentives.  In addition, due to the disparity in perspectives, employee involvement in identifying specific incentives is recommended. Table 3‑1 presents a summary table of the NOVA Group study results.

Table 3‑1 Job Satisfaction and Importance Rankings 

	Staff’s Rank
	Item
	Manager’s Rank

	1
	Interesting work
	5

	2
	Appreciation and recognition
	8

	3
	Feeling "in on things"
	10

	4
	Job security
	2

	5
	Good wages 
	1

	6
	Promotion/growth
	3

	7
	Good working conditions
	4

	8
	Personal loyalty
	6

	9
	Tactful discipline
	7

	10
	Sympathetic help with problems
	9


If DoD staff also view interesting work, appreciation and recognition as most important for job satisfaction, BMMP should communicate how the architecture will provide relief from manual, repetitious activities and allow staff to engage in more strategic activities.  BMMP should conduct focus groups to gather and validate architectural benefits, how they align with what staff value and then develop incentives accordingly.  This data could be used as a general starting point to develop specific organizational, team and individual incentives.  

3.2.1 Incentives Characteristics and Results

Typically, incentives have different characteristics and can be modified depending on specific goals or objectives.  Table 3-2 lists some of the characteristics of the most common incentives and provides a high-level definition.  Table 5 lists results of the desired behaviors that incentives are designed to encourage.  Appendix B provides a sample chart of incentives by characteristics.

Table 3‑2 Incentives Characteristics 

	
	

	Characteristic
	Definition

	Monetary
	Cash awards granted to recognize an individual or team for achieving results

	Non-monetary
	Rewards not specifically cash based

	Positive
	Positive reinforcement encourages and rewards a good result

	Negative
	Negative reinforcement discourages and punishes unwanted behavior 

	Long Term
	One year or more

	Short Term 
	One year or less

	Individual
	Recognition or reward for a specific person

	Team
	Recognition or reward to more than one person

	Organizational
	Recognition or reward to a wide-reaching group 


Successful transition from the “As Is” to the “To Be” requires a change in behavior at the enterprise, organizational, team, and individual levels.  Well-designed and successfully implemented incentive plans should encourage desired behaviors and support the cultural shifts.  As these shifts occur and as the architecture is implemented, tangible results from implementing incentives should be evident, such as increases in productivity and stakeholder buy-in for BMMP.  The anticipated results of the desired behaviors, which incentives will encourage, are found in Table 3-3. 

Table 3‑3 Results of Desired Behaviors

	Results of Desired Behaviors

	Quicker results
	Standardization of processes and systems

	Effectively mitigated risks
	Achieve target capability maturity levels as scheduled

	Reduced obstacles to change
	Established expectations

	Increased compliance
	Support continuous improvement 

	Understanding of the solution
	Satisfy congressional concerns

	Acceptance of the program 
	Provide career opportunities

	Accomplishing the mission
	Increase productivity


4.  Incentives and the Architecture  

BMMP is in the formative stages of the implementation lifecycle.  The program is focused on completing the respective views of the architecture, finalizing the plan for transitioning from the “As Is” to the “To Be” environment and planning for the transformation using change management and communications principles.  This Plan recognizes the current environment and proposes a set of desired behaviors to be incentivized.  As the program progresses and matures, additional behaviors should be added to the list and the focus on incentives should shift to developing team and individual focused incentive plans in the Domains and at the Segment levels.  More information about Domain and Segment incentives is provided in Section 4.4.2 and 4.4.3.  

4.1 Desired Behaviors

Effective managers and leaders know the importance of encouraging behaviors that are conducive to productivity and effectiveness.  Whether in public sector organizations or private industry, there are common traits and characteristics that are valued.  For example, to say an organization behaves ‘like a team’ means that the decisions people make in the organization are focused on enabling the team to succeed.  Many leaders would like to describe their organizations with these types of descriptors or phrases.  

For BMMP, the architecture will enable working environments focused on financial related activities that have ripple-effect impact.  Mistakes in data entry at the beginning of the process impact the ability to produce clean financial statements at year-end.  This architecture will be implemented in an environment where the behaviors required to enable the architecture may be inconsistent with current behaviors or norms.  This Incentive Plan proposes desired behaviors for BMMP and recommends an incentives program focused on a small subset or core set of these behaviors.  Additional details on this core set of behaviors is described in Section 4.2.  

The desired behaviors described in this section reflect observations and data from two sources discussed below.

· In the Organizational Readiness Assessment, the Change Management team gathered data on the cultural, organizational, policy, and other implications of the architecture from the BEA process action teams (PATs) who built the architecture.  The Change Management team focused on challenges to the proposed “To Be” changes, the change hurdles, and enablers to facilitate the change.  This assessment focused on the activities within the architecture and the data will be used to develop other, more broad based organizational readiness assessments.  

· In developing a list of the desired behaviors to transform the Department, the team recognized that a number of current norms within the Department are a result of existing business practices or processes.  Over time, the corresponding behaviors have become ingrained into the way of doing business, even when some behaviors run counter to efficiency and effectiveness and may inhibit the ability to reach business goals.

While not intended to be an exhaustive list, the overall desired behaviors in Table 4-1 reflect qualitative data gathered from the BEA architecture teams and describe behaviors needed to support the architecture’s implementation in the Department.

Table 4‑1 Overall Desired Behaviors   
	Overall Desired Behaviors

	Collaboration
	Effectiveness

	Knowledge sharing
	Support sense of urgency in priority

	Enterprise thinking
	Opportunity generation (e.g., business, technology)

	Notion of greater good
	Continuous learning

	Cooperation between communities
	Act positive… stay positive

	Leadership
	Innovation and creativity

	Compliance with BMMP standards
	Promote risk taking

	Commitment to BMMP objectives
	Participate in change management

	Active participation
	Embracing change


4.2  Behaviors for Initial Implementation 

Due to the significant level of effort required to foster the desired behaviors, this section of the document extracts a subset, or core set, of desired behaviors from Table 4-2.  The program should consider promoting these core behaviors first, because they are the most critical behaviors for supporting the program goals at this stage in the planning and implementation lifecycle.  The oversight body needs to validate these core behaviors before actual, detailed incentive plans are developed.  This document serves as a starting point for developing such detailed incentive plans. 

This section of the Plan provides suggested mechanisms and awards/recognition for fostering the core behaviors.  This plan does not establish the performance measures for incentives proposed because that activity requires involvement of key stakeholders and alignment with strategic planning, which is outside of the scope of this document.  Once the performance expectations are established, linkages are needed to the appropriate performance management mechanisms as described in Section 2.  Linking the core desired behaviors to performance management embeds the behavior into the organization and is a mechanism for creating consistency in the expectation setting process of enterprise goals across the organization. 

High-level explanations of the core behaviors are provided below, followed by an explanation of each behavior’s significance for BMMP.  Table 4-3 provides potential implementation suggestions. 

4.2.1 Enterprise Thinking

Enterprise thinking focuses on changing the perspective of employees in DoD from an individual to an enterprise-wide view.  As culturally and organizationally unique organizations tied to protecting the nation, the Services and Agencies have developed systems, processes, and cultures that often meet the needs of a Department or Agency, but at the expense of the enterprise.  As a result, systems with multiple interfaces and maintenance costs ultimately emerge.  Encouraging people in an organization to think of themselves, as part of an enterprise requires understanding of the “greater good.”  Currently, decisions made in one area have the potential to negatively impact another.  When an organization is negatively impacted, the natural response is to pursue individual gain, regardless of the overall impact to the enterprise.  To offset this, incentives need to encourage individuals and organizations alike to keep in mind how all the pieces in DoD can be impacted by the ‘ripple effect’ of decisions made. 

4.2.2 Collaboration

Collaboration is most commonly defined as cooperating with another team or individual to work towards a mutual goal.  Implementing the components of an enterprise architecture requires Departments and Agencies to work collaboratively to establish integrated end-to-end processes and to create touch-points that are useful and relevant to all parties involved.  Sharing information or lessons learned, establishing an environment of trust and open communication, understanding the impacts of the architecture on each of the Domains, and collaborating on a solution are examples of this desired behavior.  During the architecture implementation, issues will inevitably arise, especially in functional areas that cross Domains or have department-wide impact.  Encouraging collaboration from the beginning is a proactive way to manage the political obstacles that will inevitably develop.  

4.2.3 Leadership

The Secretary of Defense made the following statement about leadership in the Transformation Planning Guidance: “Senior leadership must take the lead in fostering innovation and adaptation of information age technologies and concepts within their organizations, and they must ensure that processes and practices that are antithetical to these goals are eliminated.”

Changing the established norms of an organization and uprooting parochial thinking, or the status quo, requires courage of leadership.  Embracing change requires openness in thinking and a level of analysis often contrary to the mainstream.  Negativity, criticism, and aversion to change are expected reactions from the community.  Encouraging leaders to embrace change and stay the course during a long-term, complex, multi-year effort is a challenging task.  Leaders at all levels (Steering Committee, BMSI, BMMP, Domain Owners, Lead Agents) will need to maintain focus and commitment during what may be a time of doubt, uncertainty, and increased resistance from communities affected by BMMP.  This focus is a critical factor in improving the Department’s operations, supporting for the war-fighter, and sustaining momentum for the transformation.

4.2.4 Innovation and Creativity

Webster’s Dictionary defines innovation as “the process of making changes, the transformation of those ideas and alternatives into useful applications leading to change and improvement, a new method, custom, device.”  Creativity is defined as “stimulation of the inventive powers, or the generation of ideas and alternatives.”  Moreover, the Secretary of Defense states in Transformation Planning Guidance:  “As transformation gathers pace, the Department must continue to encourage innovation.  This will require a strong commitment from senior leaders, represented most visibly by the promotion of individuals who lead the way in innovation.  Senior Leaders must be prepared to execute their responsibilities for implementing the Department’s transformation strategy, and equally be ready to eliminate current practices that stifle innovation.” 

The architecture will bring changes to the organization and employees will be subject to new ways of working and thinking.  During this period, organizations need to reinforce the need for new ideas and perspectives that will arise in implementing the architecture.  By continually endorsing and rewarding innovation and creativity, the best ideas and improvements can be collected and applied across the organization.  

4.2.5 Effectiveness

The goal of this core behavior is to establish an organizational mindset focused on thinking and doing everything in the most productive, lowest cost manner and changing what does not operate under those standards.  Creating an effectiveness-based culture encourages creativity and forces the organization to look for alternate ways of doing business.

For example, the concept of performance-based budgeting is a phenomenon that does not exist today.  Instead, DoD organizations are rewarded according to how much they spend, not how wisely the money is spent or how much is saved.  If an organization has a $1 million dollar budget and spends only $800K of it through effective management of funds, the following year, the organization will likely receive less in budget dollars.  This is a disincentive for organizations to find ways to save and forces organizations to spend everything in their budgets at year-end in order to receive the $1 million originally in their budget.  By establishing an incentive focused on effectiveness, behaviors will change and the benefits of a performance based budgeting culture could be obtained.  

The architecture will propose changes in the way the Department does work; incentivizing efficiency reinforces the tenets and goals of the program.  Incentives for encouraging practices, processes, or behaviors promoting enterprise-wide effectiveness should be put in place to impart a mindset based on smart risk-taking and resource savings.  

4.2.6 Continuous Learning

“Continuous” refers to something that proceeds uninterrupted.  This desired behavior is inextricably linked to performance management and professional staff development.  The benefits of encouraging continuous learning at all levels are increased professional development and staff retention, a more educated workforce and an environment that promotes personal growth. Continuous learning refers to learning through a variety of means, from formal training courses to self-directed learning and mentoring.  It also encompasses professional activities, such as participation in conferences and workshops; publishing articles; preparing for and passing professional examinations; and obtaining professional licenses and certificates.  Continuous learning ideally involves growing through work assignments, both from the activities those assignments involve and from reflection on those activities. 

The architecture will support an environment that will reduce repetitive and mundane tasks.  In streamlining and automating work, the workforce has significant potential to increase the time spent on more strategic and/or analytical tasks.  This supports an environment that is more satisfying and challenging, and is in line with the NOVA study cited earlier in this document.  Facilitating job satisfaction, improving the type of work, and providing opportunities for staff to learn additional skills will result in long-term benefits for the Department. 

4.3 Core Desired Behaviors and Options for Implementation and Recognition

The options for promoting and rewarding the core desired behaviors are many.  Tables 4-2 and 4-3 provide sample mechanisms for their implementation and recognition ideas for both military and civilian personnel.  Some of the recognition samples were collected through individual interviews with military personnel from the Marines, Army, Navy, and Air Force.  These are provided for the sole purpose of generating ideas and are not confined to one specific core behavior.  Specific award criteria and implementation details need to be determined prior to incentive implementation.  

The Services and Agencies may already have established incentive structures or may be working on incentive plans.  Existing structures and mechanisms should be leveraged as much as possible.  Also, some of the options provided in Tables 4-2 and 4-3 are more relevant to some organizations than to others, and some organizations may prefer to use other incentives.  In any case, the options are provided for evaluation and as a source for ideas in this area. 

Table 4‑2 Core Desired Behaviors and Sample Implementation Mechanisms 

	Core Desired Behavior
	Sample Implementation Mechanisms

	
	· 
· 
· 

	Enterprise Thinking
	· Incorporate into the performance management process a measurement of enterprise thinking.  Senior manager, peers, or external organizations could conduct the rating.

· 360-degree reviews.
· Establish accountability for success of enterprise thinking incentives at the highest executive level.  Require leadership to report on a monthly/ quarterly basis how their organizations are doing.

	
	· 
· 
· 

	Collaboration
	· Assign leadership from other Domains to be involved in implementations adjacent to their functional area and establish accountability for success to both Domains.

· Establish accountability for promoting collaborative activities with senior officers within DoD and provide clear performance milestones or targets. Leadership is evaluated on the milestones every quarter.

· Officer Evaluation Report with a collaboration component.

	
	· 
· 
· 

	Leadership
	· Incorporate into performance management and consider in evaluation for promotion.  

· Develop peer recognition programs with tiers of awards.

· Establish accountability for organizational success at the highest levels. Leaders in every department are responsible for specific leadership targets or milestones. 

	
	· 
· 

	Innovation and Creativity
	· Establish innovation councils with applied positions; the councils have high-level executive visibility, are prestigious positions, and play into promotion ability.

· Establish a mechanism to gather examples of “good enterprise ideas.” Reward selected ideas from highest levels. 

	
	· 
· 
· 
· 

	Effectiveness
	· Rewards are tied to share in savings programs, or similar.

· Rotate staff among different roles/organizations so they can understand the impact of their decisions.

· Focus on a performance metric for effectiveness and capture that metric on a regular basis.  Post results publicly.

	
	· 

	Continuous Learning
	· Sponsor organization-wide annual or bi-annual learning conventions.  Have individuals suggest ideas of transformation-related topics that they could present.  The idea with the most votes from other employees gets selected and the presenter is offered a recognition award or continuing education credits.


Table 4-3 presents ideas for specific recognition/awards that might be offered in conjunction with the mechanisms discussed in Table 4-2.  Some of the recognition ideas, such as monetary awards, are applicable only to civilians.  The intent of this table is to provide ideas and possibilities for recognition throughout the Department.  Additional recognition ideas are listed in Appendix B.

Table 4‑3 Core Desired Behaviors and Sample Recognition Ideas

	Core Desired Behavior
	Recognition Ideas – Civilian 

(Military recognition ideas could also apply)
	Recognition Ideas – Military

(Some civilian recognition ideas are not applicable)

	Enterprise Thinking
	· Rewards and recognition from the highest executive level

· Monetary award; establish a specific fund to be used by organization for unfunded priorities
	· Fellowships

· Choice of assignments

· Organizations could earn points from external organizations for stellar examples of enterprise thinking.  Points equate to lump sum of funds to be spent on improving work environments

· Award of Commendation is created and given out by Secretary of Defense and other leaders for organizations/individuals that exhibit excellence in establishing/achieving enterprise thinking goals

	
	· 
· 
· 
	· 
· 
· 

	Collaboration
	· Organizational or team credits that can be converted into dollars

· Executive recognition programs
	· Specialized award developed for collaboration, delivered by Executive level and considered in promotion process

· Publicize individual contribution to the achievement of strategic goals

	Leadership
	· Create accreditation pins for certain threshold performance goals achieved

· Provide funding for career development or extended training opportunities

· Attendance at leadership conference hosted by Secretary of Defense or other leaders
	· Certificates of commendation are placed into employee file and incorporated into promotion evaluations

· Create accreditation pins for certain threshold goals achieved

· Medals

· Promotion

	Innovation and Creativity
	· Provide commendation pins or awards of achievement for ideas accepted and implemented

· Increased responsibility to make additional changes
	· Grants

· Sabbaticals

· Tie participation in the council as a component in promotion evaluation

· Provide commendation pins or awards of achievement for ideas accepted and implemented

· Increased responsibility to make additional changes

	Effectiveness
	· Portion of dollars/cost saved equate to different rewards

· Quality of Life rewards (for work environment improvements, for example)

· Tie excellence in this area to job promotion 
	· Look into feasibility of establishing a Thrift Savings Plan match or contribution for individuals showing excellence in implementing or identifying efficiencies

· Quality of Life rewards (for work environment improvements, for example)

· BMMP award coins 

	Continuous Learning
	· Noted as demonstration of leadership in performance evaluation
	· Promotion

· Fellowships with industry, academia, or foreign allied organizations

· Leverage proficiency pay programs, once new skills are demonstrated

· Education and Training 




4.4 Incentives and Architecture Implementation 

The purpose of this section is to demonstrate how incentives can be applied to further support implementation of the architecture.  The core desired behaviors discussed earlier establish a foundation for core behavior across the enterprise.  Team and individual incentives should also be developed to support the implementation of the architecture.  All incentives programs developed should be linked to a BMMP strategic objective and align with the performance management process described in Section 2. 

Currently, the Transition Plan Strategy uses the framework of Domains, packages and segments as the modular building blocks of transitioning from the “As Is” to the “To Be” environment. Segment refers to the implementation level, where projects or programs are executed during the transition.  Each Segment represents a release of people, process and technology capabilities and implements a piece of the architecture.  Segments that are closely related and that achieve a set of capabilities or functions are referred to as a package.  

4.4.1 Architecture Incentives at the Organizational or DoD-Wide Level

Behaviors that should be incentivized at the organizational level have been discussed in Section 4.2, under Behaviors for Initial Implementation.  Implementing incentives focused on these core behaviors establishes the foundation for implementation of the architecture.  These incentives will also establish the tone on how the organization will operate through the transition.  

4.4.2 Architecture Incentives at the Team or Domain Level

At the team level, incentives developed will need to transcend stovepipes, align towards implementation success, align with the implementation schedule, and reinforce the notion that the overall objective is to promote enterprise goals.  Incentives at this level should focus on Domain Owners and identify those incentives that motivate collaboration amongst the Domains because a number of the architecture functions will cross Domains.  

4.4.3 Architecture Incentives at the Individual or Segment Level

At the individual level, incentives developed should recognize excellence when the architecture is implemented in segments.  For example, the implementation of the architecture is broken down to two types of segments: system and non-system.  System segments focus on modifying an existing system, procurement, or on acquiring new systems.  Non-system segments focus on policy changes, business process re-engineering (BPR), or outsourcing. 

Incentives will likely vary depending on the type of segment being implemented.  Detailed incentive plans should be developed to reflect the specifics of each segment and target audience prior to implementation. 

For non-system segments, the focus on incentives is different with each type of segment.  Thus, incentive programs developed should mirror and maximize the strengths of each segment.  For example: 

· Change of policy segments should involve incentives that motivate organizations or individuals to adopt the new policy.  The primary objective for incentives could be focused on the number of users converted or how fast an organization adopts a new process.  

· For Outsourcing segments, incentives could be built into the contracts to incentivize stellar performance in managing outsourcing relationships or contracts.  

· BPR segments are segments that will have significant impact on how work is currently done and how it could be done better.  Incentives in this area could focus on how well new processes and solutions reduce cost or increase efficiencies.  

· For segments involving the modification of an existing system, incentives should be structured around garnering the most creative ideas or efficient alternatives to the system or process.  Incentives could also be established around effective ways to support the effort. 

· For segments that involve the modification of existing procurements, incentives should build on how well the new system applies an enterprise solution or how the functionality could be used across the organization.  The incentives could be established on examples of how new procurements align with the architecture and promote the BMMP objectives. 

· Segments that involve the acquisition of new solutions should focus on the same kind of incentives as described under the category of existing procurements above since they are likely to bring a high level of change.  
· Quick Wins and Pilots are not considered segments; however, incentives should be focused on establishing support and momentum for BMMP.  Incentives here should focus on identifying the highest impact solution or benefit to the Department.  The lifecycles of the incentives should be shorter due to the immediate nature of their implementation.  

5. Critical Success Factors

In establishing this Plan, a number of critical success factors were identified.  The critical success factors for incentives align with change management and communications principles.  Incentives are typically applied after the governance structure is established, performance metrics are created, and overall organizational goals are determined.  Since these components are not yet mature, this Plan assumes that incentive support mechanisms such as effective communications and established leadership support, which are critical for incentive success, will be put into place.  

5.1 Adequate Resources and Authority

In order to establish momentum for transformation, a focus on and commitment to incentives need to become ingrained into the planning process for every level within the organization and with the implementation of segments.  Without the funding sources to establish both monetary and non-monetary programs, optimal results will be more difficult to achieve.  The decision-making body needs to evaluate how incentives will be funded, how the funding will be managed in the lifecycle of the program, who has oversight and decision-making authority, what resources will be levied and how existing policies and mechanisms can be leveraged.  

5.2 Sustained Senior Leadership Support

Senior leadership support is critical to the success of BMMP.  The support and participation of senior leadership is one of the top lessons learned in similar transformation initiatives across DoD.  According to a GAO report, the Department was successful in obtaining its Y2K goals due to substantial participation and involvement by the Deputy Secretary of Defense.  Such top-level support and attention helps the daily activities throughout the Department remained focused on achieving shared, agency-wide outcomes.  Leading practices from industry show that clear, strong senior leadership is essential to:

· Prioritize the initiative amongst competing efforts, 

· Provide the correct information to decision-makers,

· Establish and redefine roles, and

· Build a results-oriented team. 

For incentives to be effective, activity must be visible from the Office of the Secretary of Defense, down through the leadership within DoD, to the lowest levels in the organization.  With consistent and sustained support for the program and its goals, incentives are another mechanism to communicate to the organization that the transformation is real.  Without active leadership participation in all facets of the program, prioritization of program goals against other initiatives will become diluted, leading to implementation difficulties.  This perspective also aligns with the Secretary of Defense’s Transformation Planning Guidance where he states: “Senior leadership commitment to transformation will mobilize the rest of the Department and stimulate the bottom-up innovation required for successful transformation.”

5.3 Alignment with Change Management and Communications Activities

Incentives are one mechanism to spur change and should not be considered a stand-alone activity.  In order to support change, incentives need to align with change management and communications principles, goals, and activities.  The Incentive Plan components rely on and assume the CMC infrastructure is established and fully functioning.  Additional details on CMC principles and activities are outlined in the Change Management and Communications Plan.

Incentives also need to be aligned with the performance measures defined for the program.  Performance measures represent specific targets derived from the program goals.  The selection of incentives to implement should be based on the performance measures because they provide a mechanism for evaluating the effectiveness of the specific incentives so that appropriate mid-stream adjustments can be made.
5.4 Timeliness and Relevance of Recognition

Awards for excellence need to be issued shortly after the desired outcomes have been achieved.  If an organization, team or individual reward is issued two years after the activity, the incentive has lost its impact.  Moreover, rewards should also be distributed to the lowest level that earned them.  For example, if a project team meets the criteria for excellence and earns a small monetary award, the funds should go to the project team and not the overarching organization.  

5.5 Communicated Common Vision, Scope, and Program Objectives 

In order to gather organizational momentum around change, an organization needs to clearly understand where it is headed, what it will look like when it gets there and how change will impact all the people in the organization.  When the vision, scope and program objectives are clear and effectively communicated, the discussion can begin on how incentives can support those objectives and how to link performance metrics to the objectives.

Lessons learned from both the private and public sectors indicate that reengineering, restructuring, and other change programs seldom succeed over the long run unless they are guided by visions that appeal to most stakeholders.   

5.6 Incentivize Change with Key Stakeholders

Any incentives programs developed should incorporate incentives for key stakeholders.  Key stakeholders are defined as those who can “make or break” the success of BMMP.  They generally fall into two categories: key stakeholders who are impacted by BMMP (Domain Owners, etc.) and key stakeholders who can impact BMMP (DoD Senior Leadership, etc.).  Establishing support and buy-in from these key stakeholders is critical.  
6. BMMP Incentives Next Steps

This document provides a framework for establishing incentives to support BMMP, provides implementation and recognition options, and describes a set of core, desired behaviors for immediate implementation.  The supporting infrastructure for BMMP incentives needs to be developed.  In order to utilize opportunities to motivate behaviors that support the Department’s key objectives, and develop the incentives outlined in this document, incentive programs should be aligned with the BMMP project schedule and current practices in Human Resources.  Incentive programs should be channeled through OUSD (P&R) initiatives as applicable, and should also leverage other organizations focusing on establishing wide-scale incentive programs.  Planners should also be cognizant of the performance requirements outlined in the Government Performance and Results Act, President’s Management Budget Act, and PART.  

The key tasks, in relative order, that must be completed prior to incentive implementation are: 

1. Establish incentive infrastructure.  This task is one of the most important tasks as it lays the groundwork for using incentives to support the program moving forward.  It determines the oversight structure for incentives, incorporates key stakeholders in the process and obtains their support, establishes strategic objective and goals for incentives, obtains and/or establishes the proper authority and responsibility, identifies sources for funding and the allocation of necessary resources, and establishes reporting and evaluation mechanisms.

2. Determine which existing incentive programs, efforts, regulations and guidance are applicable, determine which can be leveraged, which existing communications and rewards mechanisms can be applied, and align incentive programs to the regulations and guidelines established. This task focuses on conducting the due diligence in understanding the existing efforts in place and how they can be leveraged.  This task also provides a clear understanding of the current incentives environment and how it relates to any new rewards being created for the BEA.

3. Determine which incentives will be implemented.  Review the proposed set of desired and core desired behaviors, determine which additional behaviors should be added to the desired behaviors list, determine which core desired behaviors will be encouraged, and establish a timeframe for implementation and evaluation of the incentive program. 

4. Determine the target audience, reach, and timeframe for the Department-wide incentive program.

5. Establish performance metrics and create linkages to existing performance management processes.  

6. Align with the BEA implementation schedule.  Determine incentive needs for Quick Wins and Pilots.

7. Develop a detailed incentive implementation plan for the core, desired behaviors initially, then repeat the process at the Domain and Segment levels.

8. Implement core desired behaviors incentives across the entire DoD.

9. Evaluate effectiveness of incentives and gather feedback to shape future incentives.

10.  Plan Domain and Segment incentive plans by repeating steps 3-7 above.  After the support mechanisms and processes are developed, Domain and Segment owners will have more clarity as to their roles and responsibilities in implementing incentives to support BEA.  At that time in the program, implementations of the architecture will also be underway and clear objectives and metrics can be developed.

6.1 Incentives Schedule

The purpose of this section of the Incentive Plan is to present a notional schedule and milestone chart for the development and rollout of incentives.  Figure 3 is a graphical representation of the following main components:

· Quick Wins and Pilot incentives,

· DoD-wide incentives,

· Domain incentives, and

· Segment incentives.
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Activities for incentives should fall within the proposed timeframe outlined in Table 6-1 below.  This chart is notional and dependent on the size of the incentives program.  This table also assumes that oversight structures, authority, roles and funding are established.  Some activities may take less or more time.  For example, Quick Wins incentives may move through the milestones much quicker than some of the larger segments. 

Table 6‑1 Sample Milestones and Schedule for Development of Detailed Incentive Plans

	Milestone
	Short Term/Long Term

	Identify challenges and desired behaviors
	Short Term

	· Select specific incentives 

· Draft Incentive Plan
	Short Term

	· Revise Incentive Plan based on focus group feedback 

· Conduct initial communications with executive leadership about participation levels 

· Establish or sanction appropriate award
	Short Term

	· Publish Incentive Plan 
· Brief those responsible for implementing plan 

· Begin implementation
	Short Term

	Submit monthly summary report (summary of reports from local commanders and local implementation managers)
	Short Term

	Conduct three-month review of Incentive Plan (consider whether to delete, add, or change incentives, audience that is eligible, etc.)
	Short Term

	Publish Lessons Learned Report
	Short Term/Long Term


Additional information on current DoD incentive programs is located in Appendix A.  Additional incentive options and characteristics are presented in Appendix B. 

Appendix A

Past Incentive Programs in DoD Cited From OPM

Incentive Program Example #1:

	Type of Program, Process, or Practice
	Balanced measures 

	Name of Organization
	Defense Air Force 
14th Medical Group, Air Education and Training Command

	Name of Program, Process, Or Practice
	Ambassador Program 

	Reason for Implementation
	This program was designed to incite a customer service revolution and promote consistently excellent customer service by treating the community as family members. 

	
	

	Results
	Department of Defense customer satisfaction continues to improve.  The 14th Medical Group received the Customer Satisfaction Award 2 years in a row, as well as formal recognition from the Air Force’s Surgeon General as the “most progressive facility.” By increasing the employee’s understanding of the group’s mission, employee morale improved and employees gained a better understanding of their educational role.  As a result of the focus on customer service, the number of customer service complaints has decreased significantly. 

	
	




	Description
	The Ambassador Program is a process in which group members become ambassadors to the community.  In doing so, the group does the following: 

 leads briefings about missions and goals for community and staff, 
 measures customer satisfaction, 
 addresses community health issues, and 
 trains staff on how to improve customer service. 

This is a customized program that enhances customer satisfaction for external customers and improves teammates’ knowledge of interpersonal skill sets to improve organizational behavior within the medical services.

Each year these mandatory briefings emphasize different key areas of customer service. 

	Evaluation Conducted
	There has been no formal evaluation done yet. 


	Lessons Learned
	It is critical to train all employees to be customer advocates. 

Each employee is rotated through various services to better understand their role in the patient care arena. 

It is important to change the focus of the Ambassador Program to keep the enthusiasm up. 

It is important for each employee to practice self-care in order to continue to be a key contributor to the organization. 

	Contact Name
	Carolyn S. Johnson
(662) 434-2191 carolyn.johnson@columbus.af.mil 

	Employees Covered
	All employees
146 (both military and civilians) employees 

	Type of Work
	The 14th Medical Group provides medical support for combat forces and provide medical readiness to support national defense objectives. 

	Year Implemented
	1999 

	Additional Comments
	The program has to change its focus to remain fresh to employees. 


Incentive Program Example #2:

	Type of Program, Process, or Practice
	Unique awards 

	Name of Organization
	Defense 
Navy
Naval Hospital, Pensacola, FL

	Name of Program, Process, Or Practice
	Gotcha Award 

	Reason for Implementation
	To recognize employees who "go the extra mile" to provide ongoing quality patient care. 

	
	


	Results
	From the beginning, the Gotcha Awards have been part of an overall patient satisfaction initiative to improve the quality of work-life and patient care.  The results have included an increased recognition for staff, and increased patient and employee satisfaction.  In fact, for the past 2 years the Hospital has received the highest rating on the Department of Defense patient satisfaction survey.  This survey compares the service provided by all military hospitals as well as some health maintenance organizations. 

The results of patient satisfaction show in a comment submitted by a 72-year old retired Army officer: "I found myself short of Coumadin and out of Dioxin. I brought my plight to the [Family Practice Center].  They were receptive, courteous, and took immediate action.  I felt like I was their only concern." 

	
	




	Description
	Employees or patients can fill out a Gotcha nomination card describing the employee's excellent service.  The cards might describe enthusiasm, extra effort, initiative, a great idea, a professional attitude, or superior performance. 

For the January-March 2000 quarter, there were 360 nominees, with 40 percent nominated by patients.  Overall, since the program started in June 1998, there have been over 2400 Gotcha nominations.  Each quarter, the program coordinator and the Executive Steering Committee selects the winners and forwards their names to the various department heads, who publicly congratulate them at meetings or training sessions.  

The CO holds quarterly recognition ceremonies.  These gatherings include informal breakfasts, afternoon refreshments, or dessert with beverages.  The CO publicly recognizes award winners, and those with three or more Gotcha Awards receive mugs, tee shirts, mouse pads, other informal recognition awards, or a time-off award of up to 4 hours. 

Each Hospital department has a Gotcha Bulletin Board for displaying pictures of their "superstars." These pictures, together with a description of the out standing service noted, have become part of each department's public recognition and reward campaign.  In fact, a bulletin board at the entrance to the Hospital has a display of current Gotcha Award winners to further emphasize the award's prestige. 

	Evaluation Conducted
	No formal evaluation done. 

	Lessons Learned
	The Commanding Officer and the department heads have supported this recognition program for the past 2 years and have watched patient and employee satisfaction improve as the numbers of awards increased. Commander Nancy Silki, Leadership Goal team leader, offers suggestions for creating a successful recognition program: 

 make it a team effort to keep the program going; 

 involve top management; 

 make sure that nominations represent legitimate, excellent service; 

 plan frequent ceremonies for celebration; and 

 encourage creative ideas for awards. 

	Contact Name
	Commander Silki 
(850) 452-8978 PSA1njs@psa10.med.navy.mil 

	Employees Covered
	All hospital employees.
500 employees 

	Type of Work
	Patient care. 

	Year Implemented
	1998 


Incentive Program Example #3:
	Type of Program, Process, or Practice
	Unique awards 

	Name of Organization
	Defense 
Deputy Under Secretary of Defense for Science and Technology (DUSD(S&T))

	Name of Program, Process, Or Practice
	Dual Use Science & Technology Achievement Award 

	Reason for Implementation
	The Dual Use Science & Technology (DU S&T) Program was established by the National Defense Authorization Act for fiscal year 1998 to make dual use technology development an accepted and used alternative to the traditional development process in the Military Departments. 

(NOTE: Dual use technology is for use in both civilian and Military projects.) 

	
	

	Results
	To date, 283 dual use projects have been nominated.  The projects must have resulted in, or be ready to result in, the development of a dual-use technology. 

	
	

	Description
	The DU S&T Achievement Award recognizes successful dual use projects and honors those individuals in the Military Departments responsible for their initiation and execution.  You can view the award criteria and further information on this award at: DU S&T. 

	Evaluation Conducted
	No formal evaluation conducted. 

	
	

	Lessons Learned
	Nomination procedures must include very specific criteria.  The criteria used must constantly be refined. 

	Contact Name
	Dan Petonito
(703) 681-5451 

	Employees Covered
	DOD Federal civilian employees working on approved dual use science and technology projects.
The number of employees varies from year to year employees 

	Type of Work
	Science and technology research 

	Year Implemented
	1997 


Incentive Program Example #4:
	Type of Program, Process, or Practice
	Group incentives 

	Name of Organization
	Defense 
Army
Tobyhanna Army Depot

	Name of Program, Process, Or Practice
	Rewarding the Workforce Program 

	
	

	Reason for Implementation
	Dissatisfaction was high with the individual cash awards programs, including performance awards, quality step increases, on-the-spot awards, and other individual-focused awards.  Some saw the awards as seemingly distributed to the same people year after year, and gradually gained the perception that managers were rewarding their friends and a few favored employees at the expense of the many who also worked very hard every day but still never quite seemed to qualify for an award. 

	
	

	Results
	In the 5 years that the Rewarding the Workforce Award has been in existence, Tobyhanna employees have received payouts four times: $1,000 in 1995, $700 in 1996, $1,000 in 1997, and $1,000 in 1999.  The program is extremely popular with both management and labor, in large part because of its inherent fairness.  Management feels that it has definitely contributed to both a heightened team spirit and the continued competitive success of Tobyhanna Army Depot.  Tobyhanna has gained a reputation for responsiveness and quality as the Department of Defense's prime communications-electronics repair facility.  It is adding to its workforce at a time when other facilities are cutting back, and with its most recent 2000 win, it is now a three-time Army Communities of Excellence Award winner. 

	
	






	Description
	In 1995, Tobyhanna's Labor Management Partnership Council, composed of Depot executives, managers, and labor representatives, adopted the recommendations of an Employee Involvement Team chartered to study the award process, and eliminated individual monetary awards in favor of a Rewarding the Workforce Award tied directly to the depot's Net Operating Result (NOR). 

This award recognizes the Depot workforce as a cohesive team upon whom the depot's success is dependent, and shares the Depot's profits, as determined by year-end NOR performance, equally among all eligible employees. 

The NOR is the Depot's primary business performance measure and is analogous to the profit and loss statement of a private sector business.  It reflects the Depot's financial position at the end of the fiscal year after salary, benefits, materials, utilities, and other operating and administrative expenses have been subtracted from revenue. 

The Labor Management Partnership Council approved the new award payout system based upon a sliding scale of the Depot's NOR.  The sliding scale for payout starts at $300 and increases in $100 increments to a maximum of $1,000 per employee.  The first two-thirds of the total payout go to the Government, and the final one-third is distributed among the Depot's employees. 

All Depot employees are aware of the award policy and fully understand how their individual performance contributes to the Depot's overall performance, which, in turn, determines whether they will receive an award payout.  They also understand how performance efficiency and other controllable factors and expenses affect the Depot's bottom line and, ultimately, the award. 

Depot management does its part to foster employee knowledge and participation by establishing strategic performance goals, tracking key performance indicators on the Depot's Scorecard, and addressing performance variances at monthly Scorecard evaluation meetings. This Scorecard information is then cascaded down to all employees at their weekly Home Team (i.e., cost center) meetings for discussion and assignment.  On their end, employees use this same information to assess their own and their cost center's contributions to the Depot's overall goals, work with management to prevent and solve problems, encourage each other, and offer suggestions to improve the efficiency of Depot operations. 

	Evaluation Conducted
	No information available. 

	Lessons Learned
	None provided. 

	Contact Name
	Sharon Smith
(570) 895-7112 ssmith@tobyhanna.army.mil 

	Employees Covered
	Non-SES Depot Employees
2,500 employees 

	Type of Work
	Communications-electronics repair facility. 

	Year Implemented
	1995 


Incentive Program Example #5:
	Type of Program, Process, or Practice
	Unique awards 

	Name of Organization
	Defense Air Force
Medical Treatment Facilities (MTF)

	Name of Program, Process, Or Practice
	Customer Service Task Force, Skunkworks 

	Reason for Implementation
	In order to improve the customer service provided by Medical Treatment Facilities (MTF) in the Air Force, General Charles Roadman, II, then Air Force Surgeon General, Medical Corps, launched a customer service improvement initiative called Skunkworks in 1999. 

	
	

	Results
	During 2000, over 90 percent of patients at Medical Treatment Facilities (MTF) at Edwards, Fairchild, Grand Forks, Hickam, Kirtland, Randolph, Vance, and Whiteman indicated they would enroll or re-enroll in the medical programs based on their experience during their most recent visit.  Furthermore, various MTFs garnered customer satisfaction recognition at the annual TRICARE meeting. 

	
	







1. 
2. 
3. 
4. 
5. 
6. 
7. 
8. 
9. 


	Description
	The mission of the Skunkworks initiative is to create a climate and culture where customer focus and service permeates the Air Force Medical Service, leading to customer satisfaction and loyalty.  The strategic priorities are:

 Put customers first 

 Eliminate barriers 

 Empower the staff 

 Reinforce the focus on customer service

The Skunkworks program uses groups of high performers willing to challenge the status quo and remove barriers to create a world-class enterprise. 

These groups solve problems, foster creativity, and track progress at a fraction of the cost by applying the simplest, most straightforward methods possible. This initiative is still supported by the Surgeon General of the Medical Corps, Lt. General Paul Carlton, Jr.  

The nine-step implementation plan for all Air Force Medical Services include the following:

10. Establish your own Skunkworks program 

11. Conduct “draw a line in the sand” kickoff to set standards and implement an action plan 

12. Implement a listening strategy 

13. Assess customer focused team and organizational priorities 

14. Tie customer focus goals into organizational strategic plan 

15. Celebrate “small wins” and remove barriers 

16. Customize training, coaching, and mentoring 

17. Align team and individual activities to customer satisfaction goals 

18. Visibly communicate progress and priorities monthly 

MTF includes this customer service improvement program in MTF orientation programs, job descriptions, and performance plans.  After 3 years, the Skunkworks program has become linked to group and individual awards and is part of the awards programs within the Air Force Medical Services.  For more information about the Skunkworks program, go to the Skunkworks Web site at Skunkworks.

	
	

	Evaluation Conducted
	No formal evaluation done.

	Lessons Learned
	 Insist that top-most leader be the champion of the program, 

 Link strategic priorities of the program to performance plans, 

 Provide ongoing briefings and training to employees about the nine step action plan, 

 Encourage groups to challenge policies, and 

 Reward and recognize excellent customer service.


Incentive Program Example #6:
	Type of Program, Process, or Practice
	Awards program, general 

	Name of Organization
	Defense 
Navy
Naval Sea Systems Command (NAVSEA)

	Name of Program, Process, Or Practice
	Awards Toolkit 

	Reason for Implementation
	To recognize and reward employee performance. 

	Results
	Not available. 

	
	

	Description
	NAVSEA has a wide variety of awards available for recognizing its employees, including cash, time-off, and honorary awards.  Its web site contains detailed information about its awards program and includes nomination forms.  For more information, go to http://www.hrc.navsea.navy.mil/toolkit/navsea1.htm. 

	Evaluation Conducted
	Not available. 

	Lessons Learned
	None provided. 

	Contact Name
	Maria Gay
(703) 607-1402 

	Employees Covered
	NAVSEA employees.
45,000 employees 

	Type of Work
	Naval Sea Systems Command (NAVSEA) engineers, builds, and supports America's fleet of ships and combat systems. 

	Year Implemented
	1998 

	Additional Comments
	No additional comments. 


Appendix B

Sample Incentive Ideas and Characteristics

This appendix provides options of incentives as part of the requirements established in the Transition Plan Strategy.  Some of these items are leading practices in the private sector, and could be considered for the transformation of the Department. 

	Incentive Description
	Monetary

	Non- Monetary
	Positive
	Negative
	Individual
	Team
	Organization
	Applies to Active Duty Military
	Applies to Civilian

	Secretary of Defense Top 20 Collaboration Awards
	
	X
	X
	
	
	X
	X
	X
	X

	Joint accountability for program success
	
	X
	
	X
	X
	X
	
	X
	X

	
	
	
	
	
	
	
	
	
	

	Presidential Project Dashboard (identifies project factors and is reviewed by President)
	
	X
	X
	
	X
	X
	
	X
	X

	Measurement of project success or core behavior in performance evaluations
	
	X
	X
	
	X
	
	
	X
	X

	Promotion tied to achieving organizational behavior (or other implementation targets)
	
	X
	
	X
	X
	
	
	
	

	BEA individual award from Secretary of Defense 
	
	X
	X
	
	X
	
	
	X
	X

	BEA organization award from Secretary of Defense
	
	X
	X
	
	
	
	X
	X
	X

	Leadership Award at Agency/Service Level (or similar)
	
	X
	X
	
	X
	X
	X
	X
	X

	Various “prizes” established by committee.  Winner can choose.
	X
	
	X
	
	X
	X
	
	X
	X

	
	
	
	
	
	
	
	
	
	

	BEA Letter of Commendation used as promotion criterion
	
	X
	X
	
	X
	
	
	Executive decision / approval needed
	Executive decision / approval needed

	DoD Purple Award for enterprise thinking (showcase success stories and impact)


	
	X
	X
	
	
	X
	X
	X
	X

	BMMP 100 Ambassadors who go on speaking tours about successes


	
	X 
	X
	
	X
	
	
	X
	X

	

	
	
	
	
	
	
	
	
	

	Attend leadership conference hosted by Secretary of Defense
	
	X
	X
	
	X
	
	
	X
	X

	Self-selected career training 
	
	X
	X
	
	X
	X
	
	X
	X

	Organization Celebrations/Outings (i.e., parties, sports events)
	
	X
	X
	
	
	X
	X
	X
	X

	Spot Awards - a small award presented for an act or service that merits recognition
	
	X
	X
	
	X
	
	
	X
	X

	
	
	
	
	
	
	
	
	
	

	Choose your next job award (with obvious limitations)
	
	X
	X
	
	X
	
	
	Executive decision / approval needed
	Executive decision / approval needed

	
	
	
	
	
	
	
	
	
	

	Increased oversight for the non-compliers
	
	X
	
	X
	X
	X
	
	Executive decision / approval needed
	Executive decision / approval needed

	Peer review award (with monetary component)
	X
	
	X
	
	X
	X
	
	Depends on specific award
	Program needs to be established

	Selected group dining with executives – held quarterly
	
	X
	X
	
	X
	X
	
	X
	X

	Place ad in the newspaper or organization publication praising work
	
	X
	X
	
	X
	X
	X
	X
	X

	Personal phone calls from Secretary of Defense, VP, President
	
	X
	X
	
	X
	X
	
	X
	X

	Letters from manager, Secretary of Defense, Undersecretaries
	
	X
	X
	
	X
	X
	X
	X
	X

	Results Incentive Awards: Bonuses based on goals; tied to group and individual incentives
	X
	
	X
	
	X
	X
	X
	
	X

	Photo session with Secretary of Defense
	
	X
	X
	
	X
	X
	X
	X
	X

	Plaques
	
	X
	X
	
	X
	X
	X
	X
	X

	Trophies/ BMMP Oscar
	
	X
	X
	
	X
	X
	X
	X
	X

	Empowerment training taught by senior staff: Teaches employees that they have the belief, ability, and opportunity to change and improve their own environment.
	
	X
	X
	
	X
	
	
	X
	X

	Certificates of recognition
	
	X
	X
	
	X
	
	
	X
	X

	Transformation Squad: Small group of volunteers with a small budget that they use for any type of transformation-building event
	
	X
	X
	
	
	X
	
	X
	X

	Monthly trophy where individuals nominate one another
	
	X
	X
	
	X
	
	
	X
	X

	Department pizza party
	
	X
	X
	
	
	X
	X
	X
	X

	The most senior officer distributes ice cream to staff 
	
	X
	X
	
	
	
	X
	X
	X

	"All Hands on Deck Meeting":  Quarterly meetings with award presentations 
	
	X
	X
	
	X
	
	
	X


	X



	Managers Club Award: Voted on by staff
	
	X
	X
	
	X
	
	
	X


	X



	"Hall of Fame":  Display staff awards and certificates in "Hall of Fame"
	
	X
	X
	
	X
	
	
	X
	X

	Star Program:  If staff do something beyond their normal job, they are given a star in public recognition
	
	X
	X
	
	X
	
	
	X
	X
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