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 GOAL SHARING PROGRAM

        http://vaww.visn2.med.va.gov/leading/goalsharing.html
PURPOSE

The purpose of this Handbook is to communicate the expectations for the VISN 2 Goal Sharing Program, to summarize how the program works, and to assign responsibilities for carrying it out.

DEFINITIONS

Bonus Goal – An overarching goal that the entire facility may contribute to that each Network facility has the option to establish.  Examples include energy conservation, cost reduction, etc.  If set by a facility  & met, one bonus point will be added to the overall score of each facility team’s results, possibly pushing teams at the bronze or silver level to the next higher level.

Eligible Employee – Employees eligible to participate on Goal Sharing Teams include all full time (FT), part time (PT), & intermittent VISN 2 employees (including temporary) who were at a minimum on the payroll from April 1 (start of 3rd quarter) through Sep. 30, the end of the Fiscal Year (FY).   Non-VHA employees of Canteen, Research, Vets Centers, EMPO, and Cemetery are also eligible if they worked in VISN 2 during this time period.   Full time employees must have been in a pay & duty status for at least 1040 hours, and intermittent and part time employees must have been in a pay & duty status for at least 500 hours.  Employees must have joined a Goal Sharing Team by March 31 in order to be eligible.  Employees who meet the above requirements who transfer or separate (except for cause) from Network 2 employment after September 30 will be forwarded the incentive due them.
Goal Sharing – a group incentive pay program that rewards teams of employees for accomplishments of goals in support of facility,  Network or VHA goals. 

Ineligible employees include all trainees, residents, interns, WOCs, students and fee basis employees and FT, PT and intermittent employees who entered on duty after the beginning of the third quarter of the FY (April 1).

Gap Goals  - goals to lessen or eliminate an identified gap between facility, care line, or department performance and VHA performance standards as prioritized by the facility Director or  LLC (Local Leadership Council).

Strategic Goals are high priority goals set by the facility Director or LLC in support of VHA's Six for 2007 and Network goals. 

Work unit - for goal sharing purposes a work unit is defined as a team of  2 to 22 employees* which has set three meaningful stretch goals in support of  strategic and/or gap goals identified as high priority by facility Directors/LLCs.  Teams consisting of 8-10 members have proven to be the most effective.  The work unit where an employee spends a majority of his/her time will be the unit used to determine  award amounts.  Teams may consist of all non-supervisory employees, supervisory employees, or a combination. *Rare exceptions may warrant  approval of different sized teams, but only with written approval of the facility GS Team.

Stretch goals define performance at the Bronze level as performance at least 10% better than the consensus estimate of what is expected if there is no actual baseline, i.e., at least 10% above what would be considered average.  If there is baseline data, the goal should be set 10% above the baseline.  Silver and Gold levels should each be set 10% higher than the next lower level.
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      RESPONSIBILITIES

Network Governing Committee: The Human Resources Committee is responsible for oversight of the Network Goal Sharing Program.

Goal Sharing Program Manager is responsible for formulating and recommending policy on goal sharing, and planning, controlling and managing the various functions of the program.  Ensures that 

the program directly supports the Network’s mission, goals and objectives.

VISN 2 Goal Sharing Team - (see Page 4 for membership) is responsible for:

· Providing guidance on establishment of goals across the Network

· Coordinating training for Local Goal Sharing Team members on goal setting, teamwork, 

     measurement techniques, software program and performance improvement methods.

· Publicizing the program and communicating successes. 

· Monitoring Goal Sharing progress across the Network.

Local Goal Sharing Team at each facility is responsible for:

· Concurring in teams made up of employees with common objectives and purpose. 

· Establishing support work units for employees who work in more than one common area.

· Assisting with the training of each work unit team leader on the Goal Sharing software program.

· Assisting work units in the development of meaningful work unit stretch goals and appropriate measures of performance.

· Publicizing the program and its successes.

· Coordinating/conducting software training for local participants and assisting them with software problems.

· Using VISN 2 Goal Sharing Facility Managers’ software to monitor team participation.

· Timely submitting Local Goal Sharing Taskforce Reports to the VISN 2 Goal Sharing Program Manager quarterly by the 15th of the month following the end of each quarter, i.e. Jan 15, April 15, July 15, and Oct. 15.  (See Page 4 for the entire year's timeline)

· Preparing an annual report to the Local Leadership Council.

Supervisors, whether they participate on a team or not, are responsible for:

· Coordinating Goal Sharing Team(s) formation
· Assisting teams in developing team stretch goals that support the Six for 2007 (including gap goals where applicable), and developing measures that clearly indicate high levels of achievement.

· Reviewing and approving each goal prior to the team starting the improvement process.

· Coaching and mentoring the team(s) in pursuit of their goals.

· Ensuring that team members meet eligibility requirements for payout, i.e., contributed to the achievement of the goal, were in a duty & pay status for the required amount of time and were on the payroll from April 1 thru Sep 30 at a minimum.

· Maintaining for audit purposes for a period of two years, records that document goal attainment for team's under their supervision.
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Employees who join Goal Sharing teams are responsible for:

· Selecting three team goals that support VHA, Network, and/or facility Strategic Goals or gap goals, and submitting them to their supervisor for approval.  Bronze, Silver and Gold outcome levels must be defined in measurable terms that reflect high achievement levels.  Goals with measurable outcomes must be submitted to work unit supervisors for review and approval by the established deadline.

· Preparing an optional Action Plan Agreement may increase the team's probability of success.


[image: image1.wmf]"2004  ACTION PLAN 

AGREEMENT.doc"


· Actively participating as a team member in pursuit of established goals through attendance, effort, cooperation, and initiative.

· Maintaining records documenting goal attainment and turning them over to their supervisor with the final team report.

· Team Leaders are responsible for recording team progress by inputting data to goal sharing software no less than quarterly.

      PROCEDURES

· Each work unit Goal Sharing Team approved by the Local Goal Sharing Team must establish three stretch goals to be pursued by the team during the year.  Goals must support one or more of the VHA, Network or facility strategic goals or the facility performance gap goals identified by facility Directors or LLC.  (Gap goals impact only certain work units).   Goal accomplishment must be defined and targeted at three separate levels – each requiring successively higher, more demanding outcomes.  The three levels are Bronze, Silver, and Gold (with Gold, of course, being the highest level of achievement). Goals must be specific, and performance outcomes measurable.  Goals must be coordinated with and approved by the work unit supervisor.  Each team member is expected to actively participate in goal accomplishment in order to share in rewards. 

· At the end of the year, points will be awarded to teams depending upon their level of goal accomplishment, and cash awards disbursed based upon the total point score per team as follows:

	Six for 2007 VHA Strategic Goals
	Bronze
	Silver
	Gold

	Put quality first until first in quality
	1 pt.
	2 pts.
	3 pts.

	Build Healthy Communities
	1 pt.
	2 pts.
	3 pts.

	Enhance, Preserve, and Restore Patient Function
	1 pt.
	2 pts.
	3 pts.

	Exceed Customers Expectations
	1 pt.
	2 pts.
	3 pts.

	Maximize Resource Use To Benefit Veterans
	1 pt.
	2 pts.
	3 pts.

	Provide easy access to Medical Knowledge, Expertise and Care
	1 pt.
	2 pts.
	3 pts.

	Total Points Required for Work  Unit Award
	2-4*
	5-7*
	8-9

	Incentive Award Amounts for Each Work Unit Employee
	$200
	$400
	$750


      *A "bonus" of 1 point may be added to the final scores for successful 

   completion of a facility "Bonus Goal" if set and met.
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VISN2 GOAL SHARING TEAM

Program Manager:  Karen Rodon
VISN 2 Goal Sharing Facility Teams Captains:

Albany


Kara Merendo, Douglas Bender

Bath


James Jenkins, Walter Dowdle

Canandaigua

Dan V. Ryan, Mike Tremblay

Syracuse



Buffalo/Batavia

Judith Kaczmarek, Kathy Pilarz

       VISN 2 Annual Goal Sharing Timelines

Oct. 1

Program begins

Facilities prepare and submit strategic plans to Network

Oct.  15
Network identifies facilities’ performance gaps

Nov. 30
VISN Goal Sharing Team issues guidance to facility teams

Dec.  15
Facility Teams work with unit teams in establishing goals and preparing and entering goals into the software package

Jan. 15
All teams established with “approved” goals; status report due to VISN Goal Sharing  Program Manager

Apr. 15
Mid-term reports and review of teams and results

May 15
Progress report due from Goal Sharing Program Manager to VISN 2 Goal Sharing Team and VISN 2 Human Resources Committee

Jul. 15
Goal status report due

Aug. 15
VISN Goal Sharing Team progress review 




Lessons Learned Meeting

Sep. 15
VISN Goal Sharing Team conducts progress review and next FY planning session

Sep. 30
Program ends 

Oct. 15
Final report due

Oct. 31

Results compiled and award amounts determined

Nov. 15
Victory List developed to publish all GOLD level accomplishments on the VISN2 website

Nov./Dec.
Payouts made 
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ACTION PLAN AGREEMENT


GOALS:    What are your specific targets or yardsticks by which you will measure improvement? How will you know you’re your goal is met? 


COMPUTER FILL-IN

		



		



		



		





PROBLEMS:  What barriers, resistance, interruptions, and obstacles, etc. might you encounter as you implement your Action Plan?  


COMPUTER FILL-IN

		



		



		





SOLUTIONS:  How do you plan to avoid or to deal with the problems that you’ve just listed?  COMPUTER FILL-IN 


		



		



		





RESOURCES:  What staff will you need to implement this plan?  Time required?  (Did you include your own time?)  What other resources – equipment, materials, outside assistance?  COMPUTER FILL-IN

		



		



		



		



		





ACTIVITIES:  List in sequence the steps required to bring about the desired change.  Indicate the time period for each using actual calendar dates and estimates of the number of hours required for each activity listed.  COMPUTER FILL-IN

		



		



		



		



		



		



		



		





COSTS:  List the costs of implementing your action plan, including both initial capital investments (if any) and any changes in operating costs.


COMPUTER FILL-IN

		



		



		



		



		



		





BENEFITS:  Itemize the dollar benefits and estimate the value of any intangible benefits.  COMPUTER FILL-IN

		



		



		



		



		



		





COMMITMENT:  In signing below, we agree to make the commitment of time and money needed to carry out the ACTION PLAN  outlined above.  We further agree to meet at the date(s) noted below to review progress and modify the schedule of activities described as may be needed to achieve our Goals.


Date(s) for Progress Review(s):


		Dec-31


Jun 30


Mar 31


Sep 30



		



		Signatures





______________________________________________________


Work Unit Leader


______________________________________________________


Goalsharing Representative


CARE LINE / SERVICE LINE TEAM: __________________________


Signatures of Teammates:


______________________________________________________

______________________________________________________


______________________________________________________

______________________________________________________


______________________________________________________
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