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N-MAPS: BUPERS new way of mea-

suring, managing success

By JO1 Teresa Frith,
NPC Communications

N-MAPS, or Navy Man-
power and Personnel Strategy, is
our N1 version of the Balanced
Scorecard strategic management
and measurement system widely
used throughout the business
world. Part of the N1 plan to
tightly alignall theorganization's
activities and finances with our
strategic objectives, it defines
logical inter-relationshipsacross
four business perspectives: fi-
nancial, customer, internal/exter-
nal processes and learning/
growth.

“Thisisal about measuring
thethingswedo against thekind
of performance outcomes we ex-
pect,” explained VADM Gerald
Hoewing, Chief of Naval Person-
nel. “We can’t just say we are
going to improve the quality of
the force, for example, we have
to be ableto say how we are go-
ingtodoit, and moreimportantly,
how we will know when we've
successfully doneit.”

N-MAPS holds true to the
original Balanced Scorecard con-
struct, which was developed in
1990 by Harvard accounting pro-
fessor Robert Kaplan and Bos-
ton consultant David Norton to
helpimprove measuresof perfor-
mance for businesses. Over the
next few years, this“ scorecard”
approachtoaligningvirtually all
of an organization’s activity to
its strategy caught hold, and

now over half of all Fortune 1000
organizations use aform of it as
akey tool intheir strategic plan-
ning.

The NI/BUPERS initiative
alsotracesitsoriginsto the pub-
lic sector focused methodology
established by Mr. Paul Niven,
the widely read author of “Bal-
anced Scorecard: Step-by-Step
for Government and Non-profit
Agencies.” Mr. Niven has con-
ducted supervisory training for
anumber of our N1/NPC person-
nel involved in this early stage
of Balanced Scorecardimplemen-
tation, bothin Washington D. C.
and Millington, TN.

In concert with the other or-
ganizations within the N1
claimancy, NPCiscurrently work-
ing on its own N-MAPS plan.
Each pillar (Business Operations,
Career Management and Fleet
Support) hasbeentasked to come
upwithitsown strategy map that
will spell out its objectives for
each of the four business per-
spectives mentioned above, and
to associate aseriesof measures
to gauge progress towards mea-
surable goals associated with
each objective. Over time, this
way of doing businessisplanned
to “cascade” down throughout
the command, with most every
level having its own N-MAPS
strategy map and related key
measures.

“TheN-MAPS plan will help
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... NMAPS

NPC move into the future by giving us an
accurate and informativetool that everyone
from the personal level to the top level will
be able to better judge our goals and objec-
tives and how successful we are at accom-
plishingthem,” said RADM JohnW. Townes
[11, Commander, Navy Personnel Command.
N-MAPS is both a measurement and
management tool. It functions most effec-
tively in allowing organizations to clarify
their vision and strategy and translate them
into action. It providesfeedback around both
the internal business processes and exter-
nal outcomesto continuously improve stra-
tegic performance and results. Each of the
four business perspectives addresses an
important part of the puzzle, with organiza-
tion strategy at the center of everything.
Oncethat strategy isformed, N-MAPSgives
the organization away to effectively trans-
late it into measurable goals and implement
effective plans to reach those goals.
Oncetheorganization’ soverarching mis-
sion is determined, the four business per-
spectives must be analyzed and clearly de-
fined. For example, inthe* Customer” quad-
rant, before goals for mission success can
be established, it must be determined who
the customers are and how best to serve
their needs, while still keeping true to the
needs of the Navy. Concurrent with the de-
velopment of the “ Customer” quadrant, the
“Financial” quadrant must also be devel-
oped, insuring complete alignment and in-
terconnection of sound financial objectives
with those for the “ Customer” quadrant.
The next quadrant to develop is that of

the Internal Processes. This quadrant repre-
sents the day-to-day activity of the organi-
zation. Inthe case of NI/BUPERS, thisrepre-
sents the “flow” of activity through our or-
ganization, also known as our “supply
chain.” Asyou look at this “Internal Pro-
cess’ quadrant of our strategy map, you
should see a clear representation of what
happenswithin our organization, from deter-
mination of Navy manning reguirements,
through recruiting to distribution to caring
for our Navy personnel — Active, Reserve,
Government Service and Retirees.

But you will also see that we have in-
cluded an additional “External Process” ob-
jective, something not normally seen in bal-
anced scorecardsin either the private or pub-
lic sectors. The reason for this is that our
strategy map, in covering the full spectrum
of the Navy’s Human Resource, or Human
Capital, processes must also include theim-
portant component of Training and Educa-
tion; without it, our “supply chain” isincom-
plete. Most organizationswould includethat
training and education function within the
HR organization; Navy’ sislocated within the
Naval Education and Training Command
(NETC). By includingitin our BUPERS Strat-
egy Map, we have ensured that our internal
processes that overlap those of NETC and
the objectives associated with those process
stages, fully recognize the importance of
close coordination with NETC in these pro-
cesses to ensurethat our Navy getsthe most
efficient and economical HR system possible.

Lastly, weaddresstheemployeelearning
and growth perspective, where we ensure
that NI/BUPERS personnel have gained the

Web CMS implementation will improve NPC

communications capabilities

A recent study of the NPC web site de-
termined that approximately 19,000 pages of
content were posted there. Much of itisout-
dated or inaccurate, or simply no longer
aligned with today’ s guidance.

Indeed, some of the material posted is
not even in compliance with Navy web
policy. In addition, approximately 140 per-
sonnel acrossNPC use at | east some of their
time to maintain aweb presence, often with
littletraining. After many monthsof research,
coordination, and review, GSA has awarded
Dell acontract to implement aWeb Content

Management System (WCMS) across NPC.

Benefitsof Web CMSimplementationin-
clude real-time content delivery to our cus-
tomers, streamlined workflow and approval
process, astandardized |ook/feel for theNPC
web site, improved communi cation/feedback
with/from end-users, reduced technical
knowledge required to manage web commu-
nications and mmpliance with statutes/
Navy web policy.

Thissystem will also automate review of
content at thedivisionand pillar level, stream-
lining the process, and ensuring all levels of

appropriate skillsand experienceto conduct
our business properly. Without that aspect,
no organization would succeed, becausethe
right mix of tools and people skillsresultsin
an organization that is well equipped to ac-
complishitsmission. Thedirectinterrelation-
ship of all four of these perspectives (quad-
rants), represented on our Strategy Map, and
theidentification of realistic, achievableand
measurabl e objectives, iskey to the success
of N-MAPS.

Overall, the N1 strategy map (click here
to view strategy map) has been developed
in an effort to clearly define our organiza-
tional objectives, and to link each objective
to metricsthat challenge N1/NPC personnel
to continually improve their “outputs’ or
results. The N1 plan has begun the process
of “cascading” down to the next level of the
chain of command where organizational ob-
jectives have been identified. The strategy
will continue to cascade down to the divi-
sionlevel and beyond. At each point, metrics
will beidentified to support those abjectives.
Oncethese aredeveloped at each level, pro-
cesses will be designed to collect the re-
quired information relevant to them so they
can bemeasured and analyzed appropriately.
Thisstrategy ismeant to bealiving, breath-
ing document that will adapt to meet future
changes.

CNRC and N13 will be the first to have
their objectives and measures automated
through use of new software tools, drawing
on authoritative data contained within the
N1 enterprise database currently under con-
struction. The results of these efforts will
provide uswith ahighlevel “dashboard” of
key, strategic metricsfor CNPto monitor the
performance of his organization.

The N-MAPS tools and measures will
keep our team ontrack toimprove Fleet readi-
nessand meet current and future CNO guid-
ance. Each of us will be involved to some
extent in the N-MAPS effort, ensuring ev-
eryoneinthe organization hasaclearer view
of how his or her individual efforts contrib-
ute to the overall mission.

NPC know what is communicated from their
areas via the web. Stay tuned for more de-
velopmentsin thisarea, asthe Dell team re-
ports onboard, and we begin the initial
phases of implementation and content con-
version in the coming months.
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