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I.
 Authority
The authority for Treasury Personal Property Management Program Assistance Visits resides in Treasury Directive (TD) 73-01.  This Directive states, in part, “….The Director, Office of Asset Management, has oversight responsibilities for the Department’s personal property management program……”.

II.
Introduction
This program establishes a framework for assessing the health of the Department’s personal property management program and for encouraging the sharing of best practices throughout Treasury.  Treasury Personal Property Management Program Assistance Visits will:

A. Provide personal property management consulting services;

B. Analyze and assess the effectiveness and efficiency of Treasury’s personal property management programs and operations;

C. Identify and communicate best practices, lessons learned, issues and information;  and

D. Serve as an advocate for the bureaus in the coordination and resolution of issues at Treasury.

This program applies to all bureaus and offices maintaining their own personal property management program.

III.
Types of Assistance.
Personal Property Program Review Visits include:

A. Personal Property Assistance Reviews (PMAR) are oversight reviews, designed to general processes, tools, and people.  If, as the result PMAR visit, the Director, Office of Asset Management determines that a follow-on visit is needed, it will be scheduled with the designated senior management official responsible for the personal property management program.

B. Special Property Assistance Visits (SPAV)
are special issue reviews that may be requested by either the Director, Office of Asset Management or by the bureau.  These visits will usually relate to a specific topic such as disposal, exchange/sale, automated property management systems, etc.

Personal Property Program Assistance Visits

Personal Property Assistance Review (PMAR) Guidelines
Background

This document provides additional guidance for Personal Property Assistance Reviews (PMAR).  Initiatives such as OMB Circular A-11, the Government Performance Results Act (GPRA), the Federal Financial Managers Improvement Act (FFMIA), and the Federal Managers Financial Integrity Act (FMFIA) place a responsibility on the personal property management community to strive for continuous improvement and to make the Department’s program as effective and efficient as possible.

Scope of Review

PMARs will occur at least once every three years, and will focus in on three major areas:  People, Integrated Tools, and Processes (see exhibits 1 – 3).   Any organization needs these three things to in order to succeed in providing a product or service.  The more effective each of these components is, the more efficient and effective the organization will be.  Exhibits 4 and 5 are provided to help gather the information required  to analyze the areas of review in exhibits 1 through 3.

The PMAR Team

The team will be comprised of representatives from the Office of Asset Management and the bureau undergoing the review.  Additional personal property management professionals from other bureaus may be requested to participate.

Review Methodology and Techniques

The PMAR team will use a variety of techniques to assess the areas listed above, including the following:

· Obtain background information to gain an understanding of the bureau mission, its major customers, and its major products or services produced;

· Review files in order to note trends, compliance, and to note the type and depth of analyses being performed;

· Interview personal property management staff, being sure to get a mix of management, supervisory, and non-supervisory personnel;

· Interview customers;

· Review performance data (inventories, OIG reports, reports of survey, internal reviews);

· Obtain data on attrition rates during the review period and compare to data published by OPM;

· Review policies and procedures to ensure effective guidance is in place as appropriate;    and

· Discuss best business practices.

Data Analysis

Once all the data has been gathered, it must be analyzed in order to prepare a report that has not only accurate but meaningful findings and achievable recommendations for improvement.  Continual communication with the Office of Asset Management on an agreed upon frequency is essential for discussion of major findings.   The PMAR team leader must identify the significant points and categorize them around the major categories of review as defined earlier.

Report Preparation and Review

Once all the data has been gathered and analyzed, a report will be assembled that not only covers all the pertinent issues, but also embodies a single, unifying editorial style.  All team members and the Director, Office of Asset Management will review the report.  Once the reviews have been completed and changes agreed upon, a draft report will be provided within two weeks to the Director, Office of Asset Management for review and comment.  The final report will then be issued and the designated senior management official for personal property management requested to provide an appropriate response on the corrective actions to be taken where areas have been determined to have room for correction or improvement.  This response, containing a plan of action,  should be within 60 days of the issuance of the report.  After the official response has been received, the Office of Asset Management will follow up periodically on the implementation of the report and offer any appropriate assistance.

Special Purpose Assistance Reviews

The practices and procedures outlined in this appendix will also apply to Special Purpose Assistance Reviews (SPAV), although some adaptation may be required based on the circumstances giving rise to the SPAV, their sensitivity and urgency.

Exhibit 1

People

Property personnel must have appropriate skills to accomplish the property mission.   They must receive appropriate training and must be effectively led.  Offices need both the right mix and the right number of personnel.

1. Hiring and staffing practices should ensure the right mix of experienced and entry level personnel.  Review the organizational chart with grade levels.  If there is not a good mix, i.e. no folks in entry level positions, ask what is being done to recruit new hires and/or entry level staff. Based upon the size and scope of the operation, review the number of employees and their skill mix.  Is the organization structure appropriate for the workload, i.e. right numbers of people with right skills in each component?  How long does the recruitment process take? 

2. Attrition rates should be compared to those of similar organizations.  Ask what the attrition rate has been over the last 18 months; if people have left, ask why.  Compare the attrition rate to Departmental averages.  Determine if the office debriefs exiting employees to determine reasons for attrition.

3. The organization should value its employees and should provide timely feedback in the form of performance reviews.  Ask if mid-term reviews have been conducted, and if people feel they’ve been recognized sufficiently for work they’ve done---awards, letters of commendation, etc.  Review any available data on employee satisfaction.  Ask about employee recognition methods and numbers of awards given during the review period.

4. Communication between employees and supervisors must be effective.  Do employees feel they’re getting effective supervisory guidance?  Are they comfortable asking questions or seeking help?  Are regular staff meetings held?  How is information disseminated to staff members?  Is there a generally supportive, cohesive atmosphere?

5. The organization should strive for continuous learning to allow for continuous development. Training plans should be established for all employees.   Determine whether plans have been developed and followed.  Validate that adequate funds are available for training consistent with bureau budgets.  Ask how much is allotted per employee per FY, and ask if employees actually get to use their allotted funds---if the money’s there, but they’re not allowed to go to training, we should take note.  Ask if people attend meetings, seminars, summits, etc. to hear about best practices or discuss ‘hot’ topics like asset management.  Are necessary adjustments made to the IDP during the year?  Is employee progress evaluated when developing the next IDP?  What is management’s attitude toward career development?  In addition to training, are developmental assignments given?
Exhibit 2

Integrated Tools

Personnel require access to the appropriate tools to complete their tasks effectively. Tools include: copies of regulations and procedures (either hard copy or softcopy); access to internet for research purposes; and access to office software including word processing, spreadsheets, and databases as required.  Verify the following:  

1. Availability of regulatory guidance.  Do you have a copy of the FMR, FPMR, Treasury Directives, bureau manuals and directives, etc. at your fingertips, in hard or soft copies?  

2. Internet access.  Do you have access to the Internet at your desk, or at a central place in the office?  Is the Internet used for product or policy research?   If not, what tools are used? 

3. Office automation tools. Do you have sufficient access to all the software you need to do your job (e.g., Excel, Word, PowerPoint, etc.), and do you know how to use it?  

4. Intranet usage.  Do you have a property-specific Intranet site to provide property staff, management, and internal customers with property policies, information, and contact points?

5. Interfaces.  What is the interface between your finance and property automated systems?  Does the property system create the necessary subsidiary records to adequately feed the general ledger in the finance system?

Exhibit 3

Processes
People and tools must be combined with effective processes to ensure that the desired results are efficiently accomplished.  The information required to assess processes was gathered via interviews, reviews of files, and review of written guidance.  Processes necessary for property operations include: 

1. Tracking property requests. How is this done?  Is there a central tracking system for the office?  

2. Communicating status to customers.  Does the program office have a process to advise internal customers of the status of their requests?  Is this information available electronically?  If not, how are they apprised of status? 

3. Market research tools.  Property specialists should have the necessary tools to identify existing contractual vehicles to avoid duplication of effort.  What sort of analysis of alternatives is done to provide service as a business manager?  Are customers apprised of existing vehicles, to find out if a contract already exists for what they need?  Are they aware, e.g., of all the Treasury-wide vehicles at IRS?

4. Clear and concise documentation to support decisions made and actions taken.  Are actions well-documented, including performance-related issues, and supportable?  Are property specialists using an approved system for file management, as well as for decision documents?  

5. Workload allocation should be equitable and efficient.  How is this done, by type of property, organizational component/location?  How is workload forecasted?  Does the property staff have the ability to handle the workload assigned?  How productive are the property personnel?  Are there unusual requirements that impact productivity?  How does the organization’s productivity compare to similar bureaus?

6. Benchmarked, documented property processing times.  Are the times required to complete property actions documented?  Are they reasonable compared to other bureau lead-times?

7. Employee performance management.  Performance is critical.  The organization is accountable for ensuring that customer satisfaction is achieved and customer requirements are met in a timely and cost effective manner.  Review management controls for assessing performance results against organization goals.

8. Continual review of regulatory processes.  Are they preventing bureau property personnel from doing their jobs well and on time? 

9. Business practice evaluation. Is the organization using the best practices/methods to achieve its objectives?

Exhibit 4

Sample Interview Questions for Property Staff

Name:

Title:

1.  Is the Property organization adequately staffed to accomplish the workload?

2. Do you have enough time to complete assigned tasks the way you’d like to?  If not, what are you not able to do that you’d like to do?  Do you have collateral duties that take time away from your principal tasks?  Is innovation encouraged?

3.  Describe the climate in the Property organization, i.e., is the workload so much that it is stressful; adequate, but people need training; tense because there is no growth potential: everything’s okay.  

4. Have mid-term reviews have been conducted?

Do you feel you’ve been recognized sufficiently for the work you’ve done---awards, letters of commendation, etc?

5. Do you feel you’re getting effective supervisory guidance?  

6. Overall, do you feel that most people in Property are getting effective supervisory guidance?

7. Are you comfortable asking questions or seeking help?

8. Do you receive training regularly?

Do you get to use your allotted training budget?

Are other employees taking advantage of training funds, and getting training?

Do you feel that you are getting sufficient training to keep pace with the current changes in the Federal or Departmental regulations?

Do you attend seminars, conferences, meetings, summits, etc. to hear about best practices or discuss ‘hot’ topics, like asset management or regulatory changes? 

Is your IDP developed and reviewed with your supervisor annually?  

Are adjustments made during the year?

Have you been given any developmental assignments recently?

9. Describe how you communicate status to customers. 

10. Briefly describe how you identify potential sources of property to meet customer requirements. 

11. Do you work closely with the Procurement office to determine the most expeditious and cost-effective way of obtaining necessary goods and services?  

12. Are communications good between program offices and property staff?  

Do you feel your office is pro-active, re-active, or a little of both?  

13. Do you have a copy of the FMR, FPMR, Treasury Directives, etc. at your fingertips, hard or soft copies?  

14. Do you have access to the Internet at your desk, or at a central place in the office?  Is the Internet used for research?   If not, what tools are used?

15.   Do you feel that you have all the tools necessary to perform the required work?

Exhibit 5

Customer Survey

Customer’s Name/Phone No./Office ______________________________

Telephonic survey conducted by _________________ on ______________

1. Is there an identified communications process between your office and property staff to resolve disputes and/or discrepancies?  Is it effective?

2. Is your office involved in advanced planning with the Property staff?  (when the need is identified you notify property and you jointly strategize and establish a plan for the acquisition of the needed items)

a. If so, does the Property staff collaborate with you in a proactive fashion, i.e., anticipating needs, asking questions, finding solutions?

b. If you have recurring requirements,  does the Property staff keep you advised of progress and suggest alternatives when appropriate?

3. How would you rate communication between you and the Property staff?

     Excellent           Very Good           Average           Below Average           Poor

4. How would you rate performance or quality of property received?

     Excellent
          Very Good           Average           Below Average           Poor

5. How would you rate the timeliness of the property staff in obtaining goods and services when you need them (considering that they were provided the requirements in sufficient time)?

     Excellent           Very Good           Average           Below Average           Poor

6. How would you rate your overall satisfaction with the Property staff?

Excellent            Very Good           Average           Below Average           Poor

7.  Are there any additional comments or recommendations that you would like to    

     make?

Thank you for taking time to participate in this survey!  We appreciate your comments.
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