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2004 SELF ASSESSMENT GUIDE

The following pages are provided as a guide to assist agency managers and their Internal Quality Consultants (IQCs) in completing the annual self-assessment.  It describes the purpose of the assessment, how to complete it and how to use the results.  


WHAT IS THE ANNUAL “SELF-ASSESSMENT?”

The annual self-assessment is a tool for evaluating organizational capacity and effectiveness. It is modeled on the Baldrige criteria, a non-prescriptive set of inquiries built around seven categories:

· Leadership

· Strategic Planning

· Customer and Market Focus

· Information and Analysis

· Human Resource Focus

· Process Management

· Results (Customer, Financial and Market, Human Resources, Internal Process Management, and Public Value and Benefit  – same as Balanced Scorecard perspectives)

The criteria have been tailored to make them relevant to state government, and each category is broken into 4-5 items.  The results of the self-assessment are a group of “scores” for the items in each category, which are “rolled up” into a “score” for each category.

PURPOSE

Every year since 1998, the Governor’s Office has asked agencies to do a self-assessment based on the Baldrige quality award criteria.  It is designed to help each agency annually to take an overall look at their management activities and determine ways to make improvements to how the agency works as an organization. 

The result of this assessment can provide valuable input to the planning cycle for the coming year.  The graphic on the next page illustrates how the self-assessment fits into the overall management and planning process.  It provides a tool for:

· Determining if strategies you put in place are working; 

· Discovering where you are getting better;

· Identifying opportunities for improvement activities for the coming year; or 

· Selecting elements you may want to address in your strategic plan, quality plan, business plan or balanced scorecard.


WHAT ARE THE BENEFITS OF THE SELF-ASSESSMENT?

· Comprehensive, systemic overview of the organization (like an annual physical exam) ensures that issues don’t get overlooked.

· Surfaces what is working and where opportunities are, based on a broader perspective than just management’s (IF you conduct the assessment with a “slice” of the agency. This information is useful for strategic planning, employee development, customer plans, and other organizational activities.

· Builds buy-in for addressing the opportunities once they are identified, because all levels have been involved in identifying them.

· Brings people together around a common purpose of improving the organization.

POINTS TO CONSIDER

· The discussion that you have in order to determine the score for each category is where the exercise adds value, NOT the score itself.

· The assessment is not about getting a better score each year.  It is about taking the time to honestly assess your progress as an organization, as you and your manager continue to improve the way in which you manage.

· It is important to understand why there is an increase or decrease in the score from year to year.  For example, agencies typically score themselves LOWER in the second year, as they come to understand the real meaning of the tool.  This is an important indicator of organizational maturity.

· You are encouraged to use data from other assessments in determining your score.  For example, you may want to use employee survey data or feedback received from customers, clients, or stakeholders. 

WHAT HAPPENS TO THE RESULTS?

Most agencies have been performing the self-assessment for 4-5 years, and can use the scores themselves to assess their progress in the seven categories.  In addition, agencies are asked to report their scores to the Office of Quality and Performance, accompanied by the three areas in which they are experiencing the strongest successes and the three areas in which they see the greatest opportunities to improve. The Office uses this information to design programs and support for the Quality Consultants and agency managers.

WHERE THE SELF ASSESSMENT FITS IN THE MANAGEMENT PROCESS

SELF ASSESSMENT PROCESS

Each agency is free to design its own process for administering the self-assessment tool.  Past experience indicates that meaningful results come only when agencies set aside adequate time to train participants on the tool, and facilitate thoughtful discussions on the findings. This should not be a strictly quantitative process.  Rather, it should lead to significant insights as to what is working well in the agency, as well as some specific ideas for improvement.

There are several elements for you to consider when designing a process to administer the annual self-assessment tool.

· Size of your agency or organization

· Organizational ability to be self-reflective

· What “voices” do you want to capture in the results?  Employees, union representatives, managers, and specific program areas

· How grounded your organization is in quality improvement and use of the Malcolm Baldrige National Quality Award criteria

· Consider designing a “stretch” process – to take learning to a higher level

The following are different examples of processes agencies have used to complete their self-assessment.  They are provided as potential ideas for your agency.  It is important that you determine the process most effective for your own organization.  One method is not better than another is, just different.  You may want to consider using a facilitator to assist in moderating the discussion.

Example #1 – Small to Tiny Agency Process

In a small agency (less than 30 people), the IQC explains the purpose and process at an all staff meeting.  Each individual then completes the assessment.  Scores are compiled by the IQC and shared with the group to gain consensus on the scores, the strengths, and the opportunities to improve, prior to submitting to the Governor’s Office. 

Example #2 – Management Only Process

The IQC explains the purpose and process for scoring the self-assessment at an Executive Management Meeting or a larger management team meeting.  Each of the managers is given a self-assessment to complete individually.  The group then sends their individually scored assessment to the IQC, who compiles them.  At a followup meeting the IQC presents the results and leads a discussion on them.  The value of the discussion is to understand the different perspectives on the scores use the varying perspectives to generate ideas for how the agency can improve.  The management team then decides on a consensus score to send to the Governor’s Office, along with the identified strengths and opportunities for improvement.

Example #3 – Cross Cutting Process 

This process is the same as #2 except the Steering Committee or other “slice of the agency” is also asked to score the assessment, determine the consensus score, and identify the agencies strengths and opportunities to improve.


Remember the purpose of the assessment is to determine where you are as an agency in your journey toward becoming a world class organization in fulfilling your mission, delivering services and creating a positive environment for your employees to meet the needs of your stakeholders and customers.

LESSONS LEARNED FROM THE FIELD

· Plan for enough time to effectively administer the process.  This includes sending it out to people to score, conducting the facilitated scoring sessions, and most importantly – holding the final session on what the organization is going to do with the results

· Explain the “scale”.  If one of the participants believes that the agency is demonstrating work at the 1,2, 3 and 5 levels – what score do we give? Explain that the score should be based on the employee’s direct experience and other data.  Compiled with the scores of other participants, the numbers build on themselves.

· Scores should be supported by data – look for anecdotal data vs. true data.

· Use the consensus discussions to identify specific options for improving scores: “What would it take for us to raise this score between now and next year?  What things could we do better or differently?”

USING THE TOOL
When you are finished with your assessment, send your agency’s consensus scores to Mary Campbell, Office of the Governor, along with the cover sheet that describes the process used, three strengths, three opportunities, and the steps you plan to take to address the opportunities.  We will aggregate the results from all cabinet agencies and use it to determine what kinds of support we should be providing.  There will be no comparing of agencies scores or ranking of agencies against each other.  For your internal benchmarking process only, I will provide averages for small and large cabinet agencies.

The results of the tool should also inform your agency’s strategic planning process, and may result in initiatives that are tracked in your scorecard or performance agreement with the Governor.


LEADERSHIP

	ELEMENT
	
Indicate in the bar numbered 1 –7 how far along you believe your organization is

	
	1
	2
	3
	4
	5
	6
	7

	Senior Leadership Direction
	Vision, mission, and goals do not exist.
	Vision, mission, and goals exist, but have not been shared throughout the organization.
	Vision, mission, and goals are shared within and outside the organization.  
	Vision and mission are translated into measurable goals, are communicated and understood by some employees, customers and stakeholders.
	Direction and goals are incorporated into the strategic plan and are oriented to drive future performance.
	Direction and goals include partnerships with other agencies or jurisdictions to provide seamless service delivery to the public.
	Leadership goals and direction are recognized nationally for the agency’s innovations in providing services to improve the public good.

	
	1
	2
	3
	4
	5
	6
	7

	Innovative Work Environment
	Learning, innovation and empowerment are not practiced in this organization.


	Beginning to see a few managers encouraging employees to try new ideas.
	Some managers encourage learning and new ideas and empower employees on a limited basis.
	Many managers provide mentoring, promote opportunities for learning and praise new ideas.
	Most managers are role models for others providing mentoring, sponsoring opportunities for learning, and praising new ideas.
	Managers are recognized locally as outstanding leaders and role models for others.
	The organization and managers are recognized nationally as outstanding leaders, role models for others.

	
	1
	2
	3
	4
	5
	6
	7

	Organizational Performance Review
	No management review process to evaluate organizational performance.
	Occasionally management meets to review organization goals and progress toward achieving them.
	Performance results are a regular subject at executive management meetings.
	Executive management assesses the organizational performance effectiveness and makes improvements on a routine basis.
	Management has a process for evaluating progress toward achieving goals and ensuring alignment of divisional goals.
	Performance reviews by management drive improvements and innovations including improvement in management effectiveness.
	Performance reviews include employees and stakeholders with focus not only on current performance but assessing actions for future direction.

	
	1
	2
	3
	4
	5
	6
	7

	Public Responsibility and Citizenship
	No sense of public responsibility on management’s part.
	Managers supports community service and involvement by employees such as blood drives, tutoring, and combine fund drive.
	Managers demonstrate high ethical standards in transactions and interactions.
	Management is sensitive to public concerns such as conservation, environmental impact, social impact and business impact.
	Management has strategies for actively addressing the impact their operations have on the community and the environment.
	Management leadership, goals, and strategies demonstrate anticipation of impact of agency activities on the community and the environment.
	Management takes a leadership role in volunteer community activities beyond their normal business interactions with the public. 

	
	1
	2
	3
	4
	5
	6
	7

	Overall Rating
	Not engaged yet
	Beginning to engage 
	Minimum standards met
	Practitioners with moderate success
	Stable processes with trend results
	Sustained results, role model
	World class excellence


Other data, experience





Annual Self-Assessment


Ask yourself questions such as, how well are we doing?


How do we collect data?  What do we do with it?  Is our strategic plan working? Who is involved?  


Use the Baldrige framework of Leadership, Strategic Planning, Customer Focus, Information & Analysis, Human Resource Focus, Process Management and Performance Results to guide the assessment.








Recycle Annually





Data collection





Implementation of strategies, operational activities and process improvements





Management review of performance (scorecards)





Policy or Legislative Agenda





POG and Budget Development








Strategic Plan, including Balanced Scorecard measures





Performance data





Business  or industry trends





Customer feedback data





Employee survey data





Data analysis





Self-Assessment





1 or 2 opportunities for improvements








This category addresses the organization’s leadership system and how management addresses values, organization directions, performance expectations, focus on customers and stakeholders, learning and innovation.
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