DOI ENTRY LEVEL QUESTIONS FOR SELF ASSESSMENTS





January 24, 2001

Category 1  - Leadership      125 Points

The first Category examines the organization’s leadership system and senior leaders’ personal leadership skills.  It examines how senior leaders address values and performance expectations, as well as how they focus on measures and responsibilities to their community.


1.  How do senior leaders  communicate and deploy:  a) organizational values, b) performance expectations, c) empowerment and innovation, d) organizational and employee learning, and e) ethical behavior?

2.  How do senior leaders establish and promote a focus on customers? 

3.  What key performance measures are regularly reviewed by senior leaders?

4.  How do senior leaders use organizational performance review findings, and how do they use this information to drive improvements?

5.  How does the organization address the current and potential impact on society of its products, programs, services, facilities and operations?   

Category 2  - Strategic Planning      95 Points

The Strategic Planning Category examines your organization’s strategy development process and how strategy and plans are deployed and performance is tracked.

1.  What is your Strategic Planning process and how does it account for:

        * Customer needs and expectations

        * Financial, societal and other risks

        * Human resource capabilities and needs

        * Operational capabilities and needs

        * Supplies/contractor/partner capabilities and needs

Note: Strategy development refers to your organization’s approach (formal or informal) to a future-oriented basis for business decisions, resource allocations, and management.  Such development might use various types of forecasts, projections, options, scenarios, or other approaches to addressing the future.  For organizations whose strategies are developed by higher levels (e.g., agency headquarters, etc.), describe how your organization provides input to the parent organization’s strategy development process, and how your own strategy is developed consistent with that of higher levels.
2.  How do you develop and track action plans that address your key strategic objectives?

3.  How do you communicate and deploy your strategic objectives, action plans, and performance measures/indicators?

Category 3 - Customer Focus      95 Points

The Customer Focus Category examines how your organization identifies its customers and their requirements.  Also examined is how your organization builds relationships with customers and determines their satisfaction.

Note: This category addresses external customers only - those outside of the organization.  Differing requirements of various categories of customers (e.g., entitled and mandated customers in addition to the traditional voluntary customers) should be taken into account.

1.  How do you know who your customers are?

2.  How do you listen and learn to determine the needs of various customer groups?

3.  How do you use information from customers to improve service or programs?

4.  How do you measure customer satisfaction?

5.  How do you build relationships with customers for repeat business and/or positive referral?  

Category 4 - Information and Analysis      95 Points

The Information and Analysis Category examines your organization’s performance measurement system and how your organization analyzes performance data and information.  

Note: The term information and analysis refers to the key metrics used by your organization to measure and analyze performance.  Because of the key nature of the data and information, they should be linked to the organization’s operations, systems and processes described in your Organization Overview and Category 6.
1.  How do you decide which operations, processes and systems to measure?

2.  How do you ensure data quality, reliability and completeness?

3.  How do you use analyses to provide effective support for decision making?

Note: Analysis includes trends, projections, comparisons, and cause-effect correlations intended to support performance reviews and the setting of priorities for resource use.  Analysis draws upon many types of data including customer related, financial and market, mission requirements, operational, competitive, and others.
Category 5 - Employee Focus      95 Points

This Category examines how your organization enables employees to develop and utilize their full potential, aligned with the organization’s objectives.  Also examined are work environment and climate efforts to ensure full participation, growth, and satisfaction.

Note: The term employees refers to your organization’s permanent, temporary, and part-time personnel, as well as any contract employees supervised by your organization.  Employees include managers and supervisors at all levels.  Contract employees supervised by a contractor performing support processes should be addressed in Category 6.
1.  How do you and your managers/supervisors encourage and motivate employees (formally and /or informally) to develop and utilize their full potential?

2.  How do you address key developmental and training needs, including diversity training, management/leadership development, new employee orientation, and safety?

3.  What formal and/or informal assessment methods and measures do you use to determine employee well being, satisfaction, and motivation?
4.  How do you maintain a safe and healthy work environment?

Category 6 - Process Management      95 Points

This Category examines key aspects of your organization’s process management, including customer-focused design, product and service delivery, support, and supplier/contractor/partnering process involving all work units.

1.  What are your key production and/or  delivery processes, and their principal measures?

Note: Product and service design, production, and delivery differ greatly among organizations, depending on many factors.  These factors include the nature of your products and services, technology requirements, issues of modularity and parts commonality, customer and supplier relationships and involvement, and product and service customization.  Please address only the most critical requirements for your organization.

2.  How does your organization respond to changing environments (new technology, changing customer and missions, etc)?

3.  How do you manage and support your key supplier/contractor/partner interactions and processes to improve performance?

Note: The term supplier refers to other organizations including units of your parent organization that provide you with goods and services.

Category 7 - Results      400 Points

This Category examines your organization’s performance and improvements in: customer satisfaction, product and service performance, financial, mission accomplishment, employee results, supplier and partner results and operational performance.  

1.  What are your performance levels and trends for key measures of customer satisfaction?

2.  What are your performance levels and trends for the key measures of mission accomplishment?

Note: Please address only top-level results showing aggregate financial measures of overall organizational performance.  These results are typically captured in performance goals and planning documents.
3.  What are your performance levels and trends for the key measures of employee satisfaction, involvement and growth?

4.  What are your performance levels and trends for the key measures of supplier/contractor/partner performance?

5.  What are your performance levels and trends for the key measures of regulatory/legal compliance and citizenship?

GLOSSARY

                          FOR DOI ENTRY LEVEL SELF ASSESSMENT
The Glossary of Key Terms defines and briefly describes concepts that are important to performance management and used throughout this self assessment..

Action Plans

Action plans refer to principal organization‑level drivers, derived from short‑ and long‑term strategic planning.  In simplest terms, action plans are set to accomplish those things the organization must do well for its strategy to succeed.  Action plan development represents the critical stage in planning when general strategies and goals are made specific so that effective organization‑wide understanding and deployment are possible.  Deployment of action plans requires analysis of overall resource needs and creation of aligned measures for all work units.  Deployment might also require specialized training for some employees or recruitment of personnel.

An example of an action plan element for a government organization supplying goods and services in competition with private‑sector suppliers might be to develop and maintain a price leadership position.  Deployment should entail the design of efficient processes, analysis of resource and asset use, and creation of related measures of resource and asset productivity, aligned for the organization as a whole.  It might also involve the use of a cost‑accounting system that provides activity‑level cost information to support day‑to‑day work.  Unit and/or team training should include priority setting based upon costs and benefits.  Organization‑level analysis and review should emphasize overall productivity growth.  Ongoing competitive analysis and planning should remain sensitive to technological and other changes that might greatly reduce operating costs for the organization or its competitors.

Alignment

Alignment refers to unification of goals throughout the organization and consistency of processes, information, resource decisions, actions, results, analysis, and learning to support key organization-wide goals.  Effective alignment requires common understanding of purposes and goals and use of complementary measures and information to enable planning, tracking, analysis, and improvement at three levels: the organization level, the key process level, and the work unit level. 

Analysis

Analysis refers to assessments performed by an organization or its work units to provide a basis for effective decisions.  Overall organizational analysis guides process management toward achieving key business results and toward attaining strategic objectives.

Despite their importance, individual facts and data do not usually provide an effective basis for actions or setting priorities.  Actions depend upon understanding cause/effect relationships.  Understanding such relationships comes from analysis of facts and data.

Approach

Approach refers to how an organization addresses the Criteria Item requirements—the methods and processes used by the organization.  Approaches are evaluated on the basis of the appropriateness of the approach to the Item requirements; effectiveness of use of the approach; and alignment with organizational needs.

Comparisons – Benchmarking and Competitive Comparisons

Benchmarking is the process of systematically comparing and measuring products, services, and processes against “best practices,” “best-in-class” achievements, and performance of similar activities, inside or outside government.  At its essence, benchmarking involves systematically looking at proven ways to provide better customer service and adapting these ways to an organization’s operations.  It turns the “not‑invented‑here” philosophy on its head, by focusing on the best practices of other organizations.

Competitive Comparisons refer to examining an organization’s current processes against effective and efficient processes of other organizations which are competitors in the organization’s markets, or with similar missions or functions within or outside the Government.  Competitive Comparisons often are less systematic and rigorous than Benchmarking, and without detailed exploration of the differences in underlying methods.

Customers

External customers are those who use or are directly affected by the organization’s products or services—those for whom the organization is in business.  They can be grouped into classifications according to their relationship to the government as a supplier: voluntary, entitled, and compelled users of the organization’s products or services.  Voluntary users choose to use the product/service, such as visitors to national parks and users of government statistics.  Entitled users have an automatic legal right to benefit from the program, such as recipients of social security benefits and users of veterans hospitals.  Compelled users fall under the jurisdiction of government programs that are prescriptive in nature, where punitive action can be taken if users do not comply (e.g., prison inmates).

Internal customers refers to employees within the organization who receive goods and services produced elsewhere in the organization and act upon them in the production chain, ultimately leading to the organization’s final output of goods and services.

Cycle Time

Cycle time refers to responsiveness and completion-time measures—the time required to fulfill commitments or to complete tasks.  Cycle time and related terms are used in the Award Criteria to refer to all aspects of time performance.

Time measurements play a major role in the Award Criteria because of the great importance of time performance to improving performance and competitiveness.  Cycle time improvement could include time to market, order fulfillment time, delivery time, changeover time, and other key process times.

Deployment

Deployment refers to the extent to which an organization’s approach is applied to the requirements of a criteria item.  Deployment is evaluated on the basis of the breadth and depth of the application of the approach throughout the organization.  

Empowerment

Empowerment refers to giving employees the authority and responsibility to make decisions and take actions.  Empowerment results in decisions being made closest to the “front line,” where work-related knowledge and understanding reside.

Empowerment is aimed at enabling employees to satisfy customers on first contact, to improve processes and increase productivity, and to better the organization’s business results.  Empowered employees require information to make appropriate decisions; thus, an organizational requirement is to provide that information in a timely and useful way.

High‑Performance Work

High performance work refers to work approaches used to systematically pursue ever higher levels of overall organizational and human performance, including quality, productivity, innovation rate, and time performance.

Approaches to high-performance work vary in form, function, and incentive systems.  Effective approaches generally include: cooperation between management and the workforce, including work force bargaining units; cooperation among work units, often involving teams; self‑managed/self‑directed responsibility (sometimes called empowerment); individual and organizational skill building and learning; flexibility in job design and work assignments; an organizational structure with minimum layering (“flattened”) where decision making is decentralized and decisions are made closest to the “front-line;” and regular use of performance measures, including comparisons.  Some high- performance work systems use monetary and non‑monetary incentives based upon factors such as organizational performance, team and/or individual contributions, and skill building.  Also, some high-performance work approaches attempt to align the design of organizations, work, jobs, and incentives.

Leadership System

Leadership system refers to how leadership is exercised throughout the organization—the basis for the way that key decisions are made, communicated, and carried out.  It includes structures and mechanisms for making decisions and reinforcing values, expectations, and behaviors.  It also includes the formal and informal bases and mechanisms for leadership development used to select leaders and managers, to develop their leadership skills, and to provide guidance and examples regarding behaviors and practices.

An effective leadership system creates clear values respecting the capabilities and requirements of employees and organization stakeholders, and sets high expectations for performance and performance improvement.  It builds loyalty and teamwork based upon the values and the pursuit of shared purposes.  It encourages and supports initiative and risk taking, subordinates organization to purpose and function, and minimizes reliance on chains of command that require long decision paths.  An effective leadership system includes mechanisms for the leaders’ self‑examination, receipt of feedback, and improvement.

Measures and Indicators

Measures and indicators refer to numerical information that quantifies (measures) input, output, and performance dimensions of processes, products, services, and the overall organization (outcomes).  Measures and indicators might be simple (derived from one measurement) or composite. The Award Criteria do not make a rigid distinction between measures and indicators.  However, some users of these terms, and portions of the Criteria, use the term indicator: (1) when the measurement relates to performance rather than to inputs; (2) when the measurement relates to performance but is not a direct or exclusive measure of such performance (e.g., the number of complaints is an indicator of dissatisfaction, but not a direct or exclusive measure of it); and (3) when a performance or measure is a predictor (“leading indicator”) of some more significant performance (e.g., gain in customer satisfaction might be a leading indicator of increased demand).

Performance

Performance refers to outcome results obtained from processes, products, and services that permit evaluation and comparison relative to goals, standards, past results, and other organizations.  Most commonly, the results address quality, efficiency and time, and might be expressed in non‑financial and financial terms.

Four types of organization performance are addressed in the Criteria: (1) operational, including product and service quality,  (2) customer‑related, (3) financial, and (4) mission/program.

Operational performance refers to performance relative to effectiveness and efficiency measures and indicators.  Examples include cycle time, productivity, waste reduction, and regulatory compliance.  Operational performance might be measured at the work unit level, the key process level, and the organization level.  

Product and service quality performance refers to performance relative to measures and indicators of product and service requirements derived from customer preference information.  Examples include reliability, on‑time delivery, defect levels, and service response time.  Product and service quality performance generally relates to the organization as a whole.

Customer‑related performance refers to performance relative to measures and indicators of customers’ perceptions, reactions, and behaviors.  Examples include customer retention, complaints, customer survey results, and changes in demand for products and services.  Customer‑related performance generally relates to the organization as a whole.

Financial performance refers to performance using measures of cost and revenue, including asset utilization, asset growth, value added per employee, cost savings and cost avoidances.  Financial measures are generally tracked throughout the organization and are also aggregated to give organization‑level, composite measures of performance.  Examples are return on investment and return on assets. 

Mission/program performance refers to non‑financial measures used to assess the organization’s success in achieving its intended purposes, goals and objectives.  As with financial performance measures, they generally are tracked throughout the organization and are also aggregated to give organization‑level, composite measures of performance.

The Criteria also address supplier performance, which refers to measures of: (1) supplier and partner-provided goods and services used by the organization in developing its final goods and services, and (2) services provided by contractor employees working within the organization, but supervised by the contractor.

Performance Goal

Performance goal refers to a target level of performance expressed as a tangible, measurable objective against which actual achievement can be compared, including a goal expressed as a quantitative standard, value, or rate.

Process

Process refers to linked activities with the purpose of producing a product or service for a customer (user) within or outside the organization.  Generally, processes involve combinations of people, machines, tools, techniques, and materials in a systematic series of steps or actions.

In some situations, process performance might require adherence to a specific sequence of steps, with documentation (sometimes formal) of procedures and requirements, including well‑defined measurement and control steps.

In many service situations, particularly when customers are directly involved in one or more steps of the service, process is used in a more general way to spell out what must be done, possibly including a preferred or expected sequence.  If a sequence is critical, the service needs to include information for customers to help them understand and adhere to the sequence.  Service processes involving customers require guidance to the servers on handling contingencies related to differing circumstances and to customers’ actions or behaviors.

In some cases, such as strategic planning, research, development, and analysis, process does not necessarily imply formal sequences of steps.  Rather, process implies general understanding regarding competent performance, such as timing, options to be included, evaluation, and reporting.  Sequences might arise as part of these understandings.

Productivity

Productivity refers to measures of efficiency of the use of resources.  Although the term is often applied to single factors, such as manpower (labor productivity), machines, materials, energy, and capital, the productivity concept applies as well to the total resources consumed in producing outputs.  Overall productivity, usually called total factor productivity, is determined by combining the productivity of the different resources used for an output.  The combination usually requires taking a weighted average of the different single factor productivity measures, where the weights typically reflect costs of the resources.  The use of an aggregate measure such as total factor productivity allows a determination of whether or not the net effect of overall changes in a process, possibly involving resource tradeoffs, is beneficial.

Effective approaches to performance management require understanding and measuring single‑factor and total‑factor productivity, particularly in complex cases when there are a variety of costs and potential benefits.

Results

Results refer to outcomes achieved by an organization in addressing the purposes of a Criteria Item.  Results are evaluated on the basis of current performance; performance relative to appropriate comparisons; rate, breadth, and importance of performance improvements; and relationship of results measures to key organizational performance requirements.

Strategic Planning

Strategic planning is the process of setting strategic directions and determining key action plans, and for translating plans into an effective performance management system.  The process leads to establishment of general goals and objectives, including outcome-related goals and objectives, for the major functions and operations of the organization, and for establishment of annual performance goals linked to the general goals and objectives.  It addresses: (1) how the goals and objectives are to be achieved, including operational processes, skills and technology, and human capital; (2) information and other resources required to meet those goals and objectives; (3) key factors external to the organization and beyond its control that could significantly affect the achievement of the general goals and objectives; and (4) how evaluations are used in establishing or revising goals and objectives.  The term “Strategic Planning,” as used in the Criteria, is consistent with the requirements established by the Government Performance and Results Act.

Systematic

Systematic refers to approaches that are repeatable and use data and information so that improvement and learning are possible.  In other words, approaches are systematic if they build the opportunity for evaluation and learning, and thereby permit a gain in maturity.  As organizational approaches mature, they become more systematic and reflect cycles of evaluation and learning.  

Value

Value refers to the degree of worth relative to cost and relative to possible alternatives of a product, service, process, asset, or function.

Organizations frequently use value considerations to determine the benefits of various options relative to their costs, such as the value of various product and service combinations to customers.  Organizations seek to deliver value to all their stakeholders.  This frequently requires balancing value for customers and other stakeholders, such as employees and the community.

