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Multiple Application Levels

Quality Texas provides the opportunity for organizations to begin their quality journey at the level most appropriate for the organization.  Organizations can choose from one of four assessment levels: Engagement Level, Commitment Level, Progress Level and Award Level.   To determine the level most appropriate for your organization, refer to the “Multiple Application Levels” descriptions provided on our website.  
A Self-Assessment is the first step for organizations that are just beginning their journey toward Baldrige-based performance excellence principles.  The Self-Assessment is structured to provide education and assistance to organizations committed to the principles of managing for performance excellence.  Generally, such organizations are at the beginning stages of implementation.  

Self-Assessment

A key feature of Self-Assessment is that organizations can engage in the process at any time during the year.  When an organization completes the Organizational Profile and Self-Assessment question set, it is ready to complete the Engagement Level Application to submit to the Quality Texas Foundation for review by a team of examiners with written feedback provided.   The Engagement Level application can be submitted at two times during the year as outlined on the Schedule of Key Dates provided with the application packet on the website at www.texas-quality.org.
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Organizational Profile 
	Importance of Beginning with Your Organizational Profile

Your Organizational Profile is critically important because

· it is the most appropriate starting point for self-assessment and for writing an application;

· it helps you identify potential gaps in key information and focus on key performance requirements and business results;

· it is used by the Examiners and Judges in application review, including the site visit, to understand your organization and what you consider important; and

· it also may be used by itself for an initial self-assessment.  If you identify topics for which conflicting, little, or no information is available, it is possible that the Organizational Profile can serve as your complete assessment, and you can use these topics for action planning. 


	P
	Preface: Organizational Profile


The Organizational Profile is a snapshot of your organization, the key influences on how you operate, and the key challenges you face.

P.1 Organizational Description: What are your organizational characteristics?
	Describe your organization’s environment and your key relationships with customers, suppliers, partners and stakeholders.

Within your response, include answers to the following questions:

a. 
Organizational Environment

(1)
What are your organization’s main product offerings (see Note 1 below)? What are the delivery mechanisms used to provide your products to your customers?

(2)
What are the key characteristics of your organizational culture? What are your stated purpose, vision, values, and mission? What are your organization’s core competencies and their relationship to your mission?

(3)
What is your WORKFORCE profile? What are your workforce or employee groups and segments? What are their education levels? What are the key factors that motivate them to engage in accomplishing your mission? What are your organization’s workforce and job diversity, organized bargaining units, key benefits, and special health and safety requirements?

(4)
What are your major facilities, technologies, and equipment?

(5)
What is the regulatory environment under which your organization operates? What are the applicable occupational health and safety regulations; accreditation, certification, or registration requirements; relevant industry standards; and environmental, financial, and product regulations?

b. 
Organizational Relationships

(1)
What are your organizational structure and governance system? What are the reporting relationships among your governance board, senior leaders, and parent organization, as appropriate?

(2)
what are your key market segments, customer groups, and stakeholder groups, as appropriate? What are their key requirements and expectations for your products, customer support services, and operations? What are the differences in these requirements and expectations among market segments, customer groups, and stakeholder groups?

(3)
What are your key types of suppliers, partners, and collaborators? What role do these suppliers, partners, and collaborators play in your work systems and the production and delivery of your key products and customer support services? What are your key mechanisms for communicating and managing relationships with suppliers, partners, and collaborators? What role, if any, do these organizations play in your organizational innovation processes? What are your key supply chain requirements?




Notes:


N1. “Product offerings” and “products” (P.1a[1]) refer to the goods and services that your organization offers in the marketplace. Mechanisms for product delivery to your end-use customers might be direct or through dealers, distributors, collaborators, or channel partners. Nonprofit organizations might refer to their product offerings as programs, projects, or services.
N2. “Core competencies” (P.1a[2]) refers to your organization’s areas of greatest expertise. Your organization’s core competencies are those strategically important capabilities that are central to fulfilling your mission or provide an advantage in your marketplace or service environment. Core competencies frequently are challenging for competitors or suppliers and partners to imitate and provide a sustainable competitive advantage.

N3. Workforce or employee groups and segments (including organized bargaining units) (P.1a[3]) might be based on the type of employment or contract reporting relationship, location, tour of duty, work environment, family-friendly policies, or other factors.

N4. Customer groups (P.1b[2]) might be based on common expectations, behaviors, preferences, or profiles. Within a group there may be customer segments based on differences and commonalities within the group. Your markets might be subdivided into market segments based on product lines or features, distribution channels, business volume, geography, or other factors that your organization uses to define related market characteristics.

N5. Customer group and market segment requirements (P.1b[2]) might include on-time delivery, low defect levels, safety, security, ongoing price reductions, electronic communication, rapid response, after-sales service, and multilingual services. Stakeholder group requirements might include socially responsible behavior and community service. For some nonprofit organizations, requirements also might include administrative cost reductions, at-home services, and rapid response to emergencies.

N6. Communication mechanisms (P.1b[3]) should be two-way and in understandable language, and they might be in person, via e-mail, Web-based, or by telephone. For many organizations, these mechanisms may change as marketplace, customer, or stakeholder requirements change.

N7. Customers (P.1a[1]) include the users and potential users of your products. In some nonprofit organizations, customers might include members, taxpayers, citizens, recipients, clients, and beneficiaries. Market xe "segment"segments might be referred to as constituencies.

N8. Many nonprofit organizations rely heavily on volunteers to accomplish their work. These organizations should include volunteers in the discussion of their workforce (P.1a[3]).

N9. For nonprofit organizations, relevant industry standards (P.1a[5]) might include industrywide codes of conduct and policy guidance. The term “industry” is used throughout the Criteria to refer to the sector in which you operate. For nonprofit organizations, this sector might be charitable organizations, professional associations and societies, religious organizations, or government entities—or a subsector of one of these.

N10. For some nonprofit organizations, governance and reporting relationships (P.1b[1]) might include relationships with major agency, foundation, or other funding sources.

Frequently, several questions are grouped under one number (e.g., P.1a[3]). These questions are related and do not require separate responses. These multiple questions serve as a guide in understanding the full meaning of the information being requested.

Item notes serve three purposes: (1) to clarify terms or requirements presented in an Item, (2) to give instructions on responding to the Item requirements, and (3) to indicate key linkages to other Items. In all cases, the intent is to help you respond to the Item requirements.

A number of Items have notes that provide additional guidance specifically for nonprofit organizations.  These nonprofit-specific notes appear at the end of the Item in italics.

P.2 Organizational Challenges

	Describe your organization’s competitive environment, your key strategic challenges and advantages, and your system for performance improvement.

Within your response, include answers to the following questions:

a.
Competitive Environment

(1)
What is your competitive position? What are your relative size and growth in your industry or markets served? What are the numbers and types of competitors for your organization?

(2)
What are the principal factors that determine your success relative to your competitors? What are any key changes taking place that affect your competitive situation, including opportunities for innovation and collaboration, as appropriate?

(3)
What are your key available sources of comparative and competitive data from within your industry? What are your key available sources of comparative data from outside your industry? What limitations, if any, are there in your ability to obtain these data?

b. 
Strategic Context

What are your key business, operational, and human resource strategic challenges and advantages? What are your key strategic challenges and advantages associated with organizational sustainability?

c. 
Performance Improvement System

What are the key elements of your performance improvement system, including your evaluation, organizational learning, and innovation processes?




Notes:

N1. Principal factors (P.2a[2]) might include differentiators such as your price leadership, design services, innovation rate, geographic proximity, accessibility, and warranty and product options. For some nonprofit organizations, differentiators also might include your relative influence with decision makers, ratio of administrative costs to programmatic contributions, reputation for program or service delivery, and wait times for service.
N2. Strategic challenges and advantages (P.2b) might relate to technology, products, your operations, your customer support, your industry, globalization, your value chain, and people.

N3. Performance improvement (P.2c) is an assessment dimension used in the Scoring System to evaluate the maturity of organizational approaches and deployment (see pages 66–70). This question is intended to help you and the Examiners set an overall context for your approach to performance -improvement. Approaches to performance improvement that are compatible with the systems approach provided by the Performance Excellence framework might include implementing a Lean Enterprise System, applying Six Sigma methodology, using ISO 9000 standards, or employing other process improvement and innovation tools. A growing number of organizations have implemented specific processes for meeting goals in product and process innovation.

N4. Nonprofit organizations frequently are in a very competitive environment; they often must compete with other organizations and with alternative sources for similar services to secure financial and volunteer resources, membership, visibility in appropriate communities, and media attention.

N5. For nonprofit organizations, the term “business” (P.2b) is used throughout the Criteria to refer to your main mission area or enterprise activity.
Self Assessment for Business 

Quality Texas recognizes that organizations may seek feedback and guidance as they progress on their journey to implementing and refining a management system for performance excellence.  The following Self Assessment is designed to help organizations assess whether they are developing and deploying a sound, balanced approach for running their organization.  The term “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 include the opportunity for evaluation and learning and thereby permit a gain in maturity.
Category 1 Leadership

Creating & Sustaining an Environment for Excellence

(1) Do our senior leaders set and communicate organizational vision, values and performance expectations? Do senior leaders include a focus on creating and balancing value for customers and other stakeholders? 

Key things leaders do (include communication and deployment through the leadership structure and to all employees):
(2) Do our senior leaders create an environment that fosters and requires legal and ethical behavior?  Do we promote and ensure ethical behavior in all of our interactions?

Key things leaders do:
(3) Do our senior leaders create an environment for organizational performance improvement and accomplishment of our strategic objectives?  

Key things leaders do (include the key performance measures regularly reviewed by senior leaders):

Category 1 Leadership (continued)

(4) Do we address the impacts on society of our products and operations? 

Key things we do (Include key practices, measures, and targets for regulatory and legal requirements):

(5) Have our senior leaders identified key communities and determined areas of emphasis for organizational involvement and support?

Key things we do:


Category 2 Strategic Planning

Developing Strategic Objectives and Action Plans for Competitive Advantage

(1) Do we have a strategic planning process? 

Key things we do (include key steps and key participants and the short- and longer-term planning time horizons):

 (2)
Do we establish short- and longer-term strategic objectives?
Key things we do:

(3) Do our strategic objectives address challenges identified in our response to P.2 of the Organizational Profile?

Strategic Objectives and key things we do to ensure balance among all stakeholders:

(4) Do we achieve our key strategic objectives by developing and deploying action plans?

Key things we do:

Category 2 Strategic Planning (continued)

(5) Do we have performance measures for tracking progress relative to our action plans?

Action Plans and Measures:


Category 3 Customer Focus

Understanding Our Customers 

(1) Do we identify customers, customer groups, and market segments?  Do we listen and learn to determine key customer requirements and their relative importance to customers’ purchasing decisions?
Key things we do:

(2) Do we build relationships to acquire and satisfy customers thus increasing their engagement with us? 

Key things we do:

(3) Do we determine key customer contact requirements for each mode of access?  Do we ensure that these contact requirements are communicated to all people involved in the customer response chain?

Key things we do:

(4) Do we determine customer satisfaction, engagement,  and dissatisfaction.  Do we use this information for improvement?

Key things we do: 

Category 4 Measurement, Analysis, and Knowledge Management

Managing by Fact to Drive Performance Improvement

(1) Do we use data and information for tracking daily operations and for tracking overall organizational performance?  Do we review organizational performance and capabilities?

Key things we do:

(2) Do we analyze data and information to support organizational decision making?  Do we use data and information to assess progress toward our organization’s strategic objectives and action plans? 

Key analyses we perform:

(3) Do we make needed data and information available to our workforce, suppliers, partners, and customers, as appropriate?  

Key things we do:

(4) Do we manage organizational knowledge to accomplish the collection and transfer of workforce knowledge and the transfer of relevant knowledge from customers and suppliers?

Key things we do:


Category 5 Workforce Focus

Developing and Realizing the Full Potential of our Workforce
(1) Do we organize and manage work and jobs to promote cooperation and our organizational culture?

Key things we do:

(2) Do we deliver employee education, training, and development?  Does our education and training approach contribute to the achievement of our action plans?

Key things we do:

(3) Do we ensure workplace health, safety, and security?

Key things we do:

(4) Do we determine the key factors that affect workforce engagementand workforce satisfaction?

Key things we do:

Category 5 Workforce Focus (continued)

(5) Do we use formal and/or informal assessments and measures to determine workforce engagement and workforce satisfaction? 

Key things we do:


(6) Do we benefit from the diverse ideas, cultures, and thinking of our workforce?
Key things we do:


Category 6 Process Management

Designing Work Systems to Deliver Customer Value
(1) Do we design our work systems and determine our key processes to deliver customer value?   
Key work systems and key work processes:

(2) Do our work systems and key work processes relate to our core competencies? 

Core Competencies related to our work systems and work processes:

(3) Do we design work processes to meet the key requirements of customers and partners as appropriate? 

Key requirements for these processes:

(4) Do we ensure work systems and workplace preparedness for disasters and emergencies ? 

Key things we do:

Category 6 Process Management (continued)

(5) Do we implement and manage our work processes to ensure they meet design requirements?  

Key performance measures or indicators used to control work processes:


Category 7 Business Results

Tracking and Using Key Results

(1) Do we have results for key measures or indicators of product performance?

Results we track (display in graphical form where possible):

(2) Do we have results for key measures or indicators of customer satisfaction and dissatisfaction?

Results we track (display in graphical form where possible):

 (3)
Do we have results for key measures or indicators of financial performance?

Results we track (display in graphical form where possible):

 (4)
Do we have results in key measures or indicators of workforce engagement and workforce satisfaction? 

Results we track (display in graphical form where possible):

Category 7 Business Results (continued)

(5)
Do we have results in key measures or indicators of the operational performance of our work systems and key work processes?

Results we track (display in graphical form where possible):

(6)
Do we have results in key measures or indicators of acomplishment of our organizational strategy and action plans?  

Results we track (display in graphical form where possible):

(7)
Do we have results in key measures or indicators of ethical behavior?  Do we have results for key measures or indicators of breaches of ethical behavior?
Results we track (display in graphical form where possible):

(8)
Do we have results for key measures or indicators of regulatory and legal compliance?  Do we have results for key measures or indicators of our fulfillment of our societal responsibilities and our support of our key communities?
Results we track (display in graphical form where possible)


Summary of Significant Opportunities for Improvement

Instructions 

Review your completed self assessment document and identify what you feel are the most significant opportunities for improvement, or gaps, in your organization’s quest for excellence.  The following sequence and format is suggested, but you may use any approach that works for you or your organization’s teams.

Tips for effective identification of gaps and areas for improvement:

· Refer to your previously developed and documented Key Organizational Factors.  The most important gaps and improvement opportunities to address should be those that have the most direct impact on accomplishing your key objectives within the framework of your organization’s operating environment.

· Remember, any organization can fully focus on only a few key improvement actions at any given time.

· You are searching for the highest leverage improvements in the shortest period of time; again, depending on the needs of your organization.

· Prioritizing through team meetings and brainstorming is usually the fastest and most effective method to be used here.  Then go back a few days later and reprioritize to ensure full input.

Review questions from the Self-Assessment.  Identify 2 to 4 of what you feel are the most significant gaps in all 7 categories of the assessment.  

Category 1, Leadership: 

Category 2, Strategic Planning:
Category 3, Customer Focus:

Category 4, Measurement, Analysis, and Knowledge Management:

Category 5, Workforce Focus:

Category 6, Process Management:

Category 7, Business Results:

Summary of Most Significant Gaps to Address in the Action Plan

Instructions 

Review the previously identified significant gaps, and refer to your key factors again.  Are there cross-cutting issues or common themes starting to develop across the 7 Categories? Are there key issues that management has currently identified as being top priority?  Has your team identified some opportunities that can be accomplished quickly and with maximum impact on results?

Prioritize the most significant gaps and list them below.  There should be no more than 8 to10 of your highest priority opportunities.  Limiting your priorities will help you focus on what will have the most impact on your organization’s performance excellence.  The completed list is your organization’s critical few opportunities.  Other opportunities can be addressed in future cycles of improvement.

Establishing an Action Plan for Improvement
Instructions: In establishing an action plan for the top 8 to 10 gaps, be sure to be realistic about resources for implementation.  Be sure top management is supportive of and agrees to the action plan.  Also, be sure that the planned actions tie to future strategic plans, are supportive of those plans, or that the strategic plan will be updated as a result of the action.

Opportunity #1

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #2

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #3

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #4

· Area for improvement (Gap):
· Actions required:

· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #5

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #6

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #7

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #8

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #9

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Opportunity #10

· Area for improvement (Gap):
· Actions required:
· When will it be done?
· Who is responsible?
· Sponsor/Resource (Sr. Leader, etc.):
· How will we evaluate our progress?
Notes:






























































*Self-Assessment
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Effective June 2009








* Generic Self-Assessment for:


Small and Large Businesses,


Manufacturing,


Service Organizations,


Non-Profit Organizations, and


Organizations from the Public Sector 











Leadership


Strategic Planning


Customer Focus


Measurement, Analysis, & 


	Knowledge Management


Workforce Focus


Process Management


Results








2010-2011





No results or	Good performance and	Sustained performance


poor results	improvement trends for	excellence, equal to 


	for most performance areas	best in class


	important to the organization 








No systematic	Systematic approach,	Systematic approach,


approach	reasonably deployed	fully deployed, fact


		based cycles of 


		improvement








No systematic	Systematic approach,	Systematic approach,


approach	reasonably deployed	fully deployed, fact


		based cycles of 


		improvement








No systematic	Systematic approach,	Systematic approach,


approach	reasonably deployed	fully deployed, fact


		based cycles of 


		improvement








No systematic	Systematic approach,	Systematic approach,


approach	reasonably deployed	fully deployed, fact


		based cycles of 


		improvement








No systematic	Systematic approach,	Systematic approach,


approach	reasonably deployed	fully deployed, fact


		based cycles of 


		improvement








No systematic	Systematic approach,	Systematic approach,


approach	reasonably deployed	fully deployed, fact-


	based cycles of 


	improvement























No systematic	Systematic approach,	Systematic approach,


approach	reasonably deployed	fully deployed, fact


		based cycles of 


		improvement








Notes:












