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I.   Purpose 

The purpose of this document is to establish an overall plan for the conduct of Self Assessments performed by Divisions and Offices under the purview of the Assistant Laboratory Director for Finance (ALDF).   Its main intent is to foster continuous improvement through examination of performance and the identification of opportunities for improvement, the pursuit of which will result in improved products and services and contribute to the overall effectiveness and efficiency of the Laboratory’s business operations and the Laboratory’s critical outcomes.   The Office of the ALDF is committed to providing a safe and healthy working environment for all staff; protecting the general public and the environment from unacceptable environmental, safety and health risks; operating in a manner that protects the environment by applying pollution prevention techniques to current activities; and remediating the environmental impacts of past operations.   In this regard, the Self -Assessment process for the Assistant Laboratory Director for Finance (ALDF) is designed to:

· Provide senior management with a level awareness of ongoing operations for the purpose of intervening, as appropriate, to ensure outstanding performance;

· Ensure that ongoing operations and new initiatives fully support the Laboratory’s Critical Outcomes;

· Ensure that the operation of steady-state personal and organizational management processes are meeting quality, ES&H, productivity and customer support standards;

· Identify process deficiencies and facilitate development of necessary corrective actions before operational goals are negatively impacted;

· Identify personal and organizational opportunities for improvement;

· Enhance internal communication and understanding of performance issues and concerns; and

· Ensure that systems, initiatives, and process upgrades are making satisfactory progress and meeting relevant expectations.

II.   Scope

This document covers Self Assessments for those Divisions and Offices under the purview of the ALDF and how they will be implemented.   Divisions and Offices include the Office of the ALDF, Budget Office, Business Systems Division, and Fiscal Services Division.

The scope of activities covered by this program also includes evaluation of the personal performance of the ALDF as well as that of Division/Office Managers.

III.   Roles and Responsibilities

Laboratory Director

The Laboratory Director sets the critical outcomes and objectives for the Laboratory based on recommendations from the Management Council, and assigns responsible Associate or Assistant Laboratory managers as champions.  The FY 2004 Critical Outcomes and Champion Managers for "Business Excellence" are set forth in Attachment I.   The Director also establishes specific annual performance expectations for the ALDF.  These annual performance expectations include the preparation and execution of a Self-Assessment Plan.

Deputy Laboratory Director for Operations

The Deputy Laboratory Director for Operations supports the Self-Assessment program within the Finance Directorate by:

· Negotiating performance measures with the DOE BAO; and

· Reviewing and commenting on the Finance Directorate Self-Assessment plans.

ALDF

The ALDF has overall responsibility for the implementation of this plan and for preparing a year-end summary Self-Assessment report for those activities covered by the Directorate.   The ALDF reports to the Laboratory Director and is accountable to him for those Divisions and Offices under the ALDF, including accomplishment of those Performance Measures set forth in the prime contract applicable to business operations (Attachment II).

The ALDF will:

· Establish an annual (FY) Self-Assessment Plan for the Directorate based on the Critical Outcomes, Objectives and Performance Measures established in the Laboratory’s Strategic Plan, and key events projected during the FY within the Directorate Strategic Plan;

· Budget for and obtain resources to support Self-Assessment activities;

· Execute personal commitments made in the Self-Assessment Plan;

· Participate, as appropriate, in Division/Office Self-Assessment activities;

· Approve the Self-Assessment Plans developed by Division/Office Managers; and

· Produce an Annual Report “rolling up” the results of the organizational and Directorate Self-Assessments.

Division/Office Managers

Division and Office Managers within the ALDF have delegated responsibility for developing and implementing their individual Self-Assessment Plans to ensure business results and objectives are monitored and successfully accomplished, and that improvement actions are continuously identified and incorporated into work processes.

Division Managers will:

· Participate, as appropriate, in the assessment of the performance of the ALDF;

· Develop and implement a Self-Assessment Plan for their Division/Office;

· Budget for resources needed to implement their Self-Assessment program;

· Annually summarize results in a year-end Self Assessment Report;

· Monitor and periodically report (quarterly) Division/Office performance to the ALDF;

· Include highlights of opportunities for improvement identified through their Self- Assessment process in their periodic Operating Reports; and

· Coordinate and conduct peer reviews of their operations (as scheduled).

U.S. Department of Energy/Brookhaven Area Office:

The DOE BAO is expected to partner with the Laboratory to ensure that BNL's performance, in business related areas, is consistent with DOE performance objectives.

U.S. Department of Energy/Brookhaven Area Office will:

· Out of a partnering relationship, work with the Laboratory to use agreed upon performance-based business management objectives, measures, and expectations;

· Work with the laboratory to implement an operational awareness process which continuously monitors success in meeting the agreed-to performance objectives, measures, and expectations;

· Be invited to participate in the Finance Directorate self-assessment activities;

· Be defined as a “customer” in all Self-Assessment activities involving customers; and

· Provide appropriate feedback in a timely manner.

IV.  Organizational Functions

Each Division or Office manager has overall responsibility to ensure that they carry out their mission in the most effective and efficient manner while meeting customer(s) expectations.  To accomplish their mission, each Division or Office provides the following services (functions) in support of the Laboratory's overall mission.

Office of the ALDF:

· Audit Liaison, including Tracking and Follow-up

· LDRD/Program Development Programs Administration

· Prime Contract Administration

Budget Office:

· Chart of Accounts/Accounts Status

· Signature Authorization

· Travel Ceilings

· Work-for-Others Program (Federal)
Budget Formulation/Implementation/Execution

· Rates (Recharge & Indirects)
Business Systems Division:  
· Help Desk

· Infrastructure

· Operations

· Reporting Tools

· Y2K Compliance


· Production Control

· Client/Server Development
· User Support

· Training & Documentation

Fiscal Services Division:


· Accounts Payable

· Accounts Receivable

· FIS/MARS

· Fixed Assets

· Foreign Travel

· General Accounting

· Payroll

· Travel Reimbursement


V.   REQUIREMENTS and DRIVERS
· BNL’s Quality Assurance Program;

· BSA’s Prime Contract with the DOE for the management and operation of the Brookhaven National Laboratory;

· BNL's Standard Based Management System.

VI.   CORE SERVICES
The ALDF Self-Assessment program is a service that provides the Laboratory Director with on-going and annual summary-level performance information on the ALDF Directorate.  The program also identifies opportunities for improvement, prioritizes them, and tracks their implementation.  Key services are:

· Summary Annual Performance Report; and

· Periodic assessments of performance against key measures.

VII.   STANDARDS
The following “standards” define performance expectations for management and staff, and support the implementation of the F&A Directorate Self-Assessment program:

· Managers shall, as appropriate, establish performance objectives, performance measures and metrics, conduct self-assessments to collect data and monitor progress, and evaluate the data collected to identify performance strengths, weaknesses, and areas for improvement;

· Managers shall solicit customer feedback in order to improve the quality and value of delivered products and services; and

· Peer review shall be a component of the technical assessment of all Finance functions.

VIII.   INPUTS
Key inputs required by the Finance’s Self-Assessment program and their primary originator are listed below.   Inputs include data, information, reports, and other documents that form the basis of an effective self-assessment program.

	Inputs
	Primary Originator
	Primary Links to Other Management Systems

	ALDF Directorate Self-Assessment Plan
	ALDF
	Integrated Assessment

	Division/Office Self-Assessment Plans
	Division Managers
	Integrated Assessment

	External Review/ Assessment

Results
	Internal Audit, DOE Reviewers, Regulatory Agencies, BSA Corporate Oversight
	Integrated Assessment

	Tier I Inspections *
	Division/Office Managers
	Integrated Assessment, ISM, EMS

	ALDF Personal Performance Expectations/R2A2S
	Laboratory Director
	Integrated Planning

	Division/Office Manager Personal Performance Expectations/R2A2S
	ALDF
	Integrated Planning

	Performance Reports
	Division/Office Managers, ALDF
	All

	Performance Measures
	Deputy Laboratory Director for Operations
	Integrated Planning


*   NOTE:   Tier I Reviews - Inspection procedures must insure that the review covers compliance with applicable environmental regulations
IX.   OUTPUTS

Products that are provided by the ALDF Self-Assessment process are described in the following table.  These outputs are supplied to the system’s primary customers and stakeholders to facilitate management decision-making.

	Output
	Stakeholder/Customer
	Primary Links to Other Mgmt. Systems

	Division/Office Self

Assessment Plans
	ALDF

ALD ES&H
	All

	Division/Office Annual

Self-Assessments
	ALDF

ALD ES&H
	All

	ALDF Self

Assessment Plan
	Lab Director

ALD ES&H

ALDF Divisions/Offices
	All

	ALDF Annual

Self-Assessment
	Lab Director

ALD ES&H

ALDF Divisions/Offices
	All

	Peer Review

Reports (if any)
	Division Managers

ALDF
	All


X.   Implementation

a.  Overview

The primary elements of the ALDF's Self-Assessment process are Performance Reviews and Evaluations, Status and Progress Reporting, and Customer and Staff Interactions. 

(i) Performance Reviews and Evaluations

A Self-Assessment review, using a Baldrige Type Criteria and Methodology or other approved methods (such as DOE’s Balanced ScoreCard), will be conducted on various selected functions within each Division or Office on an alternating basis each year. 

In addition, as part of these assessments and as required by the Laboratory's Integrated Assessment Program at https://sbms.bnl.gov/standard/1g/1g04d011.htm, Divisions and Offices will evaluate the adequacy, efficiency, and effectiveness of overall Laboratory management systems and associated organizational or Lab-wide procedures used for implementing these management systems under the purview of the ALDF Directorate.  ALDF management systems and their respective owners are as follows:

· Financial Management - Manager, Fiscal Services Divisions & Budget Office;

The selections for assessment each year will be based upon an evaluation including, but not limited, to: 

· An overall risk determination;

· Compliance with the Prime Contract for the management and operation of the Brookhaven National Laboratory;

· Compliance with applicable DOE and Federal Requirements (Statutes, Regulations, Directives, etc.);

· Compliance with key internal controls;

· The amount of oversight and controls in place from outside the function;

· The timing of the last assessment of that function;

· Recent reviews and appraisals; and

· The potential benefit to be obtained.

It is expected that all functions under a specific Division or Office will be covered in a three (3) to five (5) year cycle, unless there are extenuating circumstances.  An overall plan for these Self Assessments is contained in Attachment III.

The measurement of key performance indicators provides the most direct method of Self-Assessment within the ALDF Directorate.  The contractual performance measures (Attachment II) that flow from the Critical Outcomes and Objectives are the primary focus. To supplement these, internal performance measures may be developed that allow the ALDF to measure the performance of the Divisions / Offices at a lower level, or in areas which are not a current contractual focus.  Some of the internal measures also serve as “Leading Indicators” of success or failure in the contractual measures, and can facilitate early corrective measures, as well as lead to continuous improvement.

Performance evaluation on a personal level is also a key aspect of the ALDF’s Self-Assessment program.  The ALDF uses a system of formal, documented evaluations to assess effectiveness in a number of key areas and to identify self-improvement and personal development opportunities.  The use of performance evaluation at the Division Manager level completes the ALD’s portfolio of personal assessments.  Key Self-Assessment Methodologies used in this area may include:

Individual Performance Evaluation

· ALDF Peer Review; and

· ALDF Performance Evaluation of Division Managers

       Organizational Performance Evaluation

· ALDF  periodic review (as available) of Division Self-Assessment findings and identified opportunities for improvement;

· ALDF annual Division Performance Review;

· Peer reviews of Division-level processes chartered either by the ALDF or Division/Office Manager; and

· ALDF  participation in Division-level ES&H Committee meetings and activities and review of minutes.

(ii) Status and Progress Reporting

Another key process used is a system of Status/Progress Reports that monitor performance of on-going processes as well as new initiatives and management system upgrades.  These reports include external, Laboratory level, and Division level reports.  Reports used include:

· ALDF  review of various Division reports; and

· ALDF  review of various Laboratory-level performance reports including:

· Occurrence reports;

· Incident reports;

· Lost Work Day case reports;

· Independent Oversight reports (includes various audits, appraisals, etc.); and

· Labor Relations Activity Report.

(iii) Customer and Staff Interactions

While process output measures are important, the key to success is ensuring that the ALDF and assigned Divisions/Offices are providing high quality customer service, on time, and on budget, that are responsive to the customer’s special needs and operational constraints.  The ALDF uses surveys and regularly scheduled interactions with customers to assess these key aspects of performance. 

Staff satisfaction and morale is also an important component of overall success and is regularly assessed during meetings with employees and employee representatives.

Key assessment methodologies in this area include:

· ALDF  periodic meetings with key DOE customers (BAO, CH, IG,  and others as appropriate);

· ALDF  meetings with internal customers (Directorate, Department Chairs, Division Heads, User Committee Chairs, Diversity Office, and others as appropriate);

· ALDF  periodic meetings with ES&H representatives and coordinators, quality representatives, and other subject matter experts as appropriate;

· ALDF  participation in Division-level meetings;

· ALDF Monthly meeting with the various Division/Office Managers under his purview;

· ALDF  Information Exchange Meetings with Divisions/Offices under his purview; and

· “Management by Walking Around”.

b.
Elements and Processes

(i)     Elements

Key elements that comprise the ALDF Self-Assessment program are the Division/Office Self-Assessments, the ALDF Self -Assessment, and the Annual Self-Assessment Review and Reporting process.  These elements collect data and transform it into information that can be used by individual Laboratory organizations, DOE, regulators, other stakeholders and customers to establish future goals and to make decisions on areas needing improvement.

(ii)    Processes

The key processes used by the ALDF Self-Assessment program are:

· Monitoring Performance;

· Evaluating/Reporting Overall Performance; 

· Identifying Opportunities for Improvement and Establishing Improvement Goals; and

· Implementing Improvement Actions

Monitoring Performance

The first component of the process is the development of an annual Self-Assessment Plan for the ALDF Directorate.  The Self-Assessment Plan describes the on-going assessment activities as well as special assessment initiatives designed to cover activities unique to the fiscal year.

Each Division/Office under the ALDF also prepares a Self-Assessment Plan for the year. The ALDF reviews each Plan with the Division Manager and together they ensure that all of the important aspects of performance are covered under the Division and Directorate Plans.  

The Directorate level Plan describes the annual “roll-up” process that summarizes the performance of all elements of the ALDF Directorate for the year.  In addition, the ALDF Directorate level Plan establishes the overarching framework for tracking corrective actions identified in the Self-Assessment process through to completion.

Evaluating/Reporting Overall Performance

The second component of the process is the evaluation of the performance of the ALDF Directorate.  This is performed continuously throughout the year by the ALDF based on input from activities described in the Directorate level Self-Assessment Plan.

The standard used for evaluation is the set of goals and expectations set for the Directorate by the Laboratory, consisting of the following:

· Laboratory Critical Outcome Objectives Performance Measures; and

· Finance Annual Performance Objectives.

The evaluation of the ALDF’s personal performance is based on the performance goals established for the ALDF by the Laboratory Director. 

Division and Office Managers provide a quarterly update on the progress of meeting Performance Measures (contractual and internal measures) as well as performance on their Self-Assessment Plans.   These status reports can either be written or in a viewgraph format.   Operational awareness is factored into these progress reports.   A meeting is planned after the close of the quarter where Division/Office managers provide an overview of their progress.   The DOE BAO participates in this meeting and provides the Directorate with feedback.  At the end of the fiscal year, all Self-Assessment activities are documented within 30 days.   An overall summary of activities is then provided to BNL management.

Identifying Improvement Opportunities and Establishing Improvement Goals   

The process of evaluating performance naturally leads to the identification of opportunities for improvement.  As the ALDF continuously evaluates Division and Office performance throughout the year, problems are identified and solutions developed and implemented in “real time”.  The annual roll-up of Self-Assessment results presents another opportunity for the ALDF and assigned Division/Office Managers to focus on organizational and process improvement and map out a plan for implementing the actions needed to improve.  

Implementing Improvement Actions

Corrective actions will be developed to respond on a prioritized basis to any identified deficiencies as required.   Progress will be reported in Division and Office Managers quarterly reports to the ALDF.   In addition, actions take to address any identified issues resulting for discussions from the previous quarterly report will also be addressed.

All improvement actions are evaluated with respect to priority and “return on investment.”  Budget allocation decisions are made, new goals are set for the upcoming Fiscal Year, and the actions are carried out under the umbrella of the on-going ALDF Self-Assessment process.

c.
Critical Support Mechanisms

Critical support mechanisms that are in place and are necessary to allow the ALDF Self-Assessment program to function in an efficient and effective way are: 

· Management Support – The Laboratory Director and Deputy Laboratory Directors support the integrated Assessment Program of which the Self-Assessment program is a key component. They assure that the Laboratory is responsive to the issues raised.;

· Institutional /Strategic Planning Process – The Laboratory has a robust strategic planning process that establishes Critical Outcomes and related objectives and measures;

· Performance Evaluation System  - A system exists to provide a framework for managers at all levels to evaluate and document the performance of their direct reports; and  

· Training and Qualification – A comprehensive training and qualification system is in place to ensure that managers and employees have the qualifications and training needed to perform their work in support of the ALDF and Laboratory level goals and objectives.
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3.2.1 Measure - Phase III of Benchmarking Study

The weight of this measure is 20%.

Purpose and Background

BSA, in FY 2003 with the assistance of a commercial contractor, The Hackett Group, conducted a Benchmarking Study of business functions within Finance, Information Technology and Procurement.  The Hackett Group assisted BSA in studying 13 business processes’ functions, comparing BNL to top performing organizations, identifying areas of strengths and areas with opportunities for improvement.  BSA shall use the results on this study over the next several years as follows:

FY 2004 – Evaluate the results and develop an implementation plan

FY 2005 – Implement results based on the implementation plan

FY 2006 – Follow up analysis to track improvement

Measure

In moving towards best practices demonstrated by top performing organizations, identified by Hackett, BSA will continue with a professional benchmarking organization to develop an Implementation Plan.  Based on the plan, a prioritized list of activities will be developed to maximize the results of the Benchmarking Study.  The BSA plan will provide the rationale for incorporating or deviating from Hackett’s recommendations.

Performance Metric

	Rating
	Criteria

	Outstanding
	Some of the Plan’s prioritized activities have been implemented in FY 2004

	Excellent
	Some of the Plan’s prioritized activities have been initiated in FY 2004

	Good
	BSA Implementation Plan has been developed

	Marginal
	BSA drafted Implementation Plan

	Unsatisfactory
	No progress in development of BSA Implementation Plan


3.2.3.1 Financial Audit

The weight of this measure is 35%.

Measure

Strong internal management controls are necessary to assure that business operations are effective and efficient, as well as in compliance with applicable regulations and requirements.  This requires that periodic risk assessments be performed on controls, policies and practices to identify areas of substantial risk as well as any weaknesses and drive the appropriate corrective actions(s).  The Laboratory is aware of the DOE’s expectations to utilize third party external reviews as a method to mitigate risk in areas of vulnerability.  

The Laboratory recognizes that financial operations are a key function and are inherently an area of vulnerability and shall mitigate this risk utilizing an independent CPA firm to conduct a review.

Attachment II

Performance Metric

BSA will contract for an independent CPA firm to perform a certified audit of BNL’s financial statements covering FY 2003 (most recent complete year).

	Rating
	Criteria

	Outstanding
	Clean certified audit report opinion

	Excellent
	Qualified financial report opinion as a result of cause/effect beyond BSA management control

	Good
	Qualified financial report opinion as a result of cause/effect under BSA management control

	Marginal
	Audit not completed/in progress

	Unsatisfactory
	CPA firm is unable to certify BSA’s financial statements (Disclaimer opinion)


3.3.1 Measure - Management System Assessment Planning

The weight of this measure is 25%.

Using the process developed in FY 2003 for planning management system assessments, as well as the results of the FY 2003 third party evaluation modify and document revisions to the Integrated Assessment Program processes published process in SBMS.  Document management system plans in accordance with the process for the following management systems by three months after contract measures (Appendix B) approval.

· Acquisition Management

· Emergency Preparedness

· Environmental Management

· Facility Operations

· Facility Safety

· Financial Management

· Hazardous Material transportation

· Integrated Planning

· Intellectual Property

· Legal

· Life Cycle Asset Management

· Property Management

· Quality Management

· Radiological Control

· Records Management

· Safeguards and Security

· Standards Based Management System

· Training and Qualifications

· Work for Others

· Work Planning and Control

· Worker Safety and Health

Notes: Development of the assessment plans will include solicitation and consideration of DOE input.

Attachment II

Performance Metric
	Rating
	Criteria

	Outstanding
	All completed on schedule

	Excellent
	19 completed on schedule

	Good
	17 completed on schedule

	Marginal
	15 completed on schedule

	Unsatisfactory
	< 15 completed on schedule
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	Fiscal Year

	
	'99
	'00
	'01
	'02
	'03
	‘04
	‘05

	
	
	
	
	
	
	
	

	Budget Office
	
	
	
	
	
	
	

	Chart of Accounts/Accounts Status
	
	
	
	
	
	
	X

	Signature Authorization
	
	
	
	
	X
	X
	

	Foreign Travel/Travel Ceilings
	
	
	
	
	
	
	

	Work-for-Others Program (Federal)
	X
	
	X
	
	
	
	

	Budget Formulation
	
	
	
	X
	
	
	

	Rates (Indirects)
	X
	
	
	
	
	
	

	Budget Execution Subject Area
	
	
	
	
	
	X
	

	
	
	
	
	
	
	
	

	Business Systems Divisions
	
	
	
	
	
	
	

	System Development Life Cycle
	
	
	
	
	
	
	X

	User Support
	
	X
	
	
	
	
	

	Training and Development
	
	
	
	
	
	X
	

	Quality Assurance
	
	
	
	
	X
	
	

	
	
	
	
	
	
	
	

	Fiscal Services Division
	
	
	
	
	
	
	

	Accounts Payable
	
	
	X
	
	
	
	

	Accounts Receivable
	X
	X
	
	
	
	
	

	FIS/Mars
	
	
	
	
	
	
	

	Fixed Assets
	
	 
	
	
	X
	
	

	General Accounting
	
	
	X
	
	
	
	

	Cash & Cash Receipts Control
	
	
	
	X
	
	
	

	Payroll & Labor Cost Distribution
	X
	
	
	
	
	
	X

	Travel Reimbursement

Foreign Travel Office
	
	X
	
	
	
	X

X
	

	
	
	
	
	
	
	
	

	Office of the ALDF
	
	
	
	
	
	
	

	LDRD Program Administration
	
	
	X
	
	
	
	

	Prime Contract Administration
	
	X
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