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	Rank
	Definition
	Implementation
	Planning, Assessment, and Improvement

	1
	Documentation:

· Key program requirements not defined in lab documents (SBMS or dept/div internal procedures). Guidance/ requirements are largely administered through rogue documents.

Requirements Management:

· Regulatory and contractual requirements generally identified but traceability to Lab implementing documents has not been fully established. (Requirements Management process- see next bullet)

·  Records of Decision (RODs) are not complete for current regulatory and contractual drivers; existing RODs have identified major gaps in system compliance.

Alignment/Integration:
· Alignment with supporting or related laboratory processes is weak. Examples of Integration include the establishment of T&Q requirements, R2A2s
	Awareness:

· Awareness of program elements by affected /individuals is low.

· Major gaps exist is the assignment of key system responsibilities within laboratory.

· T&Q requirements are not met by organizations.

Implementation:

· Early stages of system deployment; major gaps exist.
Acceptance Indicators:

· Feedback if any, on system performance is negative.
	Planning:

· Systematic planning for system improvement/change does not exist.

Assessment:

· Little evidence of systematic approach to self-assessment and improvement of the processes within the MS.

· Most information is being obtained from external sources (i.e. external audits, assessments).

Improvement:

· Improvement actions are identified but not necessarily prioritized or tracked to closure.

	2
	Documentation:

· Major program requirements are sufficiently defined in SBMS implementing documents. Legacy documents for some processes still in use.

Requirements Management:

· SBMS RODS are completed sufficiently to ensure full conformance with applicable requirements and contractual expectations.  Identified gaps are relatively minor. 

Alignment/Integration:

· There is evidence of improvement in alignment with other laboratory process. Continued improvement is needed to improve MS effectiveness.  
	Awareness:

· Awareness of program elements by affected /individuals is inconsistent; major gaps still exist.

· Key system responsibilities have been assigned throughout most of the laboratory.

· There is evidence that some organizations are fulfilling T&Q requirements.

Implementation:

· Early stages of system deployment. Minor gaps exist, which impact system effectiveness. 

· Some functions of the MS are integrated with related/supporting systems and programs, but improvement is needed.

Acceptance Indicators:

· Feedback on system performance is mixed.

· Emerging recognition of, and planning for the resource needs of the management system.
	Planning

· Planning for system improvement/change occurs only sporadically, usually in response to a near term, specific initiative.
Assessment:

· Beginning of routine systematic self-assessment process is in place.

· Feedback is obtained from internal and external customers.

Improvement:

· Beginning of improvement process is in place, with prioritization and tracking elements.

· High priority improvements and performance measures have been identified and, as appropriate, captured in the Institutional Plan and Critical Outcome Trees. 


	
	Definition
	Implementation
	Planning, Assessment, and Improvement

	3
	Documentation:

· Program requirements are defined sufficiently to ensure consistent interpretation and efficient deployment across the laboratory.

· Program requirements have been developed and approved and are being maintained through SBMS processes.

Requirements Management:

· RODs are complete for existing regulations and contractual requirements. 

· There is an awareness of impact of pending changes to regulatory/contractual requirements. Feedback to regulatory bodies occurs routinely.

Alignment/Integration:

· Alignment with supporting processes has been largely established, with only minor inconsistencies.
	Awareness

· Awareness of system elements by affected organizations is adequate.

· T&Q requirements are routinely maintained by most organizations. 

Implementation:

· Processes are sufficiently deployed to achieve system objectives.

Acceptance Indicators:

· Feedback on process performance is generally favorable and includes constructive opportunities for improvement.

· There is an understanding of resource requirements and budgeting for the key elements of the system. 
	Planning

· Planning for MS improvement/change occurs regularly and is based on Laboratory near term (1-2 years) initiatives, Critical Outcomes, external drivers and stakeholder input.

· Resource needs are part of the planning process.

Assessment:

· Routine systematic self-assessment process is in place.  Assessment activities are based on system objectives, past performance, and customer expectations and feedback.

· Self-assessment activities include field observation as well as information from external sources.

· Information from self-assessment is included in Lessons Learned activities.

Improvement:

· Improvement process well established.

· Improvement actions are identified and prioritized based on assessment results.

· Performance measures are based on system objectives, past performance and customer expectations and feedback.

	4
	Documentation:

· Major process requirements are fully defined in SBMS. 
Requirements Management

· A process exists for the analyzing the impact of pending changes in regulatory and contractual requirements and preparing for their impact ahead of schedule.

· The MS works effectively with SBMS to make changes to documentation as necessary.

Alignment/Integration:
· High degree of alignment with related laboratory processes has been established.
	Awareness:

· Awareness of system processes and requirements by depts/divs is good and still improving.

· T&Q requirements routinely maintained by all depts./divs.

Implementation:

· Processes are consistently deployed across the laboratory.

· Implementation of the MS functions and their integration with supporting systems/processes has been validated by independent and/or peer review groups.

Acceptance Indicators:

· Feedback from affected organizations is highly favorable. 

· Resource requirements for management system operation are routinely captured in the budget cycle.


	Planning

· Planning for MS improvement/change occurs regularly and is based on Laboratory Institutional initiatives (2-3 years), Critical Outcomes, external drivers and stakeholder input.

· Institutional resource needs are part of the planning process.
Assessment/Improvement:

· MS performance is measurable (quantitatively and/or qualitatively):

· Levels of excellence are generally sustained

· High priority objectives are generally achieved

· Improvement actions are effectively, efficiently implemented.  Follow-up assessments are routinely performed to verify the effectiveness of implemented corrective and improvement actions. Very few recurring findings.




	
	Definition
	Implementation
	Planning, Assessment, and Improvement

	5
	Documentation:

· All system documentation are routinely reviewed and updated as necessary. No legacy documents exist.

Requirements Management:

· Analysis of the impact of, and preparation for pending changes in regulatory and contractual requirements is highly effective.

· Laboratory staff involved with regulatory bodies, committees in the development of regulatory /contractual requirements.

Alignment/Integration:

· Any alignment enhancements are considered minor.
	Awareness:
· Awareness of system requirements and processes is high.

Implementation:

· MS processes fully implemented. Exceptions have minor impact.

Acceptance Indicators:

· Staff initiates improvements

· Affected organizations are proactively involved in the ongoing development of the MS.


	Planning

· Planning for MS improvement/change occurs regularly and is aligned with Laboratory Strategic initiatives (5+ years), Critical Outcomes, external drivers and stakeholder input.

· Institutional resource needs are part of the planning process.
Assessment/Improvement:

· MS performance is measurable (quantitatively and/or qualitatively):

· Levels of excellence are consistently sustained.

· High priority objectives are consistently achieved.




MANAGEMENT SYSTEM EVALUATION GUIDE

Instructions for Use

This evaluation tool is based on the Baldrige National Quality Award scoring system.  The specific statements have been changed to reflect the application to BNL’s Standards Based Management System, specifically the Management Systems piece of the SBMS approach.  The concept of Approach/Definition, Deployment/Implementation, and Assessment, Operational Performance and Improvement reflect the concepts of Approach, Deployment and Results used by Baldrige Examiners.  The Rank bands are also based on Baldrige.  The objective is for the team to come to a consensus rank for each criterion. The ranking process must be based on objective evidence, but there is room for incorporating subjective judgment based on team members’ experience and collective knowledge of system performance.  It is important to capture the Areas for Improvement that will move the MS toward full maturity.

Using this Guide to rank management system maturity:

After reviewing information about the management system as provided by the MS POC in the Information Package and incorporating your knowledge of the MS and the points made in the discussion at the MS Evaluation Workshop, evaluate the system against each of the criteria - Definition, Implementation, and Planning, Assessment, and Improvement.

Each team member should evaluated the MS from the perspective of the system’s overall performance at the Laboratory level, based on the information supplied in the Information Package and the POC Presentation at the Evaluation Workshop, as well as their individual knowledge based on experience with the MS and the discussion during the Evaluation Workshop.

Tips on scoring: Rank each criterion separately.  For each criterion, review the statements in the Rank 3 box.  Suggest using check marks next to the statements that are met, and plus signs (+) if the MS exceeds that statement.  If the MS does not meet all the statements in the Rank 3 box, move down to Rank 2 and review those statements, again using check marks and plus signs to indicate degree of fulfillment of each statement. If the MS meets all of the statements in the Rank 3 box, move to the Rank 4 box and review those statements.  Work your way through the statements up and down along the scale. Use the Notes column to comment on the reasons for your marks. Review the entire sheet, noting where most of the checks and plusses fall.  The Rank box containing the most checks and plusses should be the Rank.  If the marks straddle two ranks, note the what is not satisfied in the lower Rank (Areas for Improvement), what is satisfied in the higher Rank, and determine a single rank.

The goal is to have the team come to a consensus on the rank for each of the three criteria.

If consensus cannot be reached, be sure to record the reasons why team members would not change their ranks.

If ranks are in adjacent boxes (some in Rank 2 some in Rank 3) the differences are probably minor.  

If ranks are farther apart, or scattered across a range, the Evaluation Team needs to understand the differences and identify specific Areas for Improvement.
