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MANAGEMENT SYSTEMS EVALUATION PROCESS

ABOUT STANDARDS BASED MANAGEMENT

The Standards-Based Management System (SBMS) provides BNL staff with policies, standards of performance, and Laboratory-wide procedures and guidelines that are current, accurate, and relevant to their work. The Laboratory develops policies, standards of performance, procedures, and guidelines based on an evaluation of external requirements (i.e., Directives; and Federal, state and local laws) and BSA policies. While the SBMS does not deliver facility-, organization-, or program-specific operating procedures guidance and requirements, the SBMS provides the baseline BNL requirements for developing, delivering, and controlling such internal operating procedures and documents.

Through the SBMS Document Hierarchy requirements drive expectations of laboratory performance, which in turn drives work practice.  Work practices are organized into Management Systems (MS). Management Systems are Brookhaven's highest-level operating and business processes. They are designed to translate the external requirements into the information staff need to work. These systems are defined through Management System Descriptions, which contain information about the individual management system's purpose, ownership, requirements and drivers, customers, outputs, system operations, and responsibilities.

Each Management System has a Steward (Associate/Assistant Lab Director –ALD) and Point of Contact (POC) who are responsible for establishing, maintaining, assessing and improving “their” management system.  Within Management Systems are Processes (functions and services).  As necessary, the requirements and controls applicable to the specific tasks of the Management System Processes are codified in Subject Areas (SA), BNL Manuals, Program Descriptions, and Facility Use Agreements (FUA).

MANAGEMENT SYSTEM EVALUATION

The Management System Evaluation Process has been designed to assess the maturity of a given Management System, that is, the degree to which they are defined, implemented, evaluated and continuously improved. This approach is consistent with the laboratory’s approach to Integrated Safety Management  (ISM) and the BNL Institutional Plan. It takes time for a system to be developed and fully deployed – the point at which behavioral and performance results are realized.  The life cycle of a management system consists of five phases of maturity:

· Development: documentation of policies and procedures

· Implementation: Policies and procedures are put into use

· Verification: Demonstrated wide-spread use and acceptance

· Behavioral Impacts: Change in culture, attitudes, and work habits

· Performance Results: Improved operational performance

Management Systems are evaluated against three criteria:  Definition, Implementation, and Planning, Assessment & Improvement.  (These criteria have been adapted from the Baldrige National Quality Award methodology for assessing organizational performance.)  The Development Phase of system maturity is captured primarily in the Definition criteria; the other phases are captured jointly by the Implementation and Planning, Assessment & Improvement criterion.

DEFINING THE CRITERIA

Definition

Definition refers to how the MS is designed.  What processes/functions are included, are all roles and responsibilities defined and assigned; are responsible personnel properly trained and educated?  Approaches should respond to all internal and external drivers, be consistent across similar laboratory activities, reflect a systematic response to changes in requirements, and be aligned with other laboratory MS and operations.  The Sub-elements of Definition are Documentation, Requirements Management, and Alignment.

Documentation. This refers to the degree to which the MS Processes, Responsibilities, Controls and related SA and Internal (Dept/Div) Procedures are codified/published and periodically reviewed and updated to reflect changing requirements (DOE Orders, Federal State and Local Laws).  Ultimately all requirements should be codified in SA format and published on the Laboratory’s SBMS website, but it is recognized that it will be several years before the laboratory meets that milestone.  Existing procedures that are still in use, but not in SA format such as ESH Standards are acceptable.  The point of this sub element is that whatever the format of the control, the document is reviewed and kept current in a systematic manner.

Requirements Management. This refers to the degree to which the MS responds to applicable changes in internal and external requirements. There should be a defined process for reviewing potential and pending changes, analyzing their impact and implementing appropriate changes in the operation of the management system. The Requirements Management function of the SBMS Office provides notification of proposed and final changes and requires Records of Decision (ROD) to document the laboratory’s response in order to maintain compliance.

Alignment/Integration. This refers to the degree to which the MS is aligned with the other BNL management systems and programs. References and links to other MS need to be correct. Processes of one MS should not conflict with those of other MS.  Also, a MS should use to processes of other MS and Laboratory Programs to avoid duplication of activities.  Examples include incorporating any training requirements into the Training & Qualifications MS/database, identifying roles, responsibilities via the R2A2 process of the Human Resources MS.

Implementation

Implementation refers to how well the processes and functions of the system are being followed/used across the laboratory, and how the MS Steward/POC gathers information from users and stakeholders about the processes and functions within the management system.  Are all Departments/Divisions working within the MS?  If not, what parts/programs at the laboratory are not, and why? Also included is information about feedback – what kind of feedback is being received regarding the MS?  Are planning and decision making processes being affected appropriately to meet the requirements of the MS? The Sub-elements of Deployment/Implementation are Awareness, Implementation/Integration, and Feedback.

Awareness. This refers to the degree to which employees, guests and visitors are aware of the functions of the MS and their role in working within the system. [Note: Employees, guests, visitors do not necessarily need to know about the MS Description, per se, but they do need to know the proper way to perform tasks (according to a SA or Laboratory or Internal Procedure) that is in compliance with the operating parameters of the MS.]

Implementation. This refers to the degree to which employees, guests, and visitors are performing activities and following the processes of the MS. 

Acceptance Indicators.  This refers to how the MS Steward and POC gather information about the awareness and implementation of the MS processes.  What do they do with that information?  How is it incorporated into the MS?  What is the satisfaction level of the users and stakeholders with those processes?  Is the system effective, are some things “falling through the cracks”, are the requirements/paperwork/controls too onerous or inefficient?  Do users have the training to get the most out the system, as well as work within its expectations? 

Planning, Assessment & Improvement

This criterion refers to the planning, assessment and improvement processes used by the MS Steward and POC to continually monitor/improve the MS. What operational performance information is used and how improvements are made.  Again, the focus is on a consistent process for accomplishing these tasks. One goal/benefit of having a robust Planning, Assessment and Improvement process is to use that to work for a reduction in external assessments.  The Sub-elements of this criterion are Assessment/ Operational Performance, and Improvement.

Planning. This element refers to the degree, scope and regularity of the planning process used by the Steward/POC.  Is planning both for the short and long term?  Does it take into consideration Lab level goals/initiatives as well as Critical Outcomes, stakeholder input and external drivers?  How are resource needs considered?
Assessment. This refers to the degree to which there is a periodic review of the processes, functions and activities within the management system, as well as the MS itself.  The term assessment should be interpreted very broadly to include any activity that provides information about the performance of the management system – from formal audits and assessments to facility walk-throughs, to the review of performance metrics, to discussions with MS stakeholders, to customer satisfaction surveys.  Also included is Operational Performance - quantitative data indicating how the MS is performing and includes items such as Critical Outcome performance, customer satisfaction ratings, training and qualification statistics, trends based on assessment results/findings and corrective actions.  It also includes operational metrics, as applicable (Some examples of MS-specific metrics are reduction in hazardous waste generation, reduction in number of spills; more general metrics are increased throughput, reduced rework – however those would be measured for a given MS.). 

Improvement. This refers to how improvements are made based on assessment results, operational performance indicators, and feedback from stakeholders. What is the process for determining appropriate improvements and/or corrective actions, prioritizing improvements? How is the implementation of improvements tracked to closure and evaluated for effectiveness? Is worker and customer input solicited in the development and implementation of improvements? Are lessons learned from the experiences of other organizations, both on-site and off-site reviewed/applied as appropriate?  Are lessons learned from the operation of this MS shared as appropriate?

MANAGEMENT SYSTEM EVALUATION

The Management System Evaluation Process has been designed to assess the maturity of a given Management System, that is, the degree to which they are defined, implemented, evaluated and continuously improved. This approach is consistent with the laboratory’s approach to Integrated Safety Management  (ISM) and the BNL Institutional Plan. It takes time for a system to be developed and fully deployed – the point at which behavioral and performance results are realized.  The life cycle of a management system consists of five phases of maturity:

· Development: documentation of policies and procedures

· Implementation: Policies and procedures are put into use

· Verification: Demonstrated wide-spread use and acceptance

· Behavioral Impacts: Change in culture, attitudes, and work habits

· Performance Results: Improved operational performance

Management Systems are evaluated against three criteria:  Definition, Implementation, and Planning, Assessment & Improvement.  (These criteria have been adapted from the Baldrige National Quality Award methodology for assessing organizational performance.)  The Development Phase of system maturity is captured primarily in the Definition criteria; the other phases are captured jointly by the Implementation and Planning, Assessment & Improvement criterion.

THE MS EVALUATION PROCESS

The steps of the evaluation process are listed below.  It is important to understand that there are two key elements to this process. 

First, the evaluation team needs to include MS Steward/POC and staff as well as laboratory department/division stakeholders. Large facilities and bench top science and technology need to be represented. 

Second, the MS Steward/POC is to to present information about the MS at the laboratory level. To the extent possible, this information should come from recent past assessments/evaluations of the MS and its processes, including information from management walk-throughs, external assessments/audits, self-assessments, performance data and trends, essentially any and all information sources that exist.

This MS Evaluation process was designed to take advantage of the fact that many operations, programs and processes are reviewed in some manner already, and that information can be gathered together and used to assess the Management System as a whole. If there is not enough information to complete the Information Package, the MS Steward/POC may need to conduct some level of review in order to gather the information necessary to develop the Information Package.

Specific MS Evaluation Process Steps:

1) The QP&SO MS SME meets with the MS Steward/POC to discuss the process, outline the requirements, and determine a schedule for conducting the evaluation.

2) Point of Contact (POC) assembles Evaluation Team

a) 8-12 people

b) Cross section of stakeholders/affected organizations; facilities, bench top science, supporting organizations.

3) POC distributes an Information Package to Evaluation Team 1-2 weeks prior to the Evaluation Workshop. The package contains the Evaluation Question Set, Evaluation Guide, and other materials the POC feels are relevant to the team members understanding of the MS.  A draft of the presentation the POC will make at the Evaluation Workshop should also be included.

4) QP&SO holds a meeting prior to the Evaluation Workshop to explain the evaluation process and the scoring criteria and process to the team members.

5) In preparation for the Evaluation Workshop, Evaluation Team members individually review Information Package, and develop their preliminary scores on the Management System Evaluation Guide.

6) POC conducts Evaluation Workshop, (facilitated) consisting of the following elements:

a) Introductions/Purpose

b) Steward/POC makes a presentation about the MS, as well as any other relevant data about the performance of the MS.

c) Team discusses the information presented as well as their own knowledge of how the MS works and uses the Management System Evaluation Guide to develop a consensus “rank” of the MS, noting strengths and opportunities for improvement. A rank is developed for each criteria - Definition, Implementation, and Planning, Assessment, & Improvement.

d) The facilitator gathers feedback on the Maturity Evaluation Process

7) A report documenting the process and summarizing the results of the evaluation is prepared by the MS POC and submitted to the MS Steward.

