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________________________________________________________________________

Purpose



The purpose of this desk guide is to provide new Carey applicants with the information needed to produce an application that clearly tells the applicant’s story, consistent with Carey criteria requirements.

The Carey criteria are based on the Baldrige Criteria for Performance Excellence.  These criteria are recognized as a standard for assessing organizational performance in the United States.  They are developed and maintained by the National Institutes of Standards and Technology (NIST).

There are many ways to approach the creation of an application.  The following represents a general approach that has been used successfully to develop Carey applications.

_______________________________________________________________________

Preparation
It is important to understand the commitment, in time and resources, required to produce an application.  The right people, given the right tools and sufficient time should be able to produce an application that clearly and accurately reflects the performance of your organization.  A well written application provides Carey examiners with the information necessary to provide relevant, actionable feedback for your organization.

_____________________________________________________

Size Matters

The number of employees, managers, functions, and physical locations are some of the factors that impact the number of participants and time needed to produce an application.  Topics discussed in this guide associate tasks and cycle times with facility size.  Facility sizes are discussed in terms of small and large.  
There is no specific number of employees that separates a small from a large facility.  Rather, describing requirements as a range from small to large facility enables the creation of a guide that is applicable to a large number of VA facilities.  Each organization should read task descriptions associated with both small and large facilities and then decide the time and resource requirements that are appropriate for their organization.  

______________________________________________________    

Team 

Composition
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People who know the organization need to be involved in the preparation of the application.

There should be a team responsible for preparation of the organization’s application.  Team roles:

· Team leader is responsible for ensuring the application is complete and produced timely.  Specific responsibilities include preparation of the Organization Profile, putting category narratives together, editing, and working the documents through review, revision, and final approval.

· Team members are responsible for: gathering data; preparing category narratives; preparing results data associated with their category or areas of responsibility; and ensuring category champions are provided with materials for review.

· Category Champion is a senior leader primarily responsible for the contents of one or more categories.  A champion is responsible for: accuracy and completeness of information within their category narrative; supporting the application preparation process; reviewing and championing the overall application.

In a large facility a team of analysts (team leader and members) may prepare the application under the direction of an oversight group (category champions).  As a result, 5 – 7 people could be preparing and presenting an application to an oversight group of 5 or more senior leaders.  In a small facility category champions may also be team leader/members.  In addition, champions may be responsible for two or more categories.  As a result, small facilities may have as few as two or three people involved in preparing an application. 

___________________________________________________


Project Plan 

and Timeline
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Preparation of an application will take at least five weeks.  Many facilities will take 8 to 15 weeks from start to finish.

Milestones
Preparation and Education - one to two weeks

Large facility

· Senior leadership identifies category champions who will have primary responsibility for criteria Items within each category and are responsible for category narratives.  Often the category champions are senior managers who have primary operational responsibility for Items within a specific Carey category.

· Senior leadership identifies a team leader and members (if different than category champions) to gather data and prepare the application.  Team members often report to category champions and ensure champions are engaged in the application process.

· Provide the application team and senior leaders with copies of the Carey Performance Excellence criteria (same as Baldrige Performance Excellence Criteria).

· Develop a high-level timeline for preparing the application.

· Educate leaders and team members on the criteria, process, and timeline.

Small facility

· Identify the two or three individuals who have overall responsibility for the Items within each category of the criteria.

· Identify a lead writer responsible for putting the overall application together.

· Acquire copies of the Carey Performance Excellence criteria (same as Baldrige Performance Excellence Criteria).

· Educate responsible individuals on criteria, process, and timeline. 

· Develop a timeline for preparing, reviewing, and revising the application.
Organizational Profile – one to three weeks   

(This section should be completed before work begins on the rest of the application.)

Large facility
· Gather data (Business plan, mission, vision, number of employees, customer base, etc.).

· Associate data collected with the Organizational Profile criteria.

· Draft the Organizational Profile and discuss with leadership.

· Revise and obtain leadership approval of the Organizational Profile.

· Create a Key Factors worksheet to be used by the team in preparing the rest of the application.  A key Factors Worksheet is a one-page summary of the Organizational Profile.  It is similar to an outline of key points addressed within the Organizational Profile.
Small facility

· Gather data (Operating plan, business plan, mission, vision, human resource statistics, etc.)

· Associate data collected with Organizational Profile criteria.

· Prepare the Organizational Profile.

· Create a Key Factors Worksheet to be used in preparing the rest of the application.  A Key Factors Worksheet is a one-page summary of the Organizational Profile.  It is similar to an outline of key points addressed within the Organizational Profile.
Drafting category narratives covering both, processes and results – one to two weeks

(Using the Key Factors Worksheet from the Organizational Profile as a common framework for writing the application, each writer should draft one or more category narratives.)

Large and Small facilities 

· Gather any additional data needed to respond to Process Item questions in the criteria. (These may include procedures, flowcharts, team reports, survey analyses, etc.)

· Label and respond to each Process Item and sub-part of the criteria that are relevant to your organization.

· When responding to “Process” criteria questions writers should address Approach, Deployment, Learning, and Integration.  Definitions for these words are located in the Criteria book.
· Gather results data associated with key processes being described in the category narratives.

· Label and respond to Results Item associated with key processes being discussed in category narratives. 

· When responding to “Results” criteria questions writers should address Levels, Trends, Comparisons, and Linkages.  Definitions for these words are located in the Criteria book.

Putting the pieces together – one to three weeks

Large and Small facilities
· Cut and paste pieces of the electronic application together to create one complete document.

· Review to ensure tense, person, and general format are consistent.

· Use the Key Factors worksheet from the Organizational Profile as an integrating component.  Ensure consistency throughout the application in customer segments, suppliers, strategic challenges and other areas discussed in the Organizational Profile.
· Look for opportunities to merge/reference across Items and Categories.  For example, measures and projections shown in Category 2, Strategic Planning, could be referenced in Category 4, Measurement, Analysis, and Knowledge Management, and Category 6, Process Management.  Merging across Items/Categories saves space and demonstrates “integration” and “linkage” of processes across the organization and with results.  Integration and Linkage are components of the scoring system.  
· Organize and save a copy of supporting documentation.  Supporting information may include reports, procedures, data, or contact information.  There should be support information for key processes and results discussed in the application.

Champions review, comment, and approve draft application – zero to three weeks
Large facility

· Champions should read the entire draft document, paying particular attention to examples and descriptions in their category.

· Champions should have a face-to-face meeting with the writer of their category to discuss comments and ensure both have a common understanding of material in the application.

· Champions/writers provide feedback to the lead writer to ensure needed changes are made.  Team leader/lead writer then evaluates the revised document and discusses any inconsistencies between the document and the Organizational Profile.

Small facility

· Review and revise document as needed.

· Ensure all managers agree with content and that the category content agrees with information in the Key Factors Worksheet.

Leadership team reviews, approves, and finalizes application – one to two weeks
Large facility

· Provide leadership with a briefing/overview of the application.

· Provide leadership team with copies of the application for review, comment, and approval.  Leaders should at least review the Organizational Profile and Items for which they are responsible.

· Revise and provide leaders with copies of the final application.

· Local head of office approves/signs application.

· Application sent through Administration/Staff Office management chain to the Department.  
Small facility

· Local head of office approves/signs application.

· Application sent through Administration/Staff Office management chain to the Department. 




_____________________________________________________

Education
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· Team leader 

· Skill needs include a working knowledge of:

· Carey/Baldrige criteria;

· Carey/Baldrige scoring guidelines;

· Carey/Baldrige criteria vocabulary; 

· Writing and editing.

· Learning method alternatives include:

· Be an examiner (VA Carey process, State, or other award based on the Baldrige Criteria for Performance Excellence); 

· Off-the-shelf Baldrige training.

· Team member 

· Skill needs include general knowledge of:

· Carey/Baldrige criteria;

· Carey/Baldrige scoring guidelines;

· Carey/Baldrige criteria vocabulary;

· Writing and editing.

· Learning method alternatives include:

· Read the Carey application criteria.

· Just-in-time training provided by the team leader.  This usually consists of reading followed by discussion and some practice

· Previous experience as a Carey examiner.

· Off-the-shelf Baldrige training.

· Category Champion  

· Skill needs include general understanding of:

· Carey/Baldrige criteria; 

· Carey/Baldrige scoring guidelines;

· How criteria are used to assess organizational performance;  

· Relating criteria to actual work processes and activities.

· Learning method alternatives include:

· Read a copy of the Carey/Baldrige application criteria.

· Discussion with team leader on the Carey/Baldrige criteria and how it is used.

· Communication with other organizations that have successfully gone through the Carey/Baldrige process. 




__________________________________________________

Leadership

Support

Large facility

Leadership support and involvement are critical.  If senior leaders are not able to participate in the actual writing of the application then it is critical that these “champions” ensure writers have access to needed information and that they personally review and comment on portions of the application describing processes within their area of responsibility.  The application needs to provide a system level description of the organization and how all the processes fit together.  Leaders have this organizational perspective and must ensure that writers are informed.    

Leaders need to:

· Provide input to the application;

· Assume ownership of the application; and
· Provide resources (time, materials, and access) to produce the application.

Small facility

In a small facility leadership:

· Provides input to the application; 
· Assumes ownership of the application; 
· Provides resources to produce the application; and 
· Usually participates in preparing the application. 




__________________________________________________

Core Values

And Concepts

The Criteria for Performance Excellence are built around eleven core values and concepts.  These values and concepts are embedded in the beliefs and behaviors found in high performance organizations.  They provide a foundation for integrating business requirements in a framework that ties the seven criteria categories together into one complete system.    They are:

· Visionary Leadership   Senior leaders set directions, create customer focus, values, and expectations for the organization.

· Customer-Driven Excellence   Organizations must understand customer needs, provide quality products and services, build positive relationships, and anticipate future desires.
· Organizational and Personal Learning   Organizational learning improves products and services while reducing errors and costs.  Personal learning improves employee satisfaction creates a more flexible workforce.
· Valuing Employees and Partners   Valuing means commitment to well-being, satisfaction, and development.  
· Agility.  Agility refers to the ability to change processes, products, and services rapidly to meet the demands of shorter business cycles, improved response times, and rapidly changing markets.  
· Focus on the Future   The pursuit of long-term growth requires a focus on the future to ensure the people, strategies, and technologies are aligned with future customer expectations.
· Managing for Innovation   Organizations should be led so innovation becomes part of the culture that enables new levels of performance.
· Management by Fact   Analysis of trends, projections, and cause and effect provides leadership with objective input that assists in decision-making.
· Social Responsibility   Organizations are expected to practice good citizenship and demonstrate proper public and ethical behavior.
· Focus on Results and Creating Value   When considering results and values organizations need to balance the needs of key stakeholders, customers, employees, suppliers, and partners.
· Systems Perspective   A systems approach looks at the organization as a whole and considers processes and the interdependencies that contribute to production of business results.
Product

Requirements
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Product requirements are critical.  If you write too many pages or make your graphs too small to read then examiners may not consider those portions of the application. 

Format requirements for Carey applications are as follows:

· If acronyms used, define them and provide a glossary (these pages are not counted in application page limits)

· Organizational Profile has a five-page maximum (these pages are not counted in application page limits)

· Application has a fifty-page limit.  Additional pages will not be examined.

· Text font should be no smaller than 12 point
· Charts, graphs, tables should be no less than 8 point font.

· Each sub-element of the criteria should be separately labeled and addressed in the application (eg. 1.1a, 1.2b)

· Do not use glossy paper

· Hard copies may be submitted in color or black and white
Preparing the Application:

Organizational 

Profile
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The Organizational Profile paints a picture of the organization.  It sets the context for the way that the organization does business.  It describes the business environment, key working relationships, challenges, and an overall description of the business and its customers.   

Purpose

The Organizational Profile serves two critical purposes:

· Used by the applicant organization as a starting point for preparation of an application.

· Used by examiners and judges in all stages of the application review to understand the organization and its priorities.

Steps

The team leader should be responsible for preparing the Organizational Profile.  The general steps below apply to large and small facilities.

The general steps involved in preparing the Organizational Profile are:

1. Review the criteria requirements.

2. Identify and gather reference material.  Material may include such things as mission, vision, business plan, human resource plan, and general organizational facts.

3. Draft the Organizational Profile in format and order described in the criteria.

4. Review and approval of the Organizational Profile by senior leaders/category champions.  This is critical because the profile is used as the common framework to link the various parts of the application together. 

5. Revise and finalize the Organizational Profile to include input from senior leadership/category champions.

6. Create a Key Factors Worksheet.  This is simply a one or two page summary of key points from the Organizational Profile.  This worksheet helps to ensure consistency as the rest of the application is written.

7. Organize and save a copy of supporting documentation. 

Preparing the Application:

Process Categories 
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Categories one through six are Process categories.  These categories provide an opportunity to describe the processes that are in place to ensure that consistent, high levels of performance are achieved.  

_____________________________________________________

Purpose

The purpose of the first six categories of the criteria is to provide readers with an understanding of important systems, processes, and activities that contribute to the organization’s performance results.

_____________________________________________________

Key 

Terms

Understanding the criteria is critical to preparing an application that accurately reflects the organization.  Key terms to understand in the first six categories are:

Approach refers to how an organization addresses the criteria requirements, i.e., the methods and processes used by the organization.

Deployment refers to the breath and depth of application of the approach to relevant processes and work units throughout the organization.

Learning refers to new knowledge or skills acquired through evaluation, study, experience, and innovation.  Effective learning should be embedded in the way the organization operates.
Integration refers to the alignment and blending together of plans, processes, resources, and information.  Effective integration is achieved when an organization operates as a fully interconnected system.
“How” refers to several kinds of “How” that should be addressed.  Include:

· Define the method or process used.  This should be a brief description of the steps needed to accomplish a specific task.  

· Identify measures used to monitor and assess performance of the process.  

· Describe deployment – how much of the organization participates, uses, or is touched by this process?

· Describe the method used for continuous learning and periodic evaluation and improvement of the process.
· Within the response demonstrate “integration” by either linking response to areas identified as important in the organizational Profile or linking to processes described in response to other Items/Categories.

“What” identifies/names the item(s) requested.  Provide a simple list or table displaying the items requested.  “What” responses should also demonstrate integration with areas identified as important in the Organizational Profile.
  ___________________________________________________

Steps 

The following steps describe the general process each team member follows in order to create a narrative for the “Process” sections of the application that they are assigned.  These steps apply to large and small facilities.  The difference is in the number of people participating in developing the application.

1. Review the Key Factors worksheet from the Organizational Profile and the Process criteria.

2. Identify and gather data needed to respond to criteria.  Material may include business plan, procedures, design or improvement team flowcharts, surveys, training material, interviews with process owners, etc.

3. Prepare a short response for each area of the Criteria within the Process category being prepared (e.g., 1.2.a.1, 1.2.a.2, 1.2.a.3, 1.2.b).  Describe the “How” and “What’.  If useful, provide an example.  Refer to the Key Factors worksheet for types of examples to use.

4. When responding to “Process” criteria questions writers should address Approach, Deployment, Learning, and Integration.  Definitions for these words are located in the Criteria book.

5. Identify performance results associated with criteria that are being addressed.  Do not include results data in narratives responding to Category one through six Criteria questions.  Provide results to the team leader to be included in the appropriate Item within Category seven (Business Results). 

6. Label and respond to Results Item associated with key processes being discussed in category narratives. 

7. When responding to “Results” criteria questions writers should address Levels, Trends, Comparisons, and Linkages.  Definitions for these words are located in the Criteria book.

8. Category champion, if not the writer, should review and comment on the draft category narrative.

9. Each team member should revise and submit their category narratives to the team leader.

10. Organize and save a copy of supporting documentation.  Supporting information may include reports, procedures, data, or contact information.  There should be support information for key processes discussed in the application.

Note: Examiners are interested in “How” and “What”.  Examples may be used to help explain or illustrate a process.  Examples are considered anecdotal if they do not include “How” and ‘What” descriptions.  Anecdotal information will receive little consideration from examiners.

______________________________________________________________________

Preparing the Application:

Business Results Category
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Category seven is “Business Results”.  This category covers the most important performance areas associated with business success.  This category shows the performance results achieved by the processes described in categories one through six.

____________________________________________________

Purpose

Category seven is for “Business Results”.  The results shown should cover all key processes, customer segments, employee segments, etc. identified in the Organizational Profile and the first six categories of the application.  Business Results are usually shown as numbers, tables, trend lines, etc.  Business Results should show: 
· Desired direction; 
· Current levels of performance; 
· Performance trends; 
· Performance relative to benchmarks or other comparative information; 
· Completeness – covering all key areas identified in the Organizational Profile and other areas of the application. 
Narratives should be minimal and used to define a result.  To receive credit for results in category seven they should be linked to processes described in categories one through six.

Note: This is not the place to describe processes.  This is the place to indicate the results associated with processes described in categories one through six.
_________________________________________________

Steps

The general steps for preparing the Business Results category apply to large and small facilities.  The team leader should take the following steps to draft the Business Results category:

1. Review the Organizational Profile and results identified by process category writers.

2. Identify results needed for each Item (eg. 7.1, 7.2, 7.3, …).  Show results for each important area identified in the Organizational Profile and the associated Items from categories one through six.

3. For each result show:

a. Desired direction of performance.  Usually direction is indicated by an up or down arrow integrated in the result chart.

b. Level of performance.  The actual level of performance over the period that data is presented.

c. Trend data showing several time periods.  The time period will depend on the type of data presented.  However, at least three data points should be presented to show trends.

d. Comparative data to show performance relative to “Benchmark”, industry average, VA average, goal in performance plan, or other appropriate indicator.

e. Completeness showing results for each key group, segment, etc. as identified in the Organizational Profile and other areas of the application.

f. Linkage Once results have been charted, give each chart a title and chart number.  Go back to the corresponding process Item and, if possible, refer to the figure within the table or narrative discussing the process or measure.

4. Organize and save a copy of supporting documentation.  Supporting information may include reports, data sources, or contact information.  There should be support information for results shown in the application.

Example:

Result Graph

The following sample graph illustrates several of the key points just discussed.  The graph indicates:
· Desired direction (white arrow);

· Level of performance (blue customer line); and 
· Comparative performance (red Benchmark line).

[image: image9.wmf]Figure 7.2-3, Overall Customer Satisfaction
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Go back to Category 3, Customer and Market Focus, and identify Figure 7.2-3 in the narrative where appropriate.

______________________________________________________

Preparing the Application:

Putting the 

Pieces Together 
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Team members have drafted category narratives separately, using the Key Factors Worksheet from the Organizational Profile as the common framework.  Now it is time to place the pieces together and create one complete product.

This activity should be the similar for large or small facilities.  The key difference will be in the size of the team.  The team leader/lead writer needs to collect an electronic copy of each draft narrative.  These electronic files then need to be cut and pasted together to create one complete document.  Once all the parts of the application are assembled it then needs to be reviewed and revised by the team leader.  This review/revision is to ensure:

· The document is in the same person, tense, and uses a consistent format (font, pitch, and spacing).

· Consistency within and across categories.  For example, customer segments identified in the Organizational Profile are the same as the segments identified in categories two (Strategic Planning), three (Customer Focus), four (Measurement, Analysis, and Knowledge Management), and seven (Business Results).  The Organizational Profile provides a simple and effective means for ensuring that the document is consistent and flows properly. 

· Organize and save a copy of supporting documentation.  This information should have been collected while category narratives were prepared.  This step should simply require the combining of all support information into one location for easy access. 

_____________________________________________________________________

Approval

Process
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The completed application needs to be “owned” by the leadership team.  As part of an assessment and improvement process, leadership needs to view the application as accurate and complete.  Consequently, opportunities for improvement identified in the feedback report will be viewed as valid.

The approval process follows the general steps outlined in the Carey Performance Excellence Award application book.  For administrations these are:

· Local leadership approval.

· Approval through chain of command to the Office of the Under Secretary.

· Application forwarded to the Department for consideration as a Carey applicant.

______________________________________________________________________

Assistance 

The Carey web site http://vaww1.va.gov/op3/page.cfm?pg=44  
· Technical assistance listing several contacts from within VA who have experience writing and examining applications.

· Application books that list recent winning organizations.

· Desk guides covering other topics of interest. 
· Links to other useful sites, such as NIST, and other information that may be helpful to organizations seeking performance improvement information.  
Contact the Management Systems Improvement Service 008B3.  This office can explain requirements, offer additional training materials, or provide additional points-of-contact.  Points of contact include 

· Eric Malloy (202) 273-5585 

· Tom Garin (202) 273-9390

· Gwen Young (202) 273-5038  

_______________________________________________________________________
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