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RAMKRISHNA BAJAJ
(1923-1994)

T he younger son of Jamnalal and Jankidevi Bajaj, Ramkrishna
was essentially a product of the freedom movement.
Brought up under the personal guidance of Mahatma Gandhi and
Acharya Vinobha Bhave since his childhood, he participated in the
freedom struggle and spent more than three yearsinjail.

He became the Head of the Bajaj Group after the passing away of
his elder brother, Kamalnayan Bajaj. He was more of a business
leader than a businessman. For him, being a part of the nation-
building process was as important as running his business.
Concerned about morality in public life, he concentrated on
making businessmen aware of the need to fulfil their larger social
responsibilities. He was also known for his deep involvement in
social work and philanthropy.

Apart from his socio-economic activities at the national and
international levels, he established various foundations and
institutions for promoting social welfare and Gandhian
constructive activities. He was particularly concerned with ethics
in business, business self-regulation, and consumer welfare. He
was the President of FICCI, Indian National Committee of the
International Chamber of Commerce and IMC. He was the
Chairman and Founder of various industry and trade
organizations such as the Council for Fair Business Practices and
the National Center for Quality Management



LETTER FROM CHAIRMAN:

IMC RAMKRISHNA BAJAJ NATIONAL
QUALITY AWARD TRUST

To : Indian Business Organizations, Educational Institutions & Health Care Institutions

Dear Friends,

The IMC Ramkrishna Bajaj National Quality Award process has been an enriching journey
for all of us. Be it our strong contingent of Examiners or our highly motivated group of
Applicant Organizations — each one of us have been part of an exciting journey of growth
and learning on our path towards achieving excellence.

Started in 1995 the IMC Ramkrishna Bajaj National Quality Award Trust is a joint
initiative of the IMC Chamber of Commerce & Industry and the House of Bajaj. The first
Award Cycle began in 1997.

At the IMC we see the Ramkrishna Bajaj National Quality Award (RBNQA) program as a
nation-building exercise. The IMC RBNQ Award process reaches out to Indian
organizations across the country — over 600 organizations from North, South, West and
East of India have expressed their intent to apply. More than 400 organizations have
gone through the entire evaluation process to achieve various levels of recognition.

The IMC RBNQA Criteria for Performance Excellence believes in a holistic approach
towards achieving organizational excellence. The universal standards and best practices
embedded in the IMC RBNQA criteria have transformed Indian leaders into accepting
the pivotal roles of customers and workforce in driving world-class processes. The
criteria have also enabled top management to action principle-centered leadership for
performance excellence.

Our Examiners are the foundation for the Award process. As ambassadors of the criteria
they help guide and encourage organizations to bring in improvements. We are proud
to say that we have trained over 1200 examiners in these two decades of the evaluation
process.

The IMC Ramkrishna Bajaj National Quality Awards has the unique distinction of having
its winners winning the Asia Pacific Quality Organization awards for the past 15 years
consecutively.

The criteria for Performance Excellence promoted by IMC RBNQA is holistic, transparent
and applicant empathetic. We invite you to be part of this exciting process which will
definitely help you to view your organization against world class best practices.

Best wishes,

Al Lo o

Niraj Bajaj
Chairman, IMC RBNQA Trust



The IMC RBNQA Criteria for Performance
Excellence have been updated.

The Criteria underline the importance of
Business Focus on ethics, innovation,
safety and climate change.




LETTER FROM CHAIRMAN:

IMC RAMKRISHNA BAJAJ NATIONAL
QUALITY AWARDS COMMITTEE

To : Indian Business Organizations, Educational Institutions & Health Care Institutions
Dear Friends,

IMC RBNQA Scoring System: Compass for Performance Excellence

Quality Management is about delighting your customers. This is a fact. Not an opinion.

Performance Excellence is about delighting customers, employees, and society. In this case,
employee delight and societal delight must precede customer delight. In business, healthcare
and education. This, in brief, is what the IMC Ramkrishna Bajaj National Quality Award (IMC
RBNQA) model for Performance Excellence is about.

However, the journey to Performance Excellence as articulated by the IMC RBNQA is long, but
systematic. Any deviation along this journey leads to uninvited results. | therefore recommend
a micro study of the IMC RBNQA Scoring System. This mirrors the journey to Performance
Excellence. It is a compass for pursuing Performance Excellence.

So where do you start? You start with an appropriate quality management system.

Next? You focus on the preventive actions aspect of the quality management system to make
a habit of Continuous Quality Improvement, process by process....Improvements in the eyes of
customers, employees and society. This approach should be top-down, through leadership
and strategy. Tangible results will follow. Intangible results will also surface, such as better
cross-functional communication and team work, through improved knowledge management.

By this time any organization adopting the IMC RBNQA model should score a significant
fraction of half the total score of 1000. It merits encouragement.

What next? You should aim to be the best-in-class across industries for all your generic
processes. This requires a heavy dose of Benchmarking for Best Practices, in India and
globally. Your aim should be to trade best practices embedded in the IMC RBNQA model.

Once your organization is entrenched in the zone of Benchmarking for Best Practices, it
becomes a candidate for IMC RBNQA recognition. But please do not become complacent once
you win recoghnition. Your best practices will get commoditized at a velocity that can break any
barriers. Your differentiation will be at threat. The only way to protect this differentiation, and
consequent branding, is to innovate your Best Practices to Next Practices. For this to happen
you need to tap the creativity resident in your people. QED. Quad Erat Demonstrandum.

Finally, please note that the IMC RBNQA model is credible only because it is based on the six
values of Shri Ramkrishna Bajaj: Customer, Customer, Customer; and Governance,
Governance, Governance.

Lo Lt

Suresh Lulla

Chairman, IMC Quality Awards Committee
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IMC RBNQA CRITERIA:

CORE VALUES, CONCEPTS AND FRAMEWORK

1.1 IMC RBNQA Criteria
Purposes

The Criteria are the basis for conducting
organizational self-assessments, for making IMC
RBNQ Awards, and for giving feedback to applicants.
In addition, the Criteria have three important roles
in strengthening Indian competitiveness:

e to help improve organizational performance
practices, capabilities, and results

e to facilitate communication and sharing of
information on best practices among Indian
organizations of all types

e to serve as a working tool for understanding
and managing performance and for guiding
organizational planning and opportunities for
learning

1.2 IMC RBNQA Criteria for
Performance Excellence Goals

The Criteria are designed to help provide
organizations with an integrated approach to
organizational performance management that
results in

e delivery of ever-improving value to customers
and stakeholders, contributing to organizational
sustainability
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e improvement of overall organizational
effectiveness and capabilities

e organizational and personal learning

1.3 IMC RBNQA Core Values and
Concepts

The Criteria are built on the following set of
interrelated core values and concepts:

e visionary leadership

e patient-focussed excellence

e organizational and personal learning

e valuing workforce members and partners

e agility

e focus on the future

e managing for innovation

e management by fact

e societal responsibility

e focus on results and creating value

e systems perspective

These values and concepts, described below, are
embedded beliefs and behaviors found in high-
performing organizations. They are the foundation
for integrating key performance and operational
requirements within a results-oriented framework
that creates a basis for action and feedback.



The Role of Core Values and Concepts

The IMC RBNQ Ceriteria build on

which are embedded in
systematic processes ...
(Criteria Categories 1-6)

yielding
performance results

o>
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(Criteria Category 7)

Visionary Leadership

Your organization’s senior leaders should set a vision
for the organization, create a customer focus,
demonstrate clear and visible organizational values
and ethics, and set high expectations for the
workforce. The vision, values, and expectations
should balance the needs of all your stakeholders.
Your leaders should ensure the creation of
strategies, systems, and methods for achieving
performance excellence, stimulating innovation,
building knowledge and capabilities, and ensuring
organizational sustainability. The defined values
and strategies should help guide all your
organization’s activities and decisions.

Senior leaders should personally promote safety
and climate change consciousness.

Senior leaders should inspire and encourage your
entire workforce to contribute, to develop and
learn, to be innovative, and to embrace meaningful
change. Senior leaders should be responsible to
your organization’s governance body for their
actions and performance. The governance body
should be responsible ultimately to all your
stakeholdersfortheethics, actions, and performance
of your organization and its senior leaders.

Senior Leaders should create an environment for
patients and stakeholders, engagement, innovation
and high performance. They must also ensure
sustainability of the organization through intelligent
risk taking.

They can also create an atmosphere to achieve their
strategic objectives by exhibiting a tolerance for
failure as well as success as both can lead to
innovation. Strategy implementation is a leadership
responsibility and implies that senior leaders guide
and monitor progress through results.

Effective communication mechanism must be
initiated by senior leaders including use of social
media as a communication tool.

Senior leaders should serve as role models through
their ethical behavior and their personal
involvement in planning, communicating, coaching
the workforce, developing future leaders, reviewing
organizational performance, and recognizing
members of your workforce. As role models, they
can reinforce ethics, values, and expectations while
building leadership, commitment, and initiative
throughout your organization.
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Succession planning of senior leaders implies
outlining the role and involvement of the members
of the governance system.

Patient-focussed Excellence

Your patients and stakeholders are the ultimate
judges of performance and quality. Thus, your
organization must take into account all attributes of
patient care delivery (including those not directly
related to medical, clinical, and health services)
and support that contribute value to your patients
and stakeholders. Such behavior leads to patient
and stakeholder acquisition, satisfaction,
preference, and loyalty; to positive referrals; and,
ultimately, to business sustainability. Patient-
focussed excellence has both current and future
components: understanding today’s patient and
stakeholder desires and anticipating future patient
and stakeholder desires and anticipating future
desires and health care marketplace potential.

Value and satisfaction may be influenced by many
factors throughout your patients’ overall experience
with your organization. Primary among these factors
is the degree of patient safety throughout the health
care delivery process. Additional factors include
the availability of clear information so patients can
understand likely health and functional cost, and
the quality and availability of continuing care and
attention. For many patients, the ability to participate
in decisions about their health care is an important
factor, leading to the requirement of patient
education for informed decisions. Patient-focused
excellence means much more than reducing errors,
merely meeting accreditation specifications, or
reducing complaints. Nevertheless, these factors
contribute to your patients’ and stakeholders’ view
of your organization and thus also are important
parts of patient-focused excellence. In addition,
your organization’s success in recovering from
accidents, service errors, and mistakes is crucial
for retaining patients and engaging patients and
stakeholders for the long term.

A patient-focused organization addresses not only
the health care service characteristics that meet
basic customerrequirements butalsothose features
and characteristics that differentiate the
organization from its competitors. Such
differentiation may be based on number, breadth,
and combinations of health care service offerings,
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customization of offerings; multiple access
mechanismsand ease of access, timetoappointment;
rapid response; innovative patient conveniences
(e.g. valet parking, gourmet menus, or hotel
accommodations); or special relationships.

Patient-focused excellence is thus a strategic
concept. Itis directed toward patient loyalty, referral
of new patientsand market share gainin competitive
markets. It demands constant sensitivity to changing
and emerging patient, stakeholder, and market
requirements and to the factors that drive
customer(patient and stakeholder) engagement. It
demands close attention to the voice of the customer.
Understanding current customers implies listening
to the Voice of the Customer by interacting with the
customer and observing his behavior. It demands
anticipating changes in the health care marketplace.
Use of social media to enhance customer (patient
and stakeholder) engagement and relationship is
highlighted, thus linking to data mining in a crucial
manner. Therefore, patient-focused excellence
demands a patient and stakeholder-focused culture
and organizational agility.

Organizational and Personal Learning

Achieving the highest levels of organizational
performance requires a well-executed approach to
organizational and personal learning that includes
sharing knowledge via systematic processes.

Organizational learning includes both continuous
improvement of existing approaches and significant
change or innovation, leading to new goals and
approaches.

Learning needs to be embedded in the way your
organization operates. This means that learning (1)
is a regular part of daily work; (2) is practiced at
personal, work unit, and organizational levels; (3)
results in solving problems at their source (“root
cause”); (4) is focused on building and sharing
knowledge throughout your organization; and (5) is
driven by opportunities to effect significant,
meaningful change and to innovate. Sources for
learning include employees’ and volunteers’ ideas,
research and development (R&D), customers’ input,
best-practice sharing, and benchmarking.

Organizational learning can result in (1) enhancing
value to customers through new and improved
products and customer services; (2) developing new
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business opportunities; (3) developing new and
improved processes or business models; (4) reducing
errors, defects, waste, and related costs; (5)
improving responsiveness and cycle time
performance; (6) increasing productivity and
effectiveness in the use of all your resources; and (7)
enhancing your organization’s performance in
fulfilling its societal responsibilities and building
community health.

The success of members of your workforce depends
increasingly on having opportunities for personal
learning and for practicing new skills. Leaders’
success depends on access to these kinds of
opportunities, as well. In organizations that rely on
volunteers, the volunteers’ personal learning also
is important, and their learning and skill
development should be considered with
staff’s.

Organizations invest in personal learning through
education, training, and other opportunities for
continuing growth and development. Such
opportunities might include job rotation and
increased pay for demonstrated knowledge and
skills. On-the-job training offers a cost-effective way
to cross-train and to better link training to your
organizational needs and priorities. For health care
providers, personal learning includes building
discipline, knowledge and retraining to adjust to a
changing health care environment, as well as
enhancing knowledge of measurement system that
influence outcome assessments and clinical
guidelines, decision trees, care bundles, or critical
pathways. Education and training programs may
have multiple modes, including computer-and Web-
based learning and distance learning.

Personal learning can result in (1) a more engaged,
satisfied, and versatile workforce that stays with
your organization; (2) organizational cross-
functional learning; (3) the building of your
organization’s knowledge assets; and (4) an
improved environment for innovation.

Thus, learning is directed not only toward better
products but also toward being more responsive,
adaptive, innovative, and efficient—giving your
organization marketplace sustainability and perfor-
mance advantages and engaging your workforce to
increase satisfaction and the motivation to excel.

Valuing Workforce Membersand Partners

An organization’s success depends increasingly
on an engaged workforce that benefits from
meaningful work, clear organizational direction,
and performance accountability. The engaged
workforce must have asafe, trusting, and cooperative
environment. Organizations therefore need to
engage their entire workforce in continuous
improvement, innovation and learning activities to
excel performance. Additionally, the successful
organization capitalizes on the diverse backgrounds,
knowledge, skills, creativity, and motivation of its
workforce and partners.

Valuing the people in your workforce means
committing to their engagement, satisfaction,
development, and well-being. Increasingly, this
involves more flexible, high-performance work
practices tailored to varying workplace and home
life needs. Major challenges in the area of valuing
members of your workforceinclude (1) demonstrating
your leaders’ commitment to their success, (2)
providing recognition that goes beyond the regular
compensation system, (3) offering developmentand
progression within your organization, (4) sharing
your organization’s knowledge so your workforce
can better serve your customers and contribute to
achieving your strategic objectives, (5) creating an
environment that encourages intelligent risk taking
and innovation, and (6) creating a supportive
environment for a diverse workforce.

Organizations need to build internal and external
partnerships to better accomplish overall goals.
Internal partnerships might include labor-
management cooperation. Partnerships with
members of your workforce might entail
developmental opportunities, cross-training, or
work organizations such as high-performance work
teams. Internal partnerships also might involve
creating network relationships among your work
units or between employees and volunteers to
improve flexibility, responsiveness, and knowledge
sharing.

External partnerships might be with customers,
suppliers, business associations; third-party
payors; education, community or social service
organization; and other health care providers.
Strategic partnerships or alliances are increasingly
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important kinds of external partnerships. Such
partnerships with other health care organization
might result in referrals or in shared facilities that
are either capital intensive or require unique and
scarce expertise. Also, partnerships might permit
the blending of your organization’s core
competencies or leadership capabilities with the
complementary strengths and capabilities of
partners to address common issues. Such
partnerships may be a source of strategic advantage
for your organization.

Successful internal and external partnerships
develop longer-term objectives, thereby creating a
basis for mutual investments and respect. Partners
should address the key requirements for success,
means for regular communication, approaches to
evaluating progress, and means for adapting to
changing conditions. In some cases, joint education
and training could offer a cost-effective method for
workforce development.

Agility

Success in today’s ever-changing health care
environment, demands agility—a capacity for rapid
change and flexibility. Organizations face ever-
shorter cycles for the introduction of new/improved
health care services, and nonprofit and government
organizations are increasingly being asked to
respond rapidly to new or emerging social issues.
Majorimprovementsinresponse times oftenrequire
new work systems, simplification of work units and
processes, or the ability for rapid changeover from
one process to another. A cross-trained and
empowered workforce is a vital asset in such a
demanding environment.

Agility is the ability of an organization to engender
strategicopportunities and benefitfromthem. These
could be prospects that arise from outside-the-box
thinking, brainstorming, capitalizing on serendipity,
research and innovation processes, nonlinear
extrapolation of current conditions, and other
approaches to imagining a different future.

The generation of ideas that lead to strategic
opportunities benefits from an environment that
encourages non -directed, free thought. Choosing
which strategic opportunities to pursue involves
consideration of relative risk, financial and
otherwise, and then making intelligent choices
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Disruptive events are occurring more frequently.
They can be triggered by innovative technologies or
product introductions, economic upheaval or stress,
or social or societal demands. Organizations must
be capable of making transformational changes on
an ever-shorter cycle time.

Today’s health care environment places a heavy
burden on the timely design of health care delivery
systems, disease prevention programs, health
promotion programs, and effective and efficient
diagnostic and treatment systems. Overall design
mustinclude the opportunity to learn for continuous
organizational improvement and must value
patients’ individual needs. Design must include
effective means for gauging the improvement of
health status — for patients and populations or for
communities. Beneficial changes must beintroduced
at the earliest appropriate opportunity.

All aspects of time performance now are more
critical, and cycle time has become a key process
measure. Other important benefits can be derived
from this focus on time; time improvements often
drive simultaneous improvements in work systems,
organization, quality, cost, patient and stakeholder
focus, and sustainability in a challenging economy.

Focus on the Future

Ensuring an organization’s sustainability requires
understanding the short- and longer-term factors
that affect your organization and marketplace.
Organizations need to consider climate change
factors for their sustainability. Identification of key
external environmental factors is important even
though their outcomes may be less predictable. The
pursuit of sustained growth and performance
leadership requires a strong future orientation and
awillingness to make long-term commitments to key
stakeholders—your patient and their families,
workforce, suppliers, partners, stockholders; health
profession students; the public; and your community.

An enhanced focus on innovation and work systems
includes creating an environment for innovation
and identifying strategic opportunities and core
competencies. New approaches are encouraged for
strategic planning beyond the SWOT analysis.
Organizations in a stable industry monitor and
explore growth potential and change with minimum
impact on resources. However, in a rapidly changing
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health care sector constant introductions of new
approaches to provide health care services,
processes, or business models, there is an obvious
need to invest more resources in intelligent risk
taking.

Your organization’s planning should anticipate many
factors, such as patients’ and other stakeholder
expectations, new partnering opportunities,
unexpected national crisis, changing economic
conditions, workforce developmentand hiring needs,
the increasingly global marketplace, technological
developments, changes in customer and market
segments, new health care delivery models, evolving
regulatory requirements, changesin community and
societal expectations and needs, and strategic moves
by competitors. Strategic objectives and resource
allocations need to accommodate these influences.
A focus on the future includes developing your
leaders, workforce, and suppliers; accomplishing
effective succession planning; creating oppor-
tunities for innovation; and anticipating societal
responsibilities and concerns.

Amajorlong-terminvestmentassociated with health
care excellence is the investment in creating and
sustaining an assessment system focused on health
care outcomes. This entails becoming familiar with
research findings and ongoing application of
assessment methods.

Managing for Innovation

Innovation means making meaningful change to
improve an organization’s health care services,
programs, processes, operations, and health care
delivery model to create new value for the
organization’s stakeholders. Innovation should lead
your organi-zation to new dimensions of
performance. Innovation may involve taking
intelligent risks.

Innovation is no longer strictly the purview of
researchand development departments;innovation
is important for all aspects of your operations and
all work systems and work processes. Organizations
should be led and managed so that intelligent risks
become part of the learning culture. Innovation
should be integrated into daily work and should be
supported by your performance improvement
system. Systematic processes for identifying
strategic opportunities should reach across your
entire organization.

Innovation builds on the accumulated knowledge of
your organization and its people. Therefore, the
ability to rapidly disseminate and capitalize on this
knowledge is critical to driving organizational
innovation. Focus on disruptive events, external
environmental factors bring up the need for a
dynamic innovation strategy.

Management by Fact

Organizations depend on the measurement and
analysis of performance. Such measurements should
derive from business needs and strategy, and they
should provide critical data and information about
key processes, outputs, and results. Many types of
data and information are needed for performance
management. Performance measurement should
include information on health care outcomes;
community health; epidemiological data; critical
pathways, care bundles and practice guidelines;
administrative payor, workforce, partner, cost,
financial, and process performance; competitive or
collaborative compartisons; patient and
stakeholder satisfaction; and corporate governance
and compliance outcomes. Data should be segmented
by, for example, markets, health care service lines,
and workforce groups to facilitate analysis.

To facilitate analysis data should be segmented by,
for example, markets, health care services lines,
and workforce groups to facilitate analysis.

Analysis refers to extracting larger meaning from
data and information to support evaluation,
decision making, improvement, and innovation.
Analysis entails using data to determine trends,
projections, and cause and effect that might not
otherwise be evident. Analysis supports a variety of
purposes, such as planning, reviewing your overall
performance, improving operations, accomplishing
change management, and comparing your
performance with competitors’ or with similar health
care organization, or with “best-practices”
benchmarks.

A major consideration in performance improvement
and change management involves the selection and
use of performance measures or indicators. The
measures or indicators you select should best
represent the factors that lead to improved health
care outcomes; improved patient and stakeholder,
operational, financial, and societal performance;
and healthier communities. A comprehensive set of

IMC RBNQA - HEALTH CARE



measures or indicators tied to patient/stakeholder
and organizational performance requirements
provides a clear basis for aligning all processes
with your organization’s goals. Measures and
indicators may need to support decision making in
a rapidly changing environment. Through the
analysis of data from your tracking processes, your
measures or indicators themselves may be evaluated
and changed to better support your goals.

Societal Responsibility

An organization’s leaders should stress on
responsibilities to the public, ethical behavior, and
the need to consider societal well-being and benefit.
Leaders should be role models for your organization
in focusing on ethics and the protection of public
health, safety, environment and the mitigation of the
impact of climate change. The protection of health,
safety, and the environment includes any impact of
your organization’s operations, as well as the life
cycles of your products. Also, organizations should
emphasize resource conservation and waste
reduction at the source. Planning should anticipate
adverse impacts from facilities management, as well
as from distribution, transportation, use, and
disposal fo your medical waste, radiation waste,
chemicals, and biohazards. Effective planning
should prevent problems, provide for a forthright
response if problems occur, and make available the
information and support needed to maintain public
awareness, safety, and confidence.

Organizations should not only meet all local, state,
and federal laws and regulatory requirements, but
they should treat these and related requirements as
opportunities to excel “beyond mere compliance.”
Organizations should stress ethical behavior in all
stakeholder transactions and interactions. Highly
ethical conduct should be a requirement of and
should be monitored by the organization’s
governance body.

“Societal well-beingand benefit” refersto leadership
and support—within the limits of an organization’s
resources—of the environmental, social, and
economic systems in the organization’s sphere of
influence. Public health services and the support of
the general health of the community are important
societal responsibilities of health care
organizations. Such leadership and support might
include efforts to establish free clinics or affordable
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health care programs, increase public health
awareness programs, foster neighborhood services
for the elderly, or be a role model for socially
important issues. For a role-model organization,
leadership also entails helping to define regional or
national health care issues for action by regional or
national networks or associations.

Managing societal responsibilities requires the
organization to use appropriate measures and
leaders to assume responsibility for those measures.

Focus on Results and Creating Value

An organization’s performance measurements need
to focus on key results. Results should be used to
createand balance value foryourkey stakeholders—
your patients and their families, workforce,
stockholders, suppliers, and partners; the public;
health profession students and the community.

By creating value for your key stakeholders, your
organization builds loyalty, contributes to growing
the economy, and contributes to society. To meet the
sometimes conflicting and changing aims that
balancing value implies, organizational strategy
explicitly should include key stakeholder
requirements. This will help ensure that plans and
actions meet differing stakeholder needs and avoid
adverse impacts on any stakeholders. The use of a
balanced composite of leading and lagging
performance measures offers an effective means to
communicate short- and longer-term priorities,
monitor actual performance, and provide a clear
basis for improving results.

The impact of patient & stakeholder focus and
employee engagement in achieving Financial and
Market Results is emphasized.

Systems Perspective

The IMC RBNQA Criteria provide a systems
perspective for managing your organization and its
key processes to achieve results— and to strive for
performance excellence. The seven IMC RBNQA
Criteria categories, the core values and concepts,
and the scoring guidelines form the building blocks
and the integrating mechanism for the system.
However, successful management of overall
performance requires organization-specific
synthesis, alignment, and integration.

13



14

Synthesis means looking at your organization as a
whole and builds on key business attributes,
including your core competencies, strategic
objectives, action plans, and work systems.
Alignment means using the key linkages among
requirements given in the IMC RBNQA Criteria
categoriesto ensure consistency of plans, processes,
measures, and actions. Integration builds on
alignment, so that the individual components of
your performance management system operateina
fully interconnected manner and deliver anticipated
results.

These conceptsare depictedintheIMCRBNQA Criteria
framework. A systems perspective includes your
senior leaders’ focus on strategic directions and on
your customers. It means that your senior leaders
monitor, respond to, and manage performance based
on your results. A systems perspective also includes

1.4 IMC RBNQA Criteria for
Performance Excellence
Framework

The Core Values and Concepts are embodied in seven
Categories, as follows:

1 Leadership

Strategic Planning

Customer Focus

A W N

Measurement, Analysis and Knowledge
Management

(5}

Workforce Focus
6 Operations Focus
7 Results

Thefigure below provides the framework connecting
and integrating the Categories.

Organizational Profile :
Environment, Relationships and
Strategic Challenges

Strategic
Planning

C

)

Workforce
Focus

%

o Leadership

— @

L)

Results

=

Focus

Customer J

Focus

E

Operations l

U

Measurement, Analysis And
Knowledge Management

J

using your measures, indicators, core competencies,
and organizational knowledge to build your key
strategies. It means linking these strategies with
your work systems and key processes and aligning
your resources to improve your overall performance
and your focus on customers and stakeholders.

Thus, a systems perspective means managing your
whole organization, as well as its components, to
achieve success.

Organizational Profile

Your Organizational Profile (top of figure) sets the
context for the way your organization operates.
Your organization’s environment, key working
relationships, and strategic situation— including
competitive environment, strategic challenges and
advantages, and performance improvement
system—serve as an overarching guide for your
organizational performance management system.
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Performance System

The performance system is composed of the six IMC
RBNQA categories in the center of the figure that
define your processes and the results you achieve.

Leadership (category 1), Strategic Planning (category
2), and Customer Focus (category 3) represent the
leadership triad. These categories are placed
togethertoemphasize theimportance of aleadership
focus on strategy and customers. Senior leaders set
your organizational direction and seek future
opportunities for your organization.

Workforce Focus (category 5), Operations Focus
(category 6), and Results (category 7) represent the
results triad. Your organization’s workforce and key
operational processes accomplish the work of the
organization that yields your overall performance
results.

All actions point toward Results—a composite of
product and process outcomes, customer-focused
outcomes, workforce-focused outcomes, leadership
and governance outcomes, and financial and market
outcomes.

The horizontal arrow in the center of the framework
links the leadership triad to the results triad, a
linkage critical to organizational
Furthermore, the arrow indicates the central
relationship between Leadership (category 1) and
Results (category 7). Thetwo-headed arrowsindicate
the importance of feedback in an effective
performance management system.

success.

System Foundation

Measurement, Analysis, and Knowledge
Management (category 4) are critical to the effective
management of your organization and to a fact-
based, knowledge-driven system for improving
performance and competitiveness. Measurement,
analysis, and knowledge management serve as a
foundationforthe performance managementsystem.

1.5 IMC RBNQA Criteria
Structure
The seven IMC RBNQA Criteria categories shown in

the figure are subdivided into items and areas to
address.
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ltems

Thereare 17 process and results Items, eachfocusing
on a major requirement.

Item titles and point values are presented on page
19. The Item format is shown on page 98.

Areas to Address

Items consist of one or more Areas to Address (Areas).
Organizations should address their responses to
the specific requirements of these Areas.

1.6 IMC RBNQA Criteria are Non-
Prescriptive and Adaptable

The IMC RBNQA Criteria are made up of result-
oriented requirements. However, the Criteria do not
prescribe the following:

e how your organization should be structured;

e howyourorganization should or should not have
departmentsfor planning, ethics, quality, or other
functions;

e that different units in your organization should
be managed in the same way.

These factors differ in organization and they are
likely to change as needs and strategies evolve.

The IMC RBNQA Criteria are non-prescriptive for the
following reasons:

e The focusis on results, not on procedures, tools,
or organizational structure. Organizations are
encouragedtodevelopand demonstrate creative,
adaptive, and flexible approaches for meeting
requirements.

e Non-prescriptive requirements are intended to
nurture continuous incremental improvements,
as well as breakthrough improvements through
innovations.

e The selection of tools, techniques, systems and
organizational structure usually depends on
factors such as the organization type and size,
organizational relationships, maturity of organi-
zations, and the capabilities and responsibilities
of the workforce.
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1.7 IMC RBNQA Criteria supports
a system perspective

The systems perspective to goal alignment is
embedded in the Core Values & Concepts; the
Organization Profile; the Criteria; the Scoring
Guidelines; and the results-oriented, cause effect,
cross process linkages among Criteria Items.

Alignment in the Criteria is built around connecting
and reinforcing measures derived from your
organization’s processes and strategy. These
measures tie directly to customer and stakeholder
value and to overall performance.

The use of measures therefore channels different
activities in consistent directions with less need for
detailed procedures, centralized decision making
or overly complex process management.

Measures thereby serve as a communications tool
as well as, a basis for deploying consistent overall
performance requirements. Such alignment ensures
consistency of purpose while also supporting agility;
innovation, and decentralized decision making.

1.8 IMC RBNQA Criteria supports
goal-based diagnosis

The Criteria and Scoring Guidelines make up a two-
part diagnostic (assessment) system.

The Criteria are a set of 17 performance oriented
requirements.

The Scoring Guidelines spell out the assessment
dimensions-Processand Results-andthe keyfactors
used to assess each dimension.

An assessment therefore provides profile of
Strengths and Opportunities for Improvement
relative to the 17 performance-oriented
requirements.

This diagnostic assessment is a useful management
tool that goes beyond most performance reviews,
and is applicable to a wide range of strategies,
management systems, and types of organizations.
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IMC RBNQA CRITERIA:

POINT VALUES BY CATEGORIES AND ITEMS

BB Preface: Organizational Profile

P.1  Organizational Description

P.2  Organizational situation

CATEGORIES AND ITEMS POINT VALUES
Leadership 120
1.1 Senior Leadership 70
1.2  Governance and Societal Responsibilities 50
Strategic Planning 85
2.1  Strategy Development 40
2.2 Strategy Implementation 45
Customer Focus 85
3.1 Voice of the Customer 45
3.2 Customer Engagement 40
B Measurement, Analysis and Knowledge Management 90
4.1 Measurement, Analysis and Improvement of Organizational Performance 45
4.2 Management of Information, Knowledge and Information Technology 45
Workforce Focus 85
5.1 Workforce Environment 40
5.2 Workforce Engagement 45
B Operations Focus 85
6.1 Work Systems 45
6.2  Work Processes 40
Results 450
7.1  Product and Process Outcomes 120
7.2 Customer-Focused Outcomes 90
7.3 Workforce-Focused Outcomes 80
7.4  Leadership and Governance Outcomes 80
7.5 Financial and Market Outcomes 80
TOTAL POINTS 1000
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GLOSSARY OF KEY TERMS

This Glossary of Key Terms defines and briefly
describestermsusedthroughoutthe Criteriabooklet
thatareimportant to performance management. As
youmay have noted, keytermsare presented in smaLL
caps every time they appear in the Criteria for
Performance Excellence and scoring guidelines.

The general format in presenting glossary
definitions is as follows: The first sentence contains
a concise definition of the term. Subsequent
sentences in the first paragraph elaborate on and
further delineate the term. Any subsequent
paragraphs provide examples, descriptive
information, or key linkages to other Criteria
information.

Action Plans

The term “action plans” refers to specific actions
that respond to short- and longer-term strategic
objectives. Action plans include details of
resource commitments and time horizons for
accomplishment. Action plan development
represents the critical stage in planning when
strategic objectives and goals are made specific so
that effective, organization-wide understandingand
deploymentare possible. Inthe Criteria, deployment
of action plans includes creating aligned measures
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for all departments and work units. Deployment
also might require specialized training for some
employees or recruitment of personnel.

An example of a strategic objective for a health care
system in an area with an active business alliance
focusing on cost and quality of care might be to
become the low-cost provider. Action plans could
entail designing efficient processes to optimize the
length of hospital stays, reduce the rework resulting
from patient injuries and treatment errors, analyze
resource and asset use, and analyze the most
commonly encountered Diagnosis Related Groups
(DRGs) with a focus on preventive health in those
areas. Deployment requirements might include
training for all department and work unit caregivers
in setting priorities based on costs and benefits.
Organizational-level analysis and review likely
would emphasize process efficiency, cost per patient,
and health care quality.

See also the definition of “strategic objectives” on
page 32.

Alignment

The term “alignment” refers to consistency of plans,
processes, information, resource decisions,
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actions, results, and analyses to support key
organization-wide goals. Effective alignmentrequires
a common understanding of purposes and goals. It
also requires the use of complementary measures
and information for planning, tracking, analysis,
and improvement at three levels: the organizational
level, the key process level, and the work unit level.

See also the definition of “integration” on page 27.

Analysis

The term “analysis” refers to an examination of facts
and data to provide a basis for effective decisions.
Analysis often involves the determination of cause-
effect relationships. Overall organizational analysis
guides the management of work systems and work
processes toward achieving key business results
and toward attaining strategic objectives.

Despite their importance, individual facts and data
do not usually provide an effective basis for actions
or setting priorities. Effective actions depend on an
understanding of relationships, derived from
analysis of facts and data.

Anecdotal

The term “anecdotal” refers to process information
that lacks specific methods, measures, deployment
mechanisms, and evaluation, improvement, and
learning factors. Anecdotal information frequently
uses examples and describes individual activities
rather than systematic processes.

An anecdotal response to how senior leaders deploy
performance expectations might describe a specific
occasion when a senior leader visited all of the
organization’s facilities. On the other hand, a
systematic process might describe the
communication methods used by all senior leaders
to deliver performance expectations on a regular
basis to all organizational locations and workforce
members, the measures used to assess the
effectiveness of the methods, and the tools and
techniques used to evaluate and improve the
communication methods.

See also the definition of “systematic” on page 32.

Approach

The term “approach” refers to the methods used by
an organization to address the IMC RBNQA Criteria

item requirements. Approach includes the
appropriateness of the methods to the item
requirements and to the organization’s operating
environment, as well as how effectively the methods
are used.

Approach is one of the dimensions considered in
evaluating process items. For further description,
see the scoring system on pages 85-87.

Basic Requirements

The term “basic requirements” refers to the topic
Criteria users need to address when responding to
the most central concept of an item. Basic
requirements are the fundamental theme of that
item (e.g., your approach for strategy development
for item 2.1). In the Criteria, the basic requirements
of eachitemare presented as the item title question.
This presentation is illustrated in the item format
shown on page 98.

Benchmarks

The term “benchmarks” refers to processes and
results that represent best practices and
performance for similar activities, inside or outside
an organization’s industry. Organizations engage in
benchmarkingtounderstand the currentdimensions
of world-class performance and to achieve dis-
continuous (nonincremental) or “breakthrough”
improvement.

Benchmarks are one form of comparative data. Other
comparative data organizations might use include
information obtained from other organizations
through sharing or contributing to external reference
databases, information obtained from the open
literature (e.g., outcomes of research studies and
practice guidelines), data gathering and evaluation
byindependent organizations (e.g., CMS, accrediting
organizations, and commercial organizations)
regarding industry data (frequently industry
averages), data on competitors’ performance, and
comparisons with organizations providing similar
health care services.

Capability, Workforce

See “workforce capability”.

Capacity, Workforce

See “workforce capacity”.
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Collaborators

The term “collaborators” refers to those
organizations or individuals who cooperate with
your organization to support a particular activity or
event or who cooperate on an intermittent basis
when short-term goals are aligned or are the same.
Typically, collaborations do not involve formal
agreements or arrangements.

See also the definition of “partners” on page 29.

Core Competencies

The term “core competencies” 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 they may provide a sustainable competitive
advantage. Absence of a needed organizational core
competency may result in a significant strategic
challenge or disadvantage in the marketplace.

Core competencies mayinvolve technology expertise,
unique service offerings, a marketplace niche, or a
particularbusinessacumen (e.g., health care delivery
start-ups).

Customer

The term “customer” refers to actual and potential
users of your organization’s programs, or services
(referred to as “health care services” in the Criteria).
Patients are the primary customers of health care
organizations. The Criteria address customers
broadly, referencing current and future customers,
as well as the customers of your competitors and
other organizations providing similar health care
services.

Patient-focussed excellence is an IMC RBNQ core
value embedded inthe beliefs and behaviors of high-
performing organizations. Patient focus impacts and
should integrate an organization’s strategic
directions, its work systems and work processes,
and its organizational results.

See the definition of “stakeholders” on page 31 for
therelationship between customers and others who
might be affected by your health care services.
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Customer Engagement

The term “customer engagement” refers to your
patients’ and stakeholders’ investment in or
commitment to your organization and health care
service offerings. It is based on your ongoing ability
to serve their needs and build relationships so they
will continue using your services. Characteristics of
customer engagement include customer loyalty,
willingness to make an effort to obtain services from
your organization, and willingness to actively
advocate for and recommend your organization and
service offerings.

Cycle Time

The term “cycle time” refers to the time required to
fulfill commitments or to complete tasks. Time
measurements play a major role in the Criteria
because of the greatimportance of time performance
to improving competitiveness and overall
performance. Cycletimeimprovement mightinclude
test results reporting time, time to introduce new
health care technology, order fulfillment time, length
of hospital stays, call-line response time, billing
time, and other key measures of time.

Deployment

The term “deployment” refers to the extent to which
an approach is applied in addressing the
requirements of an IMC RBNQA Criteria item.
Deployment is evaluated on the basis of the breadth
and depth of application of the approach to relevant
work units throughout the organization.

Deployment is one of the dimensions considered in
evaluating process items. For further description,
see the scoring system on pages 85-87.

Diversity

The term “diversity” refers to valuing and benefiting
from personal differences. These differences address
many variables and may include race, religion, color,

gender, national origin, disability, sexual
orientation, age and generational differences,
education, geographic origin, and skill

characteristics, as well as differences in ideas,
thinking, academic disciplines, and perspectives.

The IMCRBNQA Criteria refer to the diversity of your
workforce hiring and customer communities.
Capitalizing on both provides enhanced
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opportunities for high performance; patient,
stakeholder, workforce, and community satisfaction;
and patient, stakeholderand workforce engagement.

Effective

The term “effective” refers to how well a process or
a measure addresses its intended purpose.
Determining effectivenessrequires (1) the evaluation
of how well the process is aligned with the
organization’s needs and how well the process is
deployed or (2) the evaluation of the outcome of the
measure used.

Empowerment

Theterm “empowerment” refersto giving people the
authority and responsibility to make decisions and
take actions. Empowerment results in decisions
being made closest to the “front line,” where work-
related knowledge and understanding reside.

Empowerment is aimed at enabling people to satisfy
patients and stakeholders on first contact, to
improve processes and increase productivity, and
to improve the organization’s performance results.
An empowered workforce requires information to
make appropriate decisions; thus, an organizational
requirementisto provide thatinformationinatimely
and useful way.

Engagement, Customer

See “customerengagement”.

Engagement, Workforce

See “workforce engagement”.

Ethical Behavior

The term “ethical behavior” refers to how an
organization ensures that all its decisions, actions,
and stakeholder interactions conform to the
organization’s moral and professional principles
of conduct. These principles should support all
applicable laws and regulations and are the
foundation for the organization’s culture and values.
They distinguish “right” from “wrong.”

Senior leaders should act as role models for these
principles of behavior. The principles apply to all
peopleinvolved in the organization, from temporary
members of the workforce to members of the board
of directors, and they need to be communicated and

reinforced on a regular basis. Although the IMC
RBNQA Criteria do not prescribe that all
organizations use the same model for ensuring
ethical behavior, senior leaders should ensure that
the organization’s mission and vision are aligned
with its ethical principles. Ethical behavior should
be practiced with all stakeholders, including the
workforce, shareholders, customers, partners,
suppliers, and the organization’s local community.

Well-designed and clearly articulated ethical
principles should empower people to make effective
decisions with great confidence. Some organizations
also may view their ethical principles as boundary
conditions restricting behavior that otherwise could
have adverse impacts on their organizations and/or
society.

Goals

The term “goals” refers to a future condition or
performance level that one intends or desires to
attain. Goals can be both short- and longer-term.
Goals are ends that guide actions. Quantitative
goals, frequently referred to as “targets,” include a
numerical point or range. Targets might be
projections based on comparative or competitive
data.Theterm “stretch goals” refers to desired major,
discontinuous (nonincremental) or “breakthrough”
improvements, usually in areas most critical to your
organization’s future success.

Goals can serve many purposes, including

e clarifying strategic objectives and action plans
to indicate how you will measure success

e fostering teamwork by focusing on a common
end

e encouraging “out-of-the-box”
(innovation) to achieve a stretch goal

thinking

e providing a basis for measuring and accelerating
progress

Governance

The term “governance” refers to the system of
management and controls exercised in the
stewardship of your organization. It includes the
responsibilities of your organization’s owners/
shareholders, board of directors, and senior leaders.
Corporate or organizational charters, bylaws, and
policies document the rights and responsibilities of
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each of the parties and describe how your
organization will be directed and controlled toensure
(1) accountability to owners/shareholders and other
stakeholders, (2) transparency of operations, and
(3) fair treatment of all stakeholders. Governance
processes may include the approval of strategic
direction, the monitoring and evaluation of the
senior leaders’ performance, the establishment of
executive compensation and benefits, succession
planning, financial auditing, risk management,
disclosure, and shareholder reporting. Ensuring
effective governance is important to stakeholders’
and the larger society’s trust and to organizational
effectiveness.

Health Care Services

The term “health care services” refers to all services
delivered by the organization that involve
professional clinical/medical judgment, including
those delivered to patients and those delivered to
the community. Health care services also include
services that are not considered clinical or medical,
such as admitting, food services, and billing.

High-Performance Work

The term “high-performance work” refers to work
processes used to systematically pursue ever-higher
levels of overall organizational and individual
performance, including quality, productivity,
innovation rate, and cycle time performance. High-
performance work results in improved service for
customers and other stakeholders.

Approaches to high-performance work vary in form,
function, and incentive systems. High-performance
workfocuses onworkforce engagement. It frequently
includes cooperation between managementand the
workforce, which may involve workforce bargaining
units; cooperationamong work units, ofteninvolving
teams; the empowerment of your people, including
self-directed responsibility; and input to planning.
It also may include individual and organizational
skill building and learning; learning from other
organizations; flexibility in job design and work
assignments; a flattened organizational structure,
where decision making is decentralized and
decisions are made closest to the “front line”; and
effective use of performance measures, including
comparisons. Many high-performing organizations
use monetary and nonmonetary incentives based
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on factors such as organizational performance, team
and individual contributions, and skill building.
Also, high-performance work usually seeks to align
the organization’s structure, core competencies,
work, jobs, workforce development, and incentives.

How

The term “how” refers to the systems and processes
that an organization uses to accomplish its mission
requirements. In responding to “how” questions in
the processitem requirements, process descriptions
should include information such as approach
(methods and measures), deployment, learning, and
integration factors.

Indicators

See “measures and indicators”.

Innovation

The term “innovation” refers to making meaningful
change to improve health care services, processes,
or organizational effectiveness and to create new
value for stakeholders. Innovation involves the
adoption of an idea, process, technology, product,
or business model that is either new or new to its
proposed application. The outcome of innovation is
a discontinuous or breakthrough change in results,
products, or processes.

Successful organizational innovation is a multistep
process that involves development and knowledge
sharing, a decision to implement, implementation,
evaluation, and learning. Although innovation is
often associated with technological innovation, it
is applicable to all key organizational processes
that would benefit from change, whether through
breakthroughimprovement orachangeinapproach
or outputs. It could include fundamental changes in
organizational structure or the business model to
more effectively accomplish the organization’s work
and to improve critical pathways and practice
guidelines, facility design, the administration of
medications, the organization of work, or alternative
therapies.

Integration

The term “integration” refers to the harmonization
of plans, processes, information, resource
decisions, actions, results, and analyses to support
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key organization-wide goals. Effective integration
goes beyond alignment and is achieved when the
individual components of a performance manage-
ment system operate as a fully interconnected unit.

See also the definition of “alignment” on page 23.

Integration is one of the dimensions considered in
evaluatingboth processandresultsitems. For further
description, see the scoring system on pages 85-87.

Key

Theterm “key” referstothe major or mostimportant
elements or factors, those that are critical to
achieving your intended outcome. The IMC RBNQA
Criteria, for example, refer to key challenges, key
plans, key work processes, and key measures— those
that are most important to your organization’s
success. They are the essential elements for pursuing
or monitoring a desired outcome.

Knowledge Assets

The term “knowledge assets” refers to the
accumulated intellectual resources of your
organization. It is the knowledge possessed by your
organization and its workforce in the form of
information, ideas, learning, understanding,
memory, insights, cognitive and technical skills, and
capabilities. Your workforce, software, patents,
databases, documents, guides, policies and
procedures, and technical drawings are repositories
of your organization’s knowledge assets. Knowledge
assets are held not only by an organization but
reside within its patients, stakeholders, suppliers,
and partners, as well.

Knowledge assets are the “know-how” that your
organization has available to use, to invest, and to
grow. Building and managing its knowledge assets
are key components for your organization to create
value for your stakeholders and to help sustain a
competitive advantage.

Leadership System

The term “leadership system” refers to how
leadership is exercised, formally and informally,
throughout the organization; it is the basis for and
the way key decisions are made, communicated, and
carried out. It includes structures and mechanisms
for decision making; two-way communication;
selectionand developmentofleadersand managers;

and reinforcement of values, ethical behavior,
directions, and performance expectations. In health
care organizations with separate administrative/
operational and health care provider leadership,
the leadership system includes both sets of leaders
and the relationship between them.

An effective leadership system respects the
capabilities and requirements of workforce
members and other stakeholders, and it sets high
expectations for performance and performance
improvement. It builds loyaltiesand teamwork based
on the organization’s vision and values and the
pursuit of shared goals. It encourages and supports
initiative and appropriate risk taking, subordinates
organizational structure to purpose and function,
and avoids chains of command that require long
decision paths. An effective leadership system
includes mechanisms for the leaders to conduct
self-examination, receive feedback, and improve.

Learning

Theterm “learning” refersto new knowledge or skills
acquired through evaluation, study, experience, and
innovation. The IMC RBNQA Criteria include two
distinct kinds of learning: organizational and
personal. Organizational learning is achieved
through research and development, evaluation and
improvement cycles, workforce and stakeholder
ideas and input, best-practice sharing, and
benchmarking. Personal learning is achieved
through education, training, and developmental
opportunities that further individual growth.

To be effective, learning should be embedded in the
way an organization operates. Learning contributes
to a competitive advantage and sustainability for
the organization and its workforce. For further
description of organizational and personal learning,
seetherelated core value and concept on page 7-13.

Learning is one of the dimensions considered in
evaluating process items. For further description,
see the scoring system on pages 85-87.

Levels

The term “levels” refers to numerical information
that places or positions an organization’s results
and performance on a meaningful measurement
scale. Performance levels permit evaluation relative
to past performance, projections, goals, and
appropriate comparisons.
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Measures and Indicators

The term “measures and indicators” refers to
numerical information that quantifies input, output,
and performance dimensions of processes,
products, programs, projects, services, and the
overall organization (outcomes). Measures and
indicators might be simple (derived from one
measurement) or composite.

The Criteria do not make a distinction between
measures and indicators. However, some users of
these terms prefer “indicator” (1) when the
measurement relates to performance but is not a
directmeasure of such performance (e.g., the number
of complaints is an indicator of dissatisfaction but
not a direct measure of it) and (2) when the
measurement is a predictor (“leading indicator”) of
some more significant performance (e.g., increased
customer satisfaction might be a leading indicator
of market share gain).

Mission

The term “mission” refers to the overall function of
an organization. The mission answers the question,
“What is this organization attempting to
accomplish?” The mission might define patients,
stakeholders or markets served, distinctive or core
competencies, or technologies used.

Multiple Requirements

The term “multiple requirements” refers to the
individual questions Criteria users need to answer
within each area to address. These questions
constitute the detailsofanitem’srequirements. They
are presented in black text under each item’s area(s)
to address. This presentation is illustrated in the
item format shown on page 98.

Even high-performing, high-scoring users of the
Criteria are not likely to be able to address all the
multiple requirements with equal capability or
success.

Overall Requirements

The term “overall requirements” refers to the topics
Criteria users need to address when responding to
the central theme of an item. Overall requirements
address the most significant features of the item
requirements. In the Criteria, the overall require-
ments of each item are presented in one or more
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introductory sentences printed in bold. This
presentation is illustrated in the item format shown
on page 98.

Partners

Theterm “partners” referstothose key organizations
or individuals who are working in concert with your
organizationtoachieveacommongoal ortoimprove
performance. Typically, partnerships are formal
arrangements for a specific aim or purpose, such as
toachieve astrategic objective orto deliver a specific
product.

Formal partnerships are usually for an extended
period of time and involve a clear understanding of
the individual and mutual roles and benefits for the
partners.

See also the definition of “collaborators” on page
25.

Patient

The term “patient” refers to the person receiving
health care, including preventive, promotional,
acute, chronic, rehabilitative, and all other services
in the continuum of care. Other terms organizations
use for “patient” include member, consumer, client,
or resident.

Performance

The term “performance” refers to outputs and their
outcomes obtained from processes, health care
services, and patients and stakeholders that permit
the organization to evaluate and compare its results
relative to performance projections, standards, past
results, goals, and the results of other organizations.
Performance can be expressed in nonfinancial and
financial terms.

The IMC RBNQA Criteria address four types of
performance: (1) health care process and outcome,
(2) patient and stakeholder-focused, (3) operational,
and (4) financial and marketplace.

“Health care process and outcome performance”
refers to performance relative to measures and
indicators of characteristics of health care service
delivery that are important to patients and
stakeholders. Examples include hospital admission
rates, mortality and morbidity rates, nosocomial
infection rates, length of hospital stays, and patient-
experienced error levels, as well as functional status.
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Other examples include outside-the-hospital
treatment of chronic conditions, culturally sensitive
care, and patient compliance and adherence. Health
care performance might be measured at the
organizational level, the DRG-specific level, and the
patient and stakeholder segment level.

“Patient- and stakeholder-focused performance”
refers to performance relative to measures and
indicators of patients’ and stakeholders’
perceptions, reactions, and behaviors. Examples
include patient loyalty, complaints, and survey
results.

“Operational performance” refers to workforce,
leadership, organizational, and ethical performance
relative to effectiveness, efficiency, and
accountability measures and indicators. Examples
include cycle time, productivity, waste reduction,
workforce turnover, workforce cross-training rates,
accreditation results, regulatory compliance, fiscal
accountability, strategy accomplishment, and
community involvement. Operational performance
might be measured at the work unit level, key work
process level, and organizational level.

“Financial and marketplace performance” refers to
performance relative to measures of cost, revenue,
and market position, including asset utilization,
asset growth, and market share. Examples include
returns on investments, value added per employee,
debt-to-equity ratio, returns on assets, operating
margins, performance to budget, the amount in
reserve funds, cash-to-cash cycle time, other
profitability and liquidity measures, and market
gains.

Performance Excellence

The term “performance excellence” refers to an
integrated approach to organizational performance
management that results in (1) delivery of ever-
improving value to patients and stakeholders,
contributing to organizational sustainability; (2)
improvement of overall organizational effectiveness
and capabilities; and (3) organizational and
personal learning.

The IMC RBNQA Criteria for Performance Excellence
provide a framework and an assessment tool for
understanding organizational strengths and
opportunities for improvement and thus for guiding
planning efforts.

Performance Projections

The term “performance projections” refers to
estimates of future performance. Projections should
be based on an understanding of past performance,
rates ofimprovement, and assumptionsaboutfuture
internal changes and innovations, as well as
assumptions about changes in the external
environment that result in internal changes. Thus
performance projections can serve as a key tool in
both management of operations and strategy
development and implementation.

Performance projectionsare astatement of expected
future performance. Goals are astatement of desired
future performance. Performance projections for
competitors or similar organizations may indicate
challenges facing your organization and areas where
breakthrough performance orinnovation is needed.
Where breakthrough performance or innovation is
intended, performance projections and goals may
overlap.

See also the definition of “goals” on page 26.

Process

The term “process” refers to linked activities with
the purpose of producing a product (or service) for
acustomer (user) within or outside the organization.
Generally, processesinvolve combinations of people,
machines, tools, techniques, materials, and
improvements in a defined series of steps or actions.
Processes rarely operate in isolation and must be
consideredinrelationtoother processesthatimpact
them. In some situations, processes might require
adherence to a specific sequence of steps, with
documentation (sometimes formal) of procedures
and requirements, including well-defined
measurement and control steps.

In many service situations, particularly when
patients and stakeholders are directly involved in
the service, process is used in a more general way
(i.e., to spell out what must be done, possibly
including a preferred or expected sequence). If a
sequence is critical, the service needs to include
information to help customers understand and
follow the sequence. Such service processes also
require guidance to the providers of those services
on handling contingencies related to the possible
actions or behaviors of those served.
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In knowledge work, such as health care assessment
and diagnosis strategic planning, research,
development, and analysis, process does not
necessarily imply formal sequences of steps. Rather,
process implies general understandings regarding
competent performance, such as timing, options to
be included, evaluation, and reporting. Sequences
might arise as part of these understandings.

In the IMC RBNQ scoring system, your process
achievement level is assessed. This achievement
level is based on four factors that can be evaluated
for each of an organization’s key processes:
approach, deployment, learning, and integration.
For further description, see the scoring system on
pages 85-87.

Productivity

The term “productivity” refers to measures of the
efficiency of resource use.

Although the term often is applied to single factors,
such astheworkforce (labor productivity), machines,
materials, energy, and capital, the productivity
concept applies as well to the total resources used
in producing outputs. The use of an aggregate
measure of overall productivity allows a
determination of whether the net effect of overall
changes in a process—possibly involving resource
trade-offs—is beneficial.

Projections, Performance

See “performance projections” on this page.

Purpose

Theterm “purpose” refers to the fundamentalreason
that an organization exists. The primary role of
purpose is to inspire an organization and guide its
setting of values. Purpose is generally broad and
enduring. Two organizations providing different
health care services could have similar purposes,
and two organizations in the same business could
have different purposes.

Results

The term “results” refers to outputs and outcomes
achieved by an organization in addressing the
requirements ofan IMCRBNQA Criteriaitem. Results
are evaluated on the basis of current performance;
performance relative to appropriate comparisons;
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the rate, breadth, and importance of performance
improvements; and the relationship of results
measures to key organizational performance
requirements. For furtherdescription, seethe scoring
system on pages 85—-87.

Segment

The term “segment” refers to a part of an
organization’s overall patient, stakeholder, market,
product offering, or workforce base.

Segments typically have common characteristics
that can be grouped logically. In results items, the
term refers to disaggregating results data in a way
that allows for meaningful analysis of an
organization’s performance. It is up to each
organization to determine the specific factors that
itusestosegmentits patients, stakeholders, markets,
products, and workforce.

Understanding segments is critical to identifying
the distinct needs and expectations of different
patient, stakeholder, market, and workforce groups
andtotailoring product offerings to meet their needs
and expectations. As an example, market
segmentation might be based on distribution
channels, business volume, geography, or
technologies employed. Workforce segmentation
might be based on geography, skills, needs, work
assignments, or job classifications.

Senior Leaders

The term “senior leaders” refers to an organization’s
senior management group or team. In many
organizations, this consists of the head of the
organization and his or her direct reports.

In health care organizations with separate
administrative/operational and health care provider
leadership, “senior leaders” refers to both sets of
leaders and the relationship between them.

Stakeholders

The term “stakeholders” refers to all groups that are
or might be affected by an organization’s actions
and success. Examples of key stakeholders might
include patients, patients’ families, the community,
insurers and other third-party payors, employers,
health care providers, patient advocacy groups,
departments of health, students, the workforce,
partners, collaborators, governing boards,
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stockholders, investors, charitable contributors,
suppliers, taxpayers, regulatory bodies, policy
makers, funders, and local and professional
communities.

See also the definition of “customer” on page 25.

Strategic Advantages

The term “strategic advantages” refers to those
marketplace benefits that exert a decisive influence
on an organization’s likelihood of future success.
These advantages frequently are sources of an
organization’s current and future competitive
success relative to other providers of similar health
care services. Strategic advantages generally arise
from either or both of two sources: (1) core
competencies, which focus on building and
expanding on an organization’s internal capabilities,
and (2) strategically important external resources,
whichareshapedand leveragedthrough key external
relationships and partnerships.

When an organization realizes both sources of
strategic advantage, it can amplify its unique
internal capabilities by capitalizing on
complementary capabilities in other organizations.

See the definitions of “strategic challenges” and
“strategic objectives” below for the relationship
among strategic advantages, strategic challenges,
and the strategic objectives an organization
articulates to address its challenges and advantages.

Strategic Challenges

The term “strategic challenges” refers to those
pressures that exert a decisive influence on an
organization’s likelihood of future success. These
challenges frequently are driven by an organization’s
future competitive position relative to other
providers of similar products. While not exclusively
so, strategic challenges generally are externally
driven. However, in responding to externally driven
strategic challenges, an organization may face
internal strategic challenges.

External strategic challenges may relate to patient,
stakeholder or health care market needs or
expectations; health care service or technological
changes; or financial, societal, and other risks or
needs. Internal strategic challenges may relate to an
organization’s capabilities or its human and other
resources.

See the definitions of “strategic advantages” and
“strategic objectives” on this page for the
relationship among strategic challenges, strategic
advantages, and the strategic objectives an
organization articulates to address its challenges
and advantages.

Strategic Objectives

The term “strategic objectives” refers to an
organization’s articulated aims or responses to
address major change or improvement,
competitiveness or social issues, and health care
advantages. Strategic objectives generally are
focused both externally and internally and relate to
significant patient, stakeholder, market, health care
service, or technological opportunities and
challenges (strategic challenges). Broadly stated,
theyare whatanorganization mustachieve toremain
or become competitive and ensure long-term
sustainability. Strategic objectives set an
organization’s longer-term directions and guide
resource allocations and redistributions.

See the definition of “action plans” on page 23 for
the relationship between strategic objectives and
action plans and for an example of each.

Sustainability/Sustainable

The term “sustainability” refers to your
organization’s ability to address current business
needs and to have the agility and strategic
management to prepare successfully for your
future business, market, and operating environment.
Both external and internal factors need to be
considered. The specific combination of factors
might include health care - industrywide and
organization-specific components.

Sustainability considerations might include
workforce capability and capacity, resource
availability, technology, knowledge, core compe-
tencies, work systems, facilities, and equipment.
Sustainability might be affected by changes in the
marketplace and patient and stakeholder
preferences, changes in the financial markets, and
changes in the legal and regulatory environment. In
addition, sustainability has a component related to
day-to-day preparedness for real-time or short-term
emergencies.
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In the context of the IMC RBNQA Criteria, the impact
of your organization’s health care services and
operations on society and the contributions you
make to the well-being of environmental, social, and
economic systems are part of your organization’s
overall societal responsibilities. Whether and how
your organization addresses such considerations
also may affect its sustainability.

Systematic

The term “systematic” refers to approaches that are
well-ordered, are repeatable, and use data and
information so learning is possible. In other words,
approaches are systematic if they build in the
opportunity for evaluation, improvement, and
sharing, thereby permitting a gain in maturity. For
use of theterm, see the scoring guidelinesfor process
items on page 91.

Trends

The term “trends” refers to numerical information
that shows the direction and rate of change for an
organization’s results or the consistency of its
performance over time. Trends provide a time
sequence of organizational performance.

A minimum of three historical (not projected) data
points generally is needed to begin to ascertain a
trend. More data points are needed to define a
statistically valid trend. The time period for a trend
is determined by the cycle time of the process being
measured. Shorter cycle times demand more
frequent measurement, while longer cycle times
mightrequire longer time periods before meaningful
trends can be determined.

Examples of trends called for by the Health Care
Criteriainclude datarelated to health care outcomes
and other health care service performance; patient,
stakeholder, and workforce satisfaction and
dissatisfaction results; financial performance;
marketplace performance; and operational
performance, such as cycle time and productivity.

Value

The term “value” refers to the perceived worth of a
product, process, asset, or function relative to cost
and to possible alternatives.

Organizations frequently use value considerations
to determine the benefits of various options relative
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to their costs, such as the value of various product
and service combinations to patients and
stakeholders. Organizations need to understand
what different stakeholder groups value and then
deliver value to each group. This frequently requires
balancing value for patients and other stakeholders,
such as your workforce and the community.

Values

The term “values” refers to the guiding principles
and behaviors that embody how your organization
andits people are expected to operate. Values reflect
and reinforce the desired culture of an organization.
Values support and guide the decision making of
every workforce member, helping the organization
accomplish its mission and attain its vision in an
appropriate manner. Examples of values might
include demonstrating integrity and fairness in all
interactions, exceeding patient and stakeholder
expectations, valuing individuals and diversity,
protecting the environment, and striving for
performance excellence every day.

Vision
Theterm “vision” refers to the desired future state of
your organization. The vision describes where the

organizationis headed, whatitintends to be, or how
it wishes to be perceived in the future.

Voice of the Customer

The term “voice of the customer” refers to your
process for capturing customer-related information.
Voice-of-the-customer processes are intended to be
proactive and continuously innovative to capture
stated, unstated, and anticipated customer
requirements, expectations, and desires. The goal is
to achieve customer engagement. Listening to the
voice of the customer might include gathering and
integrating various types of patient and stakeholder
data, such as survey data, focus group findings,
warranty data, and complaint data, that affect
customers’ purchasing and engagement decisions.

Work Processes

The term “work processes” refers to your most
important internal value creation processes. They
mightinclude health care design and delivery, patient
support, supply chain management, business, and
support processes. They are the processes that
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involve the majority of your organization’s workforce
and produce patient, stakeholder, and stockholder
value.

Your key work processes frequently relate to your
core competencies, to the factors that determine
your success relative to competitors, and
organizations offering similar health care services,
andtothe factors considered important for business
growth by your senior leaders.

Work Systems

The term “work systems” refers to how the work of
your organization is accomplished. Work systems
involve your workforce, your key suppliers and
partners, your contractors, your collaborators, and
other components of the supply chain needed to
produce anddeliver your products and your business
and support processes. Your work systems
coordinate the internal work processes and the
external resources necessary for you to develop,
produce, anddeliveryour products toyour customers
and to succeed in your marketplace.

Decisions about work systems are strategic. These
decisions involve protecting and capitalizing on
core competencies and deciding what should be
procured or produced outside your organization in
order to be efficient and sustainable in your
marketplace.

Workforce

The term “workforce” refers to all people actively
involved in accomplishing the work of your
organization, including paid employees (e.g.,
permanent, part-time, temporary, and telecommuting
employees, as well as contract staff supervised by
the organization), independent practitioners not paid
by the organization (e.g., physicians, physician
assistants, nurse practitioners, acupuncturists, and
nutritionists), volunteers, and health care students
(e.g., medical, nursing, and ancillary), as
appropriate. The workforce includes team leaders,
supervisors, and managers at all levels.

Workforce Capability

The term “workforce capability” refers to your
organization’s ability to accomplish its work
processes through the knowledge, skills, abilities,
and competencies of its people.

Capability may include the ability to build and
sustain relationships with your customers; to
innovate and transition to new technologies; to
develop new products and work processes; and to
meet changing business, market, and regulatory
demands.

Workforce Capacity

“

The term “workforce capacity” refers to your
organization’s ability to ensure sufficient staffing
levels to accomplish its work processes and
successfully deliver your productstoyour customers,
including the ability to meet seasonal or varying
demand levels.

Workforce Engagement

The term “workforce engagement” refers to the
extent of workforce commitment, both emotional
and intellectual, to accomplishing the work,
mission, and vision of the organization.
Organizations with high levels of workforce
engagement are often characterized by high-
performing work environments in which people are
motivated to do their utmost for the benefit of their
customers and for the success of the organization.
Workforce engagement also depends on building
and sustaining relationships between your
administrative/operational leadership and your
independent practitioners.

In general, members of the workforce feel engaged
when they find personal meaning and motivation in
their work and when they receive positive
interpersonal and workplace support. An engaged
workforce benefits from trusting relationships, a
safe and cooperative environment, good
communication and information flow,
empowerment, and performance accountability. Key
factors contributing to engagement include training
and career development, effective recognition and
reward systems, equal opportunity and fair
treatment, and family-friendliness.
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IMC RBNQA CRITERIA:

CATEGORY AND ITEM DESCRIPTIONS

Preface: Organizational Profile

The Organizational Profile provides an overview of
your organization. The profile addresses your
operating environment, your key organizational
relationships, your competitive and collaborative
environment and strategic context, and your
approach to performance improvement. Your
Organizational Profile provides a framework for
understanding your organization. It helps the
Baldrige examiners and judges when reviewing your
application to understand what you consider
important. It also helps you to guide and prioritize
the information you present in response to the
Criteria items in categories 1-7.

The Organizational Profile provides your
organization with critical insight into the key internal
and external factors that shape your operating
environment. These factors, such as the vision,
values, mission, core competencies, competitive and
collaborative environment, and strategic challenges
and advantages, impact the way your organization
is run and the decisions you make. As such, the
Organizational Profile helps your organization
better understand the context in which it operates;
the key requirements for current and future
organizational success and sustainability; and the
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needs, opportunities, and constraints placed on your
organization’s management systems.

P.1 Organizational Description:
What are your key organizational
characteristics?

Purpose

This item addresses the key characteristics and
relationships that shape your organizational
environment. It also addresses your organization’s
governance system. The aim is to set the context for
your organization and for your responses to the
Criteria requirements in categories 1-7.

Comments

” u,

e The use of such terms as “purpose,” “vision,”
“values,” “mission,” and “core competencies”
varies depending on the organization, and some
organizations may not use one or more of these
terms. Nevertheless, you should have a clear
understanding of the essence of your
organization, why it exists, and where your
senior leaders want to take the organization in
the future. This clarity enables you to make and
implement strategic decisions affecting the
future of your organization.
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A clear identification and thorough
understanding of your organization’s core
competencies are central to organizational
sustainability and competitive performance.
Executing your core competencies well is
frequently a marketplace differentiator. Keeping
your core competencies current with your
strategic directions can provide a strategic
advantage, and protecting intellectual property
contained in your core competencies can
support sustainability.

The legal and regulatory environment in which
you operate places requirements on your
organization and impacts how you run your
organization. Understanding this environment
is key to making effective operational and
strategic decisions. Further, it allows you to
identify whether you are merely complying with
the minimum requirements of applicable laws,
regulations, and standards of practice or
exceeding them, a hallmark of leading
organizations.

Leading organizations have well-defined
governance systems with clear reporting
relationships. It is important to clearly identify
which functions are performed by senior
leaders and, as applicable, by your governance
board and your parent organization. Board
independence and accountability frequently are
key considerations in the governance structure.

In supplier-dependent organizations, suppliers
play critical roles in processes that are
important to running the organization and to
maintaining or achieving a sustainable
competitive  advantage. Supply-chain
requirements might include accessibility,
continuity of care, on-time or just-in-time
delivery, flexibility, variable staffing, research
and design capability, process and health care
service innovation, and customized services.

P.2 Organizational Situation:
What is your organization’s strategic
situation?

Purpose

This item addresses the competitive and
collaborative environment in which vyour
organization operates, including your key strategic

challenges and advantages. It also addresses how
you approach performance improvement, including
organizational learning and innovation processes.
The aim is to understand your key organizational
challenges and your system for establishing and
preserving a sustainable advantage.

Comments

e Knowledge of an organization’s strengths,
vulnerabilities, and opportunities for
improvement and growth is essential to the
success and sustainability of the organization.
With this knowledge, you can identify those
health care service offerings, processes,
competencies, and performance attributes that
are unique to your organization; those that set
you apart from other organizations; those that
helpyouto preserve your competitive advantage;
and those that you must develop to sustain or
build your market position.

e Understanding who your competitors and
collaborators are, how many you have, and their
key characteristics is essential for determining
what your competitive advantage is and what
your collaborative opportunities are in the
health care industry and marketplace. Leading
organizations have an in-depth understanding
of their current competitive and collaborative
environments, including key changes taking
place.

e Sources of comparative and competitive data
might include external organizations health
care industry journals and other publications,
benchmarking activities, annual reports for
publicly traded companies and public
organizations, conferences, local networks, and
industry associations. Comparative data,
particularly in areas related to patient and
stakeholder satisfaction, staff satisfaction, and
organizational effectiveness (e.g., cycle time),
can also be obtained from organizations
outside the health care sector.

Operating your organization in today’s highly
competitive marketplace means you are facing
strategic challenges that can affect your ability
to sustain performance and maintain your
competitive position. These challenges might
include vyour operational costs (e.g.,
pharmaceuticals, labor, or medical technology);
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expanding or decreasing markets; mergers or
acquisitions by your organization and by your
competitors; economic conditions, including
fluctuating demand and economic downturns;
needs for public health and bioterrorism
preparedness; the introduction of new or
substitute health care services; rapid
technological changes; or emergence of e-health
care delivery technology. In addition, your
organization may face challenges related to the
recruitment, hiring, and retention of a qualified
workforce.

e A particularly significant challenge, if it occurs
to your organization, is being unprepared for
a disruptive technology that threatens your
competitive position or your marketplace. In the
past, such technologies have included MRIs
replacing myelograms, laparoscopic surgery
replacing more invasive types of surgery, and
social media challenging other means of
communication. Today, organizations need to
be scanning the environment inside and outside
their immediate industry to detect such
challenges at the earliest possible point in time.

Leadership (Category 1)

Leadership addresses how your senior leaders’
actions guide and sustain your organization, setting
organizational vision, values, and performance
expectations. Attention is given to how your senior
leaders communicate with your workforce, enhance
their leadership skills, participate in organizational
learning and develop future leaders, create a focus
on action, and establish an environment that
encourages ethical behavior and high performance.
The category also includes your organization’s
governance systemand how your organization fulfills
its legal, ethical, and societal responsibilities;
supportsits key communities; and builds community
health.

1.1 Senior Leadership:
How do your senior leaders lead?

Purpose

This item examines the key aspects of your senior
leaders’ responsibilities. It examines how your
senior leaders set and communicate the
organization’s vision and values and how they
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practice these values. It focuses on your senior
leaders’ actions to create a sustainable, high-
performing organization with a patient, stakeholder,
and community focus.

Comments

e Senior leaders’ central role in setting values and
directions, communicating, creating and
balancing value for all stakeholders, and
creating an organizational focus on action are
key elements of this item. Success requires a
strong orientation to the future and a
commitment to improvement, innovation, and
organizational sustainability. Increasingly, this
requires creating an environment for
empowerment, agility, and learning.

e In health care organizations with separate
administrative/operational and health care
leadership, an important aspect of leadership
is the relationship between and collaboration
of these two sets of leaders.

e In highly respected organizations, senior
leaders are committed to establishing a culture
of patient engagement, to developing the
organization’s future leaders, and to recognizing
and rewarding contributions by members of the
workforce. Senior leaders enhance their
personal leadership skills. They participate in
organizational learning, the development of
future leaders, succession planning, and
recognition opportunities and events that
celebrate the workforce. Development of future
leaders might include personal mentoring or
participation in leadership development
courses.

1.2 Governance and Societal
Responsibilities: How do you govern
and fulfill your societal responsibilities?

Purpose

Thisitem examines key aspects of your organization’s
governance system, including leadership
improvement. It also examines how your
organization ensures that everyone in the
organization behaves legally and ethically and how
your organization fulfills its societal
responsibilities, supports its key communities, and
builds community health.
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Comments

The organizational governance requirement
addresses the need for a responsible, informed,
transparent, and accountable governance or
advisory body that can protect the interests of
key stakeholders (including stockholders). This
body should have independence in review and
audit functions, as well as a performance
evaluation  function that  monitors
organizational and both CEOs’ and medical
staff leaders’ performance.

An integral part of health care delivery,
performance management, and improvement is
proactively addressing (1) the need for ethical
behavior; (2) all legal, regulatory, and
accreditation requirements; and (3) risk factors.
Ensuring high performance in these areas
requires establishing appropriate measures or
indicators that senior leaders track. Your
organization should be sensitive to issues of
public concern related to your health care
services and operations, whether or not these
issues currently are embodied in laws and
regulations. Role-model organizations look for
opportunities to exceed requirements and to
excel in areas of legal and ethical behavior.

This item addresses the conservation of natural
resources. Conservation can be achieved
through the use of “green” technologies, the
replacement of hazardous chemicals with water-
based chemicals, energy conservation, the use
of cleaner energy sources, or the recycling of
by-products or wastes.

Societal responsibility implies going beyond a
compliance orientation. Opportunities to
contribute to the well-being of environmental,
social, and economic systems and opportunities
to support key communities are available to
organizations of all sizes. The level and breadth
of these contributions will depend on the size
of your organization and your ability to
contribute.

Your organization’s community involvement
should include considering contributions in
areas of your core competencies. Examples of
organizational community involvement are
partnering with other health care providers,
businesses, and professional associations to

engage in beneficial, cooperative activities,
such as increasing equity and access to care
and sharing best practices to improve overall
Indian health status and health care.

e Actions to build community health mightinclude
partnering with local organizations (public
entities and businesses) and health care
providers. The community health services
offered by your organization will depend on your
mission, including service requirements for tax-
exempt organizations.

Strategic Planning (Category 2)

Strategic Planning addresses strategic and action
planning, implementation of plans, how adequate
resources are ensured to accomplish the plans, how
accomplishments are measured and sustained, and
how plans are changed if circumstances require a
change. The category stresses that long-term
organizational sustainability and your competitive
or collaborative environment are key strategic
issues that need to be integral parts of your
organization’s overall planning. Decisions about
your organizational core competencies are an
integral part of organizational sustainability and
therefore are key strategic decisions.

While many organizations are increasingly adept at
strategic planning, plan execution is still a
significant challenge. This is especially true given
market demands to be agile and to be prepared for
unexpected change, such as volatile economic
conditions or disruptive technologies that can upset
an otherwise fast-paced but more predictable
marketplace. This category highlights the need to
place a focus not only on developing your plans, but
also on your capability to execute them.

The IMC RBNQ Health Care Criteria emphasize three
key aspects of organizational excellence. These
aspects are important to strategic planning:

e Patient-focused excellence is a strategic view
of excellence. The focus is on the drivers of
customer engagement, patient health status,
new markets, and market share—key factors in
competitiveness and organizational
sustainability.

e Operational performance improvement and
innovation contribute to short- and longer-term
productivity growth and cost containment.
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Building operational capability—including
speed, responsiveness, and flexibility—
represents an investment in strengthening your
organizational fitness.

e Organizational and personal learning are
necessary strategic considerations in today’s
fast-paced environment. The Criteria emphasize
that improvement and learning need to be
embedded in work processes. The special role
of strategic planning is to align work systems
and learning initiatives with your organization’s
strategic directions, thereby ensuring that
improvement and learning prepare you for and
reinforce organizational priorities.

The Strategic Planning category examines how
your organization

e determines its key strengths, weaknesses,
opportunities, and threats; its core
competencies; and its ability to execute your
strategy

e optimizes the use of resources, ensures the
availability of a skilled workforce, and bridges
short- and longer-term requirements that may
entail capital expenditures, technology
development or acquisition, supplier
development, and new health care partnerships
or collaborations

e ensures that implementation will be effective—
that there are mechanisms to communicate
requirements and achieve alignment on three
levels: (1) the organization and executive level,
(2) the key work system and work process level,
and (3) the department/work unit and
individual job level

The requirements in the Strategic Planning category
encourage strategic thinking and acting in order to
develop a basis for a distinct competitive and
collaborative position in the marketplace. These
requirements do not imply the need for formal
planning departments or specific planning cycles.
They also do not imply that all your improvements
could or should be planned in advance. An effective
improvement system combines improvements of
manytypesand degrees ofinvolvement. Thisrequires
clear strategic guidance, particularly when
improvement alternatives, including major change
or innovation, compete for limited resources. In
most cases, setting priorities depends heavily on
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market demands and a cost rationale. However, you
also might have critical requirements, such as the
incorporation of new health care technology and
community health or other societal responsibilities,
that are not driven by cost considerations alone.

2.1 Strategy Development: How do
you develop your strategy?

Purpose

This item examines how your organization
determines its core competencies, strategic
challenges, and strategic advantages and
establishes its strategic objectives to address its
challenges and leverage its advantages. The aim is
to strengthen your overall performance, your
performance relative to competitors and other
organizations providing similar health care
services, and your future success.

Comments

e This item calls for basic information on the
planning process and for information on all the
key influences, risks, challenges, and other
requirements that might affect your
organization’s future opportunities and
directions—taking as longterm a view as
appropriate and possible from the perspectives
of your organization and your industry or
marketplace. This approach is intended to
provide a thorough and realistic context for the
development of a patient-, stakeholder-, and
market-focused strategy to guide ongoing
decision making, resource allocation, and
overall management.

e Thisitemis intended to cover all types of health
care organizations, competitive/collaborative
situations, strategic issues, planning
approaches, and plans. The requirements
explicitly call for a future-oriented basis for
action but do not imply the need for formal
planning departments, specific planning cycles,
or a specified way of visualizing the future. Even
if your organization is seeking to create an
entirely new health care service or business,
it is still necessary to set and to test the
objectives that define and guide critical actions
and performance.
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e This item emphasizes health care industry
leadership, which usually depends on health
care service delivery and operational
effectiveness. Health care industry leadership
requires a view of the future that includes not
only the markets or segments in which your
organization provides services but also how it
competes and collaborates in providing
services in these markets. How it competes and/
or collaborates presents many options and
requires that you understand your
organization’s and your competitors’/
collaborators’ strengths and weaknesses. How
it competes also might involve decisions on
taking intelligent risks in order to gain or retain
a market leadership position. Although no
specific time horizons are included, the thrust
of this item is sustained performance
leadership.

e An increasingly important part of strategic
planning is projecting the future competitive
and collaborative environment. This includes
the ability to project your own future
performance, as well as that of your
competitors. Such projections help you to detect
and reduce competitive threats, to shorten
reaction time, and to identify opportunities.
Depending on the size and type of organization,
the potential need for new core competencies,
the maturity of markets, the pace of change, and
competitive/collaborative parameters (such as
costs or the innovation rate), organizations
might use a variety of modeling, scenarios, or
other techniques and judgments to anticipate
the competitive and collaborative environment.

2.2 Strategy Implementation: How
do you implement your strategy?

Purpose

This item examines how your organization converts
your strategic objectives into action plans to
accomplish the objectives. It also examines how
your organization assesses progress relative to these
action plans. Theaimisto ensure that your strategies
are successfully deployed for goal achievement.

Comments

e This item asks how your action plans are
developed and deployed to your workforce, key

suppliers, and partners. The accomplishment
of action plans requires resources and
performance measures, as well as the alignment
of the plans of your departments/work units,
suppliers, and partners. Of central importance
is how you achieve alignment and consistency—
for example, via work systems, work processes,
and key measurements. Also, alignment and
consistency are intended to provide a basis for
setting and communicating priorities for
ongoing improvement activities—part of the
daily work of all departments/work units. In
addition, performance measures are critical for
tracking performance.

Many types of analyses can be performed to
ensure that financial resources are available
to support the accomplishment of your action
plans, while your organization also meets
existing obligations. For current operations,
these efforts might include the analysis of cash
flows, net income statements, and current
liabilities versus current assets. For investments
to accomplish action plans, the efforts might
include analysis of discounted cash flows, ROI,
or return on invested capital (ROIC). The specific
types of analyses will vary from organization
to organization. These analyses should help
your organization assess the financial viability
of your current operations and the potential
viability of and risks associated with your
action plan initiatives.

Action plans should include human resource
or workforce plans that are aligned with and
support your overall strategy. n Examples of
possible human resource plan elements are

— aredesign of your work organization and jobs
to increase workforce empowerment and
decision making

— initiatives to promote greater labor-
management cooperation, such as union
partnerships

— a consideration of the impacts of outsourcing
on your current workforce and initiatives

— initiatives to prepare for future workforce
capability and capacity needs

— initiatives to foster knowledge sharing and
organizational learning
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— the modification of your compensation and
recognition systems to recognize team,
organizational, patient and stakeholder, or
other performance attributes

— education and training initiatives, such as
developmental programs for future leaders,
partnerships with universities to help ensure
the availability of an educated and skilled
workforce, and the establishment of training
programs on new technologies important to
the future success of your workforce and your
organization

® Projections and comparisons in this item are
intended to improve your organization’s ability
to understand and track dynamic, competitive
performance factors. Projected performance
might include changes resulting from new
business ventures, entry into new markets, the
introduction of new technologies, innovations,
or other strategic thrusts that might involve a
deliberate degree of risk. Through this tracking
process, your organization should be better
prepared to take into account its rate of
improvement and change relative to that of
competitors or other organizations offering
similar health care services and relative to its
own targets or stretch goals. Such tracking
serves as a key diagnostic tool for your
organization’s management to start, accelerate,
or discontinue initiatives.

Customer Focus (Category 3)

Customer Focus addresses how your organization
seeks to engage your customers, with a focus on
listening to and supporting patients and
stakeholders, determining their satisfaction,
offering the right services, and building
relationships that result in loyalty through patients’
and stakeholders’ investment in your health care
service offerings. The category stresses customer
engagement as an important outcome of an overall
patient and stakeholder culture and a learning and
performance excellence strategy. Your patient and
stakeholder satisfaction and dissatisfaction results
provide vital information for understanding your
patients, your stakeholders, and the marketplace.

In many cases, the voice of the customer provides
meaningful information not only on your patients’
and stakeholders’ views but also on their

IMC RBNQA - HEALTH CARE

marketplace behaviors and how these views and
behaviors may contribute to the sustainability of
your organization in the marketplace.

Throughout the Criteria, patients frequently are
identified separately from stakeholder groups to
stress the importance of patients to health care
organizations. However, the item requirements also
refer to stakeholders generically to ensure the
inclusion of all stakeholder groups in the
organization’s customer focus and performance
management system. Stakeholders might include
patients’ families, the community, insurers and other
third-party payors, employers, health care providers,
patient advocacy groups, departments of health,
and students. A key challenge to health care
organizations may be balancing the differing
expectations of patient and stakeholder groups.

3.1 Voice of the Customer: How do
you obtain information from your
patients and stakeholders?

Purpose

This item examines your organization’s processes
for listening to your patients and stakeholders and
determining their satisfaction and dissatisfaction.
It also examines your processes for using patient
and stakeholder data. The aim is to capture
meaningful information in order to exceed your
patients’ and stakeholders’ expectations.

Comments

n Selection of voice-of-the-customer strategies
depends on your organization’s key business factors.
Increasingly, organizations listen to the voice of the
customer via multiple modes. Some frequently used
modes include focus groups with key patients and
stakeholders, close integration with patients and
key stakeholders, interviews with lost and potential
patients and stakeholders about their health care
purchasing or relationship decisions, win/loss
analysis relative to competitors and other
organizations providing similar health care
services, and survey or feedback information.

e Thisitem emphasizes how you obtain actionable
information from patients and stakeholders.
Information that is actionable can be tied to
key health care service offerings and
organizational processes and can be used to
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determine cost and health care quality
implications for setting improvement goals and
priorities for change.

In a rapidly changing technological,
competitive, economic, and social environment,
many factors may affect patient and stakeholder
expectations and loyalty and your interface with
patients and stakeholders in the marketplace.
This makes it necessary to continually listen
and learn. To be effective, listening and learning
need to be closely linked with your organization’s
overall health care service strategy.

Customers increasingly are turning to social
media to voice their impressions of your health
care services and patient and stakeholder
support. This information may be provided
through social interactions you mediate or
through independent or customer-initiated
means. All of these can be valuable sources of
information for your organization.
Organizations may need to become familiar with
vehicles for monitoring and tracking this
information.

Knowledge of patient and stakeholder groups,
market segments, and former and potential
patients and stakeholders allows your
organization to tailor health care service
offerings, to support and tailor your marketing
strategies, to develop a more patient- and
stakeholder-focused workforce culture, to
attract new patients, and
organizational sustainability.

to ensure

In determining patient and stakeholder
satisfaction and dissatisfaction, a key aspect
is their comparative satisfaction with
competitors, competing or alternative health
care service offerings, and/or organizations
providing similar health care services. Such
information might be derived from your own
comparative studies or from independent
studies. The factors that lead to patients’ and
stakeholders’ preference are of critical
importance in understanding factors that drive
health care markets and potentially affect
longer-term competitiveness and organizational
sustainability.

3.2 Customer Engagement: How do
you engage patients and stakeholders
to serve their needs and build
relationships?

Purpose

This item examines your organization’s processes
for identifying and innovating health care service
offerings that serve your patients, stakeholders, and
markets; enabling patients and stakeholders to seek
information and support; and using patient,
stakeholder, market, and health care service offering
information. The item also examines how you build
relationships with your patients and stakeholders
and manage complaints in order to retain patients
and stakeholders and increase their engagement
with you. The aim of these efforts is to improve
marketing, build a more patient- and stakeholder-
focused culture, enhance patient and stakeholder
loyalty, and identify opportunities for innovation.

Comments

e Customer engagement is a strategic action
aimed at achieving such a degree of loyalty that
the patient or stakeholder will advocate for your
organization and health care service offerings.
Achieving such loyalty requires a patient- and
stakeholder-focused culture in your workforce
based on a thorough understanding of your
business strategy and the behaviors and
preferences of your patients and stakeholders.

e A relationship strategy may be possible with
some patients and stakeholders but not with
others. The relationship strategies you do have
may need to be distinctly different for each
patient or stakeholder group and each market
segment. They also may need to be distinctly
different during various stages of patients’ and
stakeholders’ relationships with you.

e Complaint aggregation, analysis, and root
cause determination should lead to effective
elimination of the causes of complaints and to
the setting of priorities for process and health
careserviceimprovements. Successful outcomes
require effective deployment of information
throughout the organization.
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Measurement, Analysis, and
Knowledge Management
(Category 4)

The Measurement, Analysis, and Knowledge
Management category is the main point within the
Criteria for all key information about effectively
measuring, analyzing, and improving performance
and managing organizational knowledge to drive
improvement and organizational competitiveness.
Inthe simplestterms, category 4isthe “brain center”
for the alignment of your organization’s health care,
administrative, and clinical operations with its
strategic objectives. Central to such use of data and
information are their quality and availability.
Furthermore, since information, analysis, and
knowledge management might themselves be
primary sources of competitive advantage and
productivity growth, this category also includes such
strategic considerations.

4.1 Measurement, Analysis, and
Improvement of Organizational
Performance: How do you measure,
analyze, and then improve
organizational performance?

Purpose

This item examines your organization’s selection
and use of data and information for performance
measurement, analysis, and review in support of
organizational planning and performance
improvement. This performance improvement
includes efforts to improve health care results and
outcomes (e.g., by selecting statistically meaningful
indicators, adjusting data for risk, and linking
outcomes to processes and provider decisions). The
item serves as a central collection and analysis
point in an integrated performance measurement
and management system that relies on financial
and nonfinancial data and information, including
clinical data. The aim of performance measurement,
analysis, review, and improvement is to guide your
organization’s process management toward the
achievement of key organizational results and
strategic objectives, to anticipate and respond to
rapid or unexpected organizational or external
changes, and to identify best practices that may be
shared.
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Comments

Alignment and integration are key concepts for
successful implementation and use of your
performance measurement system. They are
viewed in terms of the extent and effectiveness
of their use to meet your performance
assessment and improvement needs and your
strategy development and execution. Alignment
and integration include how measures are
aligned throughout your organization and how
they are integrated to yield organization-wide
data andinformation. Alignment and integration
also include how performance measurement
requirements are deployed by your senior
leaders to track departmental, work group, and
process-level performance on key measures
targeted for organization-wide significance or
improvement.

The use of comparative data and information
is important to all organizations. The major
premises for their use are that (1) your
organization needs to know where it stands
relative to competitors, to other providers, and
to best practices, (2) comparative information
and information obtained from benchmarking
often provide the impetus for significant
(“breakthrough”) improvement or change, (3)
comparing performance information frequently
leads to a better understanding of your
processes and their performance, and (4)
comparative performance projections and
competitors’” performance may reveal
organizational challenges as well as areas
where innovation is needed. Comparative
information also may support organizational
analysis and decisions relating to core
competencies, partnering, and outsourcing.

Your effective selection and use of comparative
data and information require (1) the
determination of needs and priorities, (2)
criteria for seeking appropriate sources for
comparisons— from within and outside the
health care industry and your organization’s
markets, and (3) the use of data and information
to set stretch goals and to promote major,
nonincremental (“breakthrough”)improvements
in areas most critical to your organization’s
strategy.
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Comparative data might include data from
similar organizations or health care industry
benchmarks. Local or national sources of such
data might include (1) other organizations
through sharing or contributing to external
reference databases (e.g., indicator projects),
(2) the open literature (e.g., outcomes of
research studies and practice guidelines), and
(3) independent organizations (e.g., CMS and
accrediting organizations such as the NCQA and
the Joint Commission, and commercial
organizations) that gather and evaluate data.

The organizational review called for in this item
is intended to cover all areas of performance.
This includes not only current performance but
also projections of your future performance. It
is anticipated that the review findings will
provide a reliable means to guide both
improvements and opportunities for innovation
that are tied to your organization’s key
objectives, core competencies, success factors,
and measures. Therefore, an important
component of your organizational review is the
translation of the review findings into actions
that are deployed throughout your organization
and to appropriate suppliers, partners,
collaborators, and key customers.

Analyses that your organization conducts to
gain an understanding of performance and
needed actions may vary widely depending on
your type of organization, size, competitive
environment, and other factors. Examples of
possible analyses include the following:

— how health care service improvements
correlate with key patient and stakeholder
indicators, such as satisfaction, loyalty, and
market share

— cost and revenue implications of patient- and
stakeholderrelated problems and effective
problem resolution

— interpretation of marketshare changesinterms
of patient and stakeholder gains and losses
and changes in customer engagement

— improvement trends in key operational
performance indicators, such as productivity,
cycletime (e.g., length of stay, turnaroundtimes,
wait times, and billing delays), waste
reduction, utilization rates, error rates, and
cost per case

— relationships among personal learning,
organizational learning, and the value added
per staff member

— financial benefits derived from improvements
inworkforce safety, absenteeism, and turnover

— benefits and costs associated with education
and training, including e-learning and other
distance learning opportunities

— benefits and costs associated with improved
organizational knowledge management and
sharing

— the relationship between knowledge
management and innovation

— how the ability to identify and meet workforce
capability and capacity needs correlates with
retention, motivation, and productivity

— cost and revenue implications of workforce-
related problems and effective problem
resolution

—individual or aggregate measures of
productivity and quality relative to
competitors’ and comparable organizations’
performance

— cost trends relative to competitors’ and
comparable organizations’ trends (e.g., cost
per case for key diagnosisrelated groups
[DRGs])

— compliance with preventive screenings
compared with that of similar health care
providers

— relationships among health care service
quality, operational performance indicators,
and overall financial performance trends as
reflected in indicators such as operating costs,
revenues, asset utilization, and value added
per staff member

— allocation of resources among alternative
improvement projects based on cost/benefit
implications or environmental and societal
impact

— net earnings or savings derived from quality,
operational, and workforce performance
improvements

— comparisons among cost centers showing how
quality and operational performance
improvement affect financial performance
(e.g., impacts of health maintenance
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organization [HMO] preventive care versus
diagnostic expenses and treatment of
potentially preventable illnesses)

— contributions of improvement activities to
cash flow, working capital use, and shareholder
and community value

— financial impacts of patient and stakeholder
loyalty

— cost and revenue implications of new health
care market entry

— market share versus profits/financial returns

— trends in economic, market, and stakeholder
indicators of value and the impact of these
trends on organizational sustainability

e Individual facts and data do not usually provide
an effective basis for setting organizational
priorities. This item emphasizes that close
alignment is needed between your analysis and
your organizational performance review and
between your analysis and your organizational
planning. This ensures that analysis is relevant
to decision making and that decision making
is based on relevant data and information. In
addition, your historical performance,
combined with assumptions of future internal
and external changes, allows the development
of your performance projections. These
projections may serve as a key planning tool.

e Action depends on understanding causality
among processes and between processes and
results or outcomes. Process actions and their
results may have many resource implications.
Organizations have a critical need to provide
an effective analytical basis for decisions
because resources for improvement are limited
and causality is often unclear.

4.2 Management of Information,
Knowledge, and Information
Technology: How do you manage

your information, organizational
knowledge, and information
technology?

Purpose

This item examines how your organization ensures
the quality and availability of needed data,
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information, software, and hardware for your
workforce, suppliers and partners, collaborators,
and patients and stakeholders, normally and in the
event of an emergency. It also examines how your
organization builds and manages its knowledge
assets. The aim is to improve organizational
efficiency and effectiveness and to stimulate
innovation.

Comments

e Managing information can require a significant
commitment of resources as the sources of data
and information grow dramatically. The
continued growth of electronic information
within organizations’ operations—as part of
organizational knowledge networks, through the
Web and social media, in organization-to-
organization communications, and in electronic
communication/information transfer, including
electronic medical records—challenges
organizational abilities to ensure reliability,
confidentiality, and availability in a
userfriendly format. This is of particular
concern given the need to ensure the
confidentiality of patient records in compliance
with HIPAA.

e Data and information are especially important
in organization networks, partnerships, and
supply chains. Your responses to this item
should take into account this use of data and
information and should recognize the need for
rapid data validation and reliability assurance,
given the increasing use of electronic data
transfer.

e The focus of an organization’s knowledge
management is on the knowledge that people
need to do their work, improve processes and
health care services, and develop innovative
solutions that add value for the patient, the
stakeholder, and the organization.

* One of the many issues facing organizations
today is how to manage, use, evaluate, and
share their ever-increasing organizational
knowledge. Leading organizations benefit from
the knowledge assets of their workforce,
patients, stakeholders, suppliers,
collaborators, and partners, who together drive
organizational learning and innovation.
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e Organizations should carefully plan how they
will continue to provide an information
technology infrastructure, data, and
information in the event of either a natural or
man-made disaster. These plans should consider
the needs of all of the organization’s
stakeholders, including the workforce, patients,
suppliers, partners, and collaborators. The
plans also should be coordinated with the
organization’s overall plan for health care and
operational continuity (item 6.1).

Workforce Focus (Category 5)

Workforce Focus addresses key workforce
practices—those directed toward creating and
maintaining a high-performance work environment
and toward engaging your workforce to enable it
and your organization to adapt to change and to
succeed.

The category covers your capability and capacity
needs and your workforce support climate. Your
workforce focus includes workforce engagement,
development, and management, which should be
addressed in an integrated way (i.e., aligned with
your organization’s strategic objectives and action
plans).

To reinforce the basic alignment of workforce
management with overall strategy, the Criteria also
cover human resource or workforce planning as
part of overall planning in the Strategic Planning
category (category 2).

5.1 Workforce Environment: How do
you build an effective and supportive
workforce environment?

Purpose

This item examines your organization’s workforce
environment, your workforce capability and capacity
needs, how you meet those needs to accomplish the
work of your organization, and how you ensure a
safe and supportive work climate. The aim is to build
an effective environment for accomplishing your
work and for supporting your workforce.

Comments

e All organizations, regardless of size, are
required to meet minimum regulatory standards
for workforce safety; however, high-performing

organizations have processes in place to ensure
that they not only meet these minimum
standards but go beyond a compliance
orientation. This includes designing proactive
processes, with input from people directly
involved in the work, to ensure a safe working
environment.

e Most organizations, regardless of size, have
many opportunities to support their workforce.
Some examples of services, facilities, activities,
and other opportunities are personal and
career counseling, career development and
employability services, recreational or cultural
activities, formal and informal recognition,
nonwork-related education, day care, special
leave for family responsibilities and community
service, flexible work hours and benefits
packages, outplacement services, and retiree
benefits, including extended health care and
ongoing access to services.

5.2 Workforce Engagement: How do
you engage your workforce to achieve
organizational and personal success?

Purpose

This item examines your organization’s systems for
engaging, developing, and assessing the engagement
of your workforce, with the aim of enabling and
encouraging all members of your workforce to
contribute effectively and to the best of their ability.
These systems are intended to foster high
performance, to address your core competencies,
and to help accomplish your action plans and ensure
organizational sustainability.

Comments

e A particular challenge in some health care
organizations is the breadth of staff
relationships—the variety of people
contributing to the delivery of the organization’s
services. These people might include paid staff,
independent practitioners, volunteers, and
students. The contributions of each of these
groups must be considered in the Workforce
Focus category.

e High-performance work is characterized by
flexibility, innovation, knowledge and skill
sharing, good communication and information
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flow, alignment with organizational objectives,
patient and stakeholder focus, and rapid
response to changing organizational needs and
health care marketplace requirements. The
focus of this item is on a workforce capable
of achieving high performance.

Many studies have shown that high levels of
workforce engagement have a significant,
positive impact on organizational performance.
Research has indicated that engagement is
characterized by performing meaningful work;
having clear organizational direction and
performance accountability; and having a safe,
trusting, effective, and cooperative work
environment. In many organizations, employees
and volunteers are drawn to and derive meaning
from their work because the work is aligned with
their personal values. In health care
organizations, workforce engagement also is
dependent on building and sustaining
relationships between administrative/
operational leaders and independent
practitioners.

Factors inhibiting engagement should be
understood and addressed by your organization.
Understanding of these factors could be
developed through workforce surveys, focus
groups, blogs, or exit interviews with departing
members of your workforce.

Compensation and recognition systems should
be matchedtoyourwork systems. To be effective,
compensation and recognition might be tied to
demonstrated skills, peer evaluations, and/or
collaboration among departments and health
care practitioners.

Compensation and recognition approaches also
might include profit sharing; rewards for
exemplary team or unit performance; and
linkage to customer engagement measures,
achievement of organizational strategic
objectives, or other key organizational
objectives.

Depending on the nature of your organization’s
health care services, workforce responsibilities,
and the stage of organizational and personal
development, workforce development needs
might vary greatly. These needs might include
participating in continuing clinical education;
gaining skills for knowledge sharing,
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communication, teamwork, and problem
solving; interpreting and using data; exceeding
patients’ and stakeholders’ requirements;
accomplishing process analysis and
simplification; reducing waste and cycle time;
working with and motivating volunteers; and
setting priorities based on strategic alignment
or cost-benefit analysis. Education needs also
might include advanced skills in new
technologies or basic skills, such as reading,
writing, language, arithmetic, and computer
skills.

Learning and development opportunities might
occur inside or outside your organization and
could involve on-the-job, classroom, computer-
based, or distance learning, as well as
developmental assignments, coaching, or
mentoring.

To help people realize their full potential, many
organizations use individual development plans
prepared with each person that address his or
her career and learning objectives.

Although this item does not specifically ask you
about training staff members who have direct
contact with patients and stakeholders, such
training is important and common. It frequently
includes learning critical knowledge and skills
in the following areas: your health care services,
patients, and stakeholders; how to listen to
patients and stakeholders; how to recover from
problems or failures; and how to effectively
manage and exceed patients’ and stakeholders’
expectations.

An organization’s knowledge management
system should provide the mechanism for
sharing the knowledge of its people and the
organization to ensure that high-performance
work is maintained through transitions. Each
organization should determine what knowledge
is critical for its operations and should then
implement systematic processes for sharing this
information. This is particularly important for
implicit knowledge (i.e., knowledge personally
retained by members of the workforce).

Measures to evaluate the effectiveness and
efficiency of your workforce and leader
development and learning systems might
address the impact on individual, unit, and
organizational performance; the impact on
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patient- and stakeholder-related performance;
and a cost-benefit analysis.

e Although satisfaction with pay and satisfaction
with promotion are important, these two factors
generally are not sufficient to ensure workforce
engagement and high performance. Some
examples of other factors to consider are
effective problem and grievance resolution;
development and career opportunities; the work
environment and management support;
workplace safety and security; the workload;
effective communication, cooperation, and
teamwork; job security; appreciation of the
differing needs of diverse workforce groups; and
organizational support for serving patients and
stakeholders.

e In addition to direct measures of workforce
engagement through formal orinformal surveys,
some other indicators include absenteeism,
turnover, grievances, and strikes.

Operations Focus (Category 6)

Operations Focus addresses how the work of your
organization is accomplished. It examines how your
organization designs, manages, and improves its
key work processes and the work systems of which
they are a part. It stresses the importance of your
core competencies and how you protect and
capitalize on them for success and organizational
sustainability. It calls specific attention to the need
to prepare for potential emergencies and to ensure
continuity of operations.

Efficientand effective work systems require effective
design; a prevention orientation; linkage to patients,
stakeholders, suppliers, partners, and
collaborators, as well as a focus on value creation
for all key stakeholders; operational performance
improvement; cycle time reduction; emergency
readiness; and evaluation, continuousimprovement,
innovation, and organizational learning.

Work systems must also be designed in a way that
allows your organization to be agile. In the simplest
terms, “agility” refers to your ability to adapt quickly,
flexibly, and effectively to changing requirements.
Depending on the nature of your organization’s
strategy and markets, agility might mean rapid
change from one health care service to another,
adoption of anew technology ortreatment protocol,

rapid response to changing demands or market
conditions, rapid response to payor requirements,
or the ability to produce a wide range of customized
services. Agility also increasingly involves decisions
to outsource, agreements with key suppliers, and
novel partnering arrangements.

Cost and cycle time reduction may be achieved
through Lean process management strategies. The
elimination of waste and the improvement of health
care services often involve Six Sigma projects. It is
crucial to utilize key measures for tracking all aspects
of your operations management.

6.1 Work Systems: How do you
design, manage, and improve your
work systems?

Purpose

This item examines your organization’s overall
approach to work system design, management, and
improvement, capitalizing on your core
competencies, with the aim of creating value for
your patients and stakeholders, preparing for
potential emergencies, and achieving
organizational success and sustainability.

Comments

e This item asks how you design your overall work
systems and how you organize all of the work
needed to offer your health care services. It
draws a critical linkage to your core
competencies, which frequently are
underappreciated as key sources of
organizational sustainability, competitive
advantage, and marketplace respect.

e Many organizations need to consider
requirements for suppliers, partners, and
collaborators at the work system and work
process design stage. Overall, effective design
must take into account all stakeholders in the
continuum of care. If many design projects are
carried out in parallel or if your organization’s
health care services use equipment and
facilities that are used by multiple services,
coordination of resources might be a major
concern, but it also might offer a means to
significantly reduce costs and time to design
and implement new services.
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e Efforts to ensure the continuity of operations
in an emergency should consider all facets of
your organization’s operations that are needed
to provide your health care services to patients
and stakeholders. The specific level of service
that you will need to provide will be guided by
your organization’s mission and your patients’
and stakeholders’ needs and requirements. For
example, health care providers will likely have
a higher need for continuity of services than
organizations that do not provide an essential
function. Your continuity of operations efforts
also should be coordinated with your efforts
to ensure data and information availability
(item 4.2).

6.2 Work Processes: How do you
design, manage, and improve your key
work processes?

Purpose

This item examines the design, management, and
improvement of your key work processes, with the
aim of creating value for your patients and
stakeholders, operating efficiently and effectively,
and achieving organizational success and
sustainability.

Comments

e Your key work processes include your health-
care-servicerelated processes and those non-
health-care-service processes that are
considered important to organizational success
and growth by your senior leaders. These
processes frequently relate to an organization’s
core competencies, strategic objectives, and
critical success factors. Key health care
processes might include assessment, screening,
treatment, and therapy.

Key business processes might include
processes for physician integration,
innovation, research and development,
technology acquisition, information and
knowledge management, supply-chain
management, supplier partnering, outsourcing,
mergers and acquisitions, project management,
and sales and marketing. For some nonprofit
organizations, key business processes might
include fundraising, media relations, and public
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policy advocacy. Given the diverse nature of
these processes, the requirements and
performance characteristics might vary
significantly for different processes.

Your key work processes include those processes
that support your daily operations and your
health care service delivery but are not usually
designed in detail with the services. The support
process requirements usually do not depend
significantly on service characteristics. Support
process design requirements usually depend
significantly on your internal requirements, and
they must be coordinated and integrated to
ensure efficient and effective linkage and
performance. Support processes might include
processes for housekeeping, medical records,
finance and accounting, facilities management,
legal services, human resource services, public
relations, community relations, and other
administrative services.

Your design approaches could differ appreciably
depending on the nature of your health care
service offerings—whether the services are
entirely new, are variants, or involve major or
minor work process changes. Modifications to
or variants of existing health care services might
result from shifting a service from an inpatient
to an outpatient setting, introducing new
technology for an existing service, or instituting
critical pathways. You should consider the key
requirements for your services. Factors that
might need to be considered in work process
design include desired health care outcomes;
safety and risk management; timeliness of,
access to, coordination of, and continuity of
care; patient involvement in care decisions;
variability in patients’ and stakeholders’
expectations regarding health care service
options; environmental impact and use of
“green” technology; measurement capability;
process capability; availability or scarcity of
staff with critical skills; availability of referral
sources; supplier capability; technology; facility
capacity or utilization; regulatory requirements;
and documentation. Effective design also must
consider the cycle time and productivity of
health care service delivery processes. This
might involve detailed mapping of service
delivery processes and the redesign
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(“reengineering”) of those processes to achieve
efficiency, as well as to meet changing patient
and stakeholder requirements.

Specific reference is made to in-process
measurements and interactions with patients,
stakeholders, and suppliers. These
measurements and interactions require the
identification of critical points in processes for
measurement, observation, orinteraction. These
activities should occur at the earliest points
possible in processes to minimize problems and
costs that may result from deviations from
expected performance. Achieving expected
performance frequently requires setting in-
process performance levels or standards to
guide decision making. When deviations occur,
corrective action is required to restore the
performance of the process to its design
specifications. Depending on the nature of the
process, the corrective action could involve
technology and/or people. Proper corrective
action involves changes at the source (root
cause) of the deviation. Such corrective action
should minimize the likelihood of this type of
variation occurring again or elsewhere in your
organization. When patient and stakeholder
interactions are involved, differences among
patients must be considered in evaluating how
well the process is performing. This might entail
allowing for specific or general contingencies,
depending on the patient information gathered.
This is especially true of professional and
personal services. Key process cycle times in
some organizations may be a year or longer,
which may create special challenges in
measuring day-to-day progress and identifying
opportunities for reducing cycle times, when
appropriate.

For many organizations, supply-chain
management has become a key factor in
achieving productivity and profitability goals
and overall organizational success. Suppliers,
partners, and collaborators are receiving
increasing strategic attention as organizations
reevaluate their core competencies. Supplier
processes should fulfill two purposes: to help
improve the performance of suppliers and
partners and, for specific actions, to help them
contribute to your organization’s improved
overall operations. Supply-chain management

might include processes for selecting suppliers,
with the aim of reducing the total number of
suppliers and increasing preferred supplier and
partnering agreements.

e C(ritical to patient-focused delivery of health
care are the consideration of patient
expectations, the setting of realistic patient
expectations relative to likely health care
outcomes, and the opportunity for patients to
participate on an informed basis in making
decisions about their own health care.

e This item also calls for information on how
processes are improved to achieve better
performance. Better performance means not
only better quality from your patients’
perspectives and better health care outcomes
but also better financial and operational
performance—such as productivity—from your
other stakeholders’ perspectives. A variety of
process improvement approaches are
commonly used. Examples include (1) using the
results of organizational performance reviews,
(2) sharing successful strategies across your
organization to drive learning and innovation,
(3) performing process analysis and research
(e.g., process mapping, optimization
experiments, error proofing), (4) conducting
technical and business research and
development, (5) benchmarking, (6) using
alternative technology, and (7) using
information from patients and stakeholders
affected by the processes—within and outside
your organization. Process improvement
approaches might utilize financial data to
evaluate alternatives and set priorities.
Together, these approaches offer a wide range
of possibilities, including a complete redesign
(“reengineering”) of processes.

Results (Category 7)

The Results category provides a results focus that
encompasses your objective evaluation and your
patients’ and stakeholders’ evaluation of your
organization’s health care service offerings, as well
as your evaluation of your key processes and process
improvement activities; your customer-focused
results; your workforce results; your governance,
leadership system, and societal responsibility
results; and your overall financial and market
performance. Through this focus, the Health Care
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Criteria’s purposes—superior health care quality
and value of offerings as viewed by your patients,
your stakeholders, and the marketplace; superior
organizational performance as reflected in your
clinical, operational, workforce, legal, ethical,
societal, and financial indicators; and
organizational and personal learning—are
maintained. Category 7 thus provides “real-time”
information (measures of progress) for evaluation
andimprovement of health care outcomesand health
care and other key services and processes, in
alignment with your overall organizational strategy.
Item 4.1 calls for analysis and review of results data
and information to determine your overall
organizational performance and to set priorities for
improvement.

7.1 Health Care and Process
Outcomes: What are your health care
and process effectiveness results?

Purpose

This item addresses your organization’s key health
care process results, which have the aim of
demonstrating health care outcomes, service quality,
and value that lead to patient and stakeholder
satisfaction and engagement. This item also
examines your organization’s other key process
results notreportedinitems 7.2—7.5, which have the
aim of demonstrating work system and work process
effectiveness and efficiency.

Comments

e This item addresses those measures that best
reflect your organization’s success in delivering
on its mission as a health care provider. The
item calls for the use of key data and information
to demonstrate your organization’s performance
on health care outcomes and processes and in
delivering health care. Overall, this is the most
important item in the Health Care Criteria, as
it focuses on demonstrating improving health
care results over time.

e This Item asks for comparative data.
Comparative data from external organizations
(e.g., CMS, state health care agencies, the NCQA,
the Joint Commission, and the Maryland
Quality Indicator Project) for your patient
population are useful in demonstrating superior
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results relative to other organizations that
provide similar health care services.

This item places emphasis on measures of
health care service performance that serve as
indicators of patients’ and stakeholders’ views
and health care decisions relative to future
interactions and relationships. These measures
of service performance are derived from patient-
and stakeholderrelated information gathered in
items 3.1 and 3.2.

Health care process measures appropriate for
inclusion might be based on the following:
adherence to patient safety practices, treatment
protocols, care plans, critical pathways, care
bundles, medication administration, patient
involvement in decisions, timeliness of care,
information transfers and communication of
treatment plans and orders, and coordination
of care across practitioners and settings.

Patient outcome measures might include
improvement in perceived pain, resumption of
activities of daily living, return to work,
decreased severity of decubitus ulcer, decreased
mortality and morbidity, and long-term survival
rates.

The correlation between health care service
performance and patient and stakeholder
indicators is a critical management tool with
multiple uses: (1) defining and focusing on key
quality and patient and stakeholder
requirements; (2) identifying service
differentiators in the health care marketplace;
and (3) determining cause-effect relationships
between your health care service attributes and
evidence of patient and stakeholder satisfaction
and engagement. The correlation might reveal
emerging or changing market segments, the
changing importance of requirements, or even
the potential obsolescence of health care and
other service offerings.

Measures and indicators of process
effectiveness and efficiency might include work
system performance that demonstrates
improved cost savings or higher productivity
by using internal and/or external resources;
internal responsiveness indicators, such as
cycle times and turnaround times; utilization
rates; waste reduction, such as reductions in
repeat diagnostic tests; cost reduction; strategic
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indicators, such as innovation rates, time to
introduce new health care services, and
increased use of e-technology; and supply-chain
indicators, such as reductions in inventory,
increases in quality and productivity, Six Sigma
initiative results, improvements in electronic
data exchange, and reductions in supply-chain
management costs.

e This item encourages your organization to
develop and include unique and innovative
measures to track key processes and
operational improvement. Unique measures
should consider cause-effect relationships
between operational performance and health
care service quality or performance. All key
areas of health care service delivery and
operational performance, including your
organization’s readiness for emergencies,
should be evaluated by measures that are
relevant and important to your organization.

e Because many organizations have difficulty
determining appropriate measures, measuring
progress in accomplishing their strategic
objectives is a key challenge. Frequently, these
progress measures can be discerned by first
defining the results that would indicate end-
goal success in achieving the strategic objective
and then using that end-goal to define
intermediate measures.

7.2 Customer-Focused Outcomes:
What are your patient- and
stakeholder-focused performance
results?

Purpose

This item examines your organization’s patient- and
stakeholderfocused performanceresults, which have
the aim of demonstrating how well your organization
has been satisfying your patients and stakeholders
and engaging them in a long-term relationship, as
appropriate.

Comments

e This item focuses on all relevant data to
determine and help predict your organization’s
performance as viewed by your patients and
stakeholders. Relevant data and information
include patient and stakeholder satisfaction

and dissatisfaction; retention, gains, and losses
of patients and stakeholders and their accounts;
patient and stakeholder complaints, complaint
management, and effective complaint
resolution; patient- and stakeholder-perceived
value based on health care quality, outcomes,
and cost; patient and stakeholder assessment
of access and ease of use (including courtesy
in service interactions); patient and stakeholder
advocacy for your health care service offerings;
and awards, ratings, and recognition from
patients and stakeholders and independent
rating organizations.

e This item places an emphasis on patient- and
stakeholderfocused results that go beyond
satisfaction measurements, because customer
engagement and relationships are better
indicators and measures of future success in
the marketplace and of organizational
sustainability.

7.3 Workforce-Focused Outcomes:
What are your workforcefocused
performance results?

Purpose

This item examines your organization’s workforce-
focused performance results, which have the aim of
demonstrating how well your organization has been
creating and maintaining a productive, caring,
engaging, and learning environment for all members
of your workforce.

Comments

e Results reported might include generic or
organization specific factors. Generic factors
might include safety, absenteeism, turnover,
satisfaction, and complaints (grievances). For
some measures, such as absenteeism and
turnover, local or regional comparisons might
be appropriate. Organization specific factors
are those you assess for determining your
workforce climate and engagement. These
factors might include the extent of training,
retraining, or cross-training to meet capability
and capacity needs; the extent and success of
self-direction; the extent of union-management
partnering; or the extent of volunteer and
independent practitioner involvement in
process and program activities.
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e Results reported for indicators of workforce
capacity and capability might include staffing
levels across organizational units and
certifications to meet skill needs. Additional
factors may include organizational
restructuring, as well as job rotations designed
to meet strategic directions or patient and
stakeholder requirements.

e Results measures reported for indicators of
workforce engagement and satisfaction might
include improvement in local decision making,
commitment to organizational change
initiatives such as implementation of evidence-
based care processes, organizational culture,
and workforce knowledge sharing. Input data,
such as the number of cash awards, might be
included, but the main emphasis should be on
data that show effectiveness or outcomes. For
example, an outcome measure might be
increased workforce retention resulting from
establishing a peer recognition program or the
number of promotions that have resulted from
the organization’s leadership development
program.

7.4 Leadership and Governance
Outcomes: What are your senior
leadership and governance results?

Purpose

This item examines your organization’s key results
in the areas of senior leadership and governance,
which have the aim of demonstrating afiscally sound,
ethical organization that fulfills its societal
responsibilities, supports its key communities, and
builds community health.

Comments

¢ Independent of an increased national focus on
issues of governance and fiscal accountability,
ethics, and leadership accountability, it is
important for organizations to practice and
demonstrate high standards of overall conduct.
Governance bodies and senior leaders should
track relevant performance measures on a
regular basis and emphasize this performance
in stakeholder communications.

e Results reported should include key
accreditation and regulatory review findings,
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patient safety data, staff licensure and
recredentialing determinations, external audit
findings, proficiency testing results, and
utilization review results, as appropriate.

e Results reported should include environmental,
legal, and regulatory compliance; results of
oversight audits by government or funding
agencies; and noteworthy achievementsinthese
areas, as appropriate. Results also should
include organizational contributions to societal
well-being, benefit and support for key
communities, and contributions to improving
community health.

e If your organization has received sanctions or
adverse actions under law (including
malpractice), regulation, accreditation, or
contract during the past five years, the incidents
and their current status should be summarized.

7.5 Financial and Market Outcomes:
What are your financial and
marketplace performance results?

Purpose

This item examines your organization’s key financial
and market results, which have the aim of
demonstrating your financial sustainability and
your marketplace challenges and opportunities.

Comments

e Measures reported in this item are those usually
tracked by senior leadership on an ongoing
basis to assess your organization’s financial
performance and viability.

* In addition to the measures included in item
7.5, note 1, appropriate financial measures and
indicators might include revenues, budgets,
profits or losses, cash position, net assets, debt
leverage, cash-to-cash cycle time, earnings per
share, financial operations efficiency
(collections, billing, receivables), and financial
returns. Marketplace performance measures
might include measures of organizational
growth, charitable donations and grants
received, new services and markets entered, new
populations served, or the percentage ofincome
derived from new health care services or
programs.
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Information for Understanding All Criteria ltems

For definitions of key terms presented throughout the Criteria and Scoring Guidelines text in smaLL caps, see
the Glossary of Key Terms on pages 23-34.

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.

Theltemsinthe IMCRBNQA Criteriaaredividedinto three groups: the Preface, which defines your organizational
environment; Categories 1-6, which define your organization’s processes; and category 7, which contains
your results for your organization’s processes. Only responses to the last two groups are scored during an
IMC RBNQ Award evaluation of an organization; the Organizational Profile items are used to provide context
for the evaluation.

Iltem notes serve three purposes: (1) to clarify terms or requirements presented in an Item, (2) to give
instructions and examples for 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 Item notes include guidance specifically for nonprofit organizations. This information appears in
italics.

The Importance of Beginning With Your Organizational Profile

Your Organizational Profile is critically important because

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

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

e itis used by the examiners and judges in application review, including the site visit, to understand
your organization and what you consider important (you will be assessed using the Criteria
requirements in relation to your organization’s environment, relationships, influences, and
challenges, as presented in your Organizational Profile); and

e 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.
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n Preface: Organizational Profile

The Organizational Profile is a snapshot of your organization, the kev influences on How you operate and the

key challenges you face.

P.1 Organizational Description: What are your key organizational

characteristics?

Describe your organization’s operating environment and your key relationships with

PATIENTS and STAKEHOLDERs, suppliers, and PARTNERs.

Within your response, include answers to the following questions:

a. Organizational Environment

(1) Service Offerings What are your organization’s main HealTH caARre service offerings (see Note 1) ?
What is the relative importance of each to your organizational success? What mechanisms

do you use to deliver your services?

(2) Vison and Mission What are the distinctive characteristics of your organizational culture? What
are your stated purPosE, VvisioN, VALUES, and mission? What are your organization’s core competencies

and their relationship to your mission?

(3) Workrorce Profile What is your workrorce profile? What are your workrorce or staff groups and
seaMenTs? What are their education levels? What are the key elements that engage them in
accomplishing your mission and vision? What are your organization’s workrorce and job piversiTy,
organized bargaining units, kev workrorce benefits, and special health and safety requirements?

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

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

b. Organizational Relationships

(1) Organizational Structure What are your organizational structure and covernance system? What
are the reporting relationships among your GoveRNANCE BOARD, SENIOR LEADERS, and parent organization,

as appropriate?

(2) Customers and StakenoLpers What are your kev health care market seaments and PATIENT and STAKEHOLDER
groups, and STAKEHOLDER groups, as appropriate? What are their ey requirements and expectations
for your HEATLCH CARE SERVICES, PATIENT and STAKEHOLDER support services, and operations? What are
the differences in these requirements and expectations among market seements, and paTient and

STAKEHOLDER groups?

(3) SuppLiers and ParTners What are your kev types of suppliers, parTnERs, and coLLasorators? What role
do these suppliers, parTNERS, and coLLABORATORs play in the delivery of your Key HEALTH CARE SERVICES
and pATIENT and STAKEHOLDER support services? What are your key mechanisms for communicating
with suppliers, PARTNERS, and coLLABorRATORs? What role, if any, do these organizations play in
implementing INNOvATIONS in your organization? What are your key supply-chain requirements?

Notes:

N1. “Health care service offerings” (P.1a[1]) refers to
the health care services that your organization offers
in the marketplace. Mechanisms for service delivery
to your patients and stakeholders might be direct or
through contractors, collaborators, or partners.

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
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competitors or suppliers and partners to imitate.
Also, core competencies frequently preserve your
competitive advantage.

N3. Many health care organizations rely heavily on
volunteers to accomplish their work. These
organizations should include volunteers in the
discussion of their workforce (P.1a[3]).

N4. Workforce 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.

N5. Stakeholders may refer to patients’ families, the
community, insurers and other third-party payors,
employers, health care providers, patient advocacy
groups, departments of health, and students. Generic
references to customers or stakeholders include
patients.

N6. Patient and stakeholder groups (P.1b[2]) might
be based on common expectations, behaviors,
preferences, or profiles. Within a group, there may

be patient and stakeholder segments based on
differences and commonalities. Your markets might
be subdivided into market segments based on health
care services or features, service delivery modes,
payors, business volume, geography, or other factors
that your organization uses to define related market
characteristics.

N7.Requirements of patientand stakeholder groups
and health care market segments (P.1b[2]) might
include accessibility, continuity of care, safety,
security, leveraging of technology, billing
requirements, socially responsible behavior,
community service, cultural preferences, and
multilingual services.

N8. 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, patient,
or stakeholder requirements change.

For additional description of this Item, see pages
37-38.

Assessment of Item Responses

Item responses are assessed by considering the Criteria Item requirements; your key business factors
presented in your Organizational Profile; and the maturity of your approaches, breadth of their
deployment and strength of your improvement process and results relative to the scoring system. Refer
to the Scoring System information on pages 85-87.
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P.2 Organizational Situation: What is your organization’s strategic

situation?

Describe your organization’s competitive environment, your Kev STRATEGIC CHALLENGES and
ADVANTAGEs and your system for pERFORMANCE improvement.

Within your response, include answers to the following questions:

a. Competitive Environment

(1) Competitive Position What is your competitive position? What are your relative size and
growth in health care industry or your markets served? What are the numbers and types

of competitors for your organization?

(2) Competitiveness Changes What are any key changes taking place that affect your competitive
situation, including opportunities for low carbon growth, iNnnovaTion and collaboration, as

appropriate?

(3) Comparative Data What are your key available sources of comparative and competitive data
from within the health care industry? What are your kev available sources of comparative
data from outside health care industry? What limitations, if any, affect your ability to obtain

these data?

b. Strategic Context

What are your Key HEALTH CARE SERVICE, operational, societal responsibility, and human resource straTEGIC
cHALLENGES and AbvanTages? What are the threats and opportunities that you face from current and

potential players?

¢. PerrormANCE Improvement System

What are the key elements of your perrorMANCE improvement system, including your evaluation,

organizational LEARNING, and INNOVATION PROCESSES?

Notes:

N1. Strategic challenges and advantages (P.2b) might
relate to technology, health care services, your
operations, your patient and stakeholder support,
the health care industry, and people. Strategic
advantages might include differentiators such as
your technology leadership, innovation rate,
accessibility, health care and administrative support
services, cost, innovationrate, reputation for service
delivery, and wait times for service.

N2. Performance improvement (P.2c) through
learning and integrationis an assessment dimension
used in the scoring system to evaluate the maturity
of organizational approaches and deployment (see
pages 85—87). This question is intended to help you

and the IMC RBNQ 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 IMC RBNQ framework should be related to your
organization’s needs and might include applying
the Six Sigma methodology, implementing Plan-Do-
Check-Act (PDCA)improvementcycles, oremploying
other process improvement and innovation tools. A
growing number of organizations haveimplemented
specific processes for meeting goals in product and
process innovation.

For additional description of this Item, see pages
38-39.

Page Limit

are the same as for the application.

For IMCRBNQA applicants, the Organizational Profile is limited to five pages. These pages are not counted
in the overall application page limit. Typing and formatting instructions for the Organizational Profile
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n Leadership (120 pts.)

The Leadership category examines How your organization’s senior LEADERS’ personal actions guide and sustain
your organization. Also examined are your organization’s GoveRNANCE system and How your organization fulfills
its legal, ethical and societal responsibilities and support its kev communities.

1.1 Senior Leadership: How do your senior leaders lead? (70 pts.)

Describe How senIoR LEADERS’ actions guide and sustain your organization. Describe How senIOR
LEADERs communicate with your workrorce and encourage HIGH PERFORMANCE.

Within your response, include answers to the following questions:
a. VISION, VALUES and MISSION

(1) Vision and VaLues How do senior LEADERS set your organization’s vision and vaLues? How do senior
LEADERs deploy your organization’s vision and vaLues through your LEADERSHIP sysTEM, tO the WORKFORCE,
to kev suppliers and parTnERs, and to paTiENTs and other sTakeHoLDERs, as appropriate? How do senior
LeADERS” actions reflect a commitment to the organization’s vaLues?

(2) PromotingLegal and EtHicaL BeHAaviorR  How do senior LEADERS” actions demonstrate their commitment
to legal and etHicaL BeHAVIOR? How do they promote an organizational environment that requires
it? How do senior LEADERs personally promote safety, quality and climate change consciousness?

(3) Creating a SustainaBLe Organization How do SENIOR LEADERS create a sUSTAINABLE organization? How

do senior Leapers achieve the following?

e create an environment for organizational PperFoRMANCE improvement, the accomplishment
of your Mission and STRATEGIC OBJECTIVES, INNOVATION, PERFORMANCE leadership, and organizational agility

e create a workrForce culture that delivers a consistently positive experience for patients and
sTAKEHOLDERs and fosters their ENGAGEMENT

e create an environment for organizational and WORKFORCE LEARNING

e develop and enhance their leadership skills

e participate in organizational LearRNING, succession planning, and the development of future
organizational leaders

e create and promote a culture of patient safety

b. Communication and Organizational PERFORMANCE

(1) Communication How do senior LEADERs communicate with and engage the entire workrorce? How
do senior Leapers achieve the following?
e encourage frank, two-way communication throughout the organization, including errecTive
use of social media.
e communicate key decisions
e take an active role in reward and recognition programs to reinforce HigH PERFORMANCE and
a praTIENT and health care focus, and as appropriate, ethics, iNnnovaTion, safety and climate
change
(2) Focus on Action How do senior LeaDERs create a focus on action to accomplish the organization’s
objectives, improve perFoRMANCE, and attain its vision? How do senior LEaDers identify needed actions?
How do senior LeaDers include a focus on creating and balancing vatue for patients and other sTakEHOLDERS
in their organizational perFoRMANCE expectations?

Notes N2. Organizational vision (1.1a[1]) should set the
context for strategic objectives and action plans,
which are described in items 2.1 and 2.2.

N1. In health care organizations with separate
administrative/operational and health care provider
leaders, “senior leaders” refers to both sets of
leaders and the relationship between them.

N3. A sustainable organization (1.1a[3]) is capable
of addressing current organizational needs and
possesses the agility and strategic management to
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prepare successfully for its future business, market,
and operating environment. Both external and
internal factors are considered. In this context, the
concept of innovation includes both technological
and organizational innovation to help the
organization succeed in the future. A sustainable
organization also ensures a safe and secure
environment for the workforce and other key

your organization. It includes taking intelligent risks
and implementing innovations and ongoing
improvements in productivity that may be achieved
through eliminating waste or reducing cycle time; it
might use techniques such as Six Sigma and Lean. It
also includes the actions to accomplish your
organization’s strategic objectives (see 2.2a[1]).

NS5. Your organizational performance results should

stakeholders. An organization’s contributions to
environmental, social, and economic systems
beyond those of its workforce and immediate
stakeholders are considered in its societal
responsibilities (item 1.2).

be reported in items 7.1-7.5.

N6. For those organizations that rely on volunteers
to accomplish their work, responses to 1.1b(1) also
should discuss your efforts to communicate with

) ) and engage the volunteer workforce.
N4. Afocusonaction (1.1b[2]) considers the strategy,

the workforce, the work systems, and the assets of For additional description of this Item, see page 39.

1.2 Governance and Societal Responsibilities: How do you govern and fulfill
your societal responsibilities? (50 pts.)

Describe your organization’s covernANncE system and approacH to leadership improvement.
Describe How your organization ensures legal and etHicaL BeHAavior, fulfills its societal
responsibilities and supports its kev communities, and contributes to community health.

Within your response, include answers to the following questions:
a. Organizational GOVERNANCE

(1) Governance System  How does your organization review and achieve the following kev aspects
of your GoveRNANCE system?
e accountability for management’s actions
e fiscal accountability
e transparency in operations and selection of and disclosure policies for covernance board
members, as appropriate
e independence in internal and external audits
e protection of stakeHolper and stockholder interests, as appropriate
e sustainability and risk management
e succession planning for seniOR LEADERS

(2) Perrormance Evaluation How do you evaluate the perrormMANCE Of your SENIOR LEADERS, including the
chief executive? How do you use these perrormANCE evaluations in determining executive
compensation? How do you evaluate the rerFormANceE of members of your Governance board, as
appropriate? How do senior LEADERS and your GoVvERNANCE board use these PERFORMANCE reviews to
advance their development and improve both their personal leadership errecTiveness and that
of your board and LeADERSHIP SYSTEM, as appropriate?

b. Legal and ETHICAL BEHAVIOR

(1) Legal and Regulatory Behavior How do you address any adverse impacts on society of your
HEALTH CARE SERVICES and operations? How do you anticipate public concerns with current and
future HeaLTH care services and operations? How do you prepare for these impacts and concerns
in a proactive manner, including conserving natural resources and using errecTive supply-chain
management processes, as appropriate? What are your key compliance pROCESSES, MEASURES, and
GoaLs for achieving and surpassing regulatory and legal requirements, as appropriate? What
are your Key PROCESSES, MEASURES, and coaLs for addressing risks associated with your services and
operations as well as risk associated with safety and climate change?
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(2) EtHicAL BEHAVIOR

How does your organization promote and ensure eTHicaL BEHAVIOR in all interactions?

What are your key processes and MEASURES Or INDICATORs for enabling and monitoring ETHICAL BEHAVIOR
in your GoverNANCE structure, throughout your organization, and in interactions with paTiENTs,
PARTNERS, suppliers, and other stakeHoLpers? How do you monitor and respond to breaches of etHicaL

BEHAVIOR?

¢ Societal Responsibilities and Support of KEY Communities

(1) Societal Well-Being How do you consider societal well-being and benefit as part of your strategy
and daily operations? How do you contribute to the well-being of your environmental, social,

and economic systems?

(2) Community Support

How does your organization actively support and strengthen your key

communities? What are your kev communities? How do you identify these communities and
determine areas for organizational involvement, including areas related to your core cOMPETENCIES?
How do your senIor LEADERS, in concert with your workrorce, contribute to improving these

communities?

Notes

N1. Societal responsibilities in areas critical to your
organization’s ongoing marketplace success also
should be addressed in Strategy Development (item
2.1) and in Operations Focus (category 6). Key
results, such as results related to regulatory and
legal requirements (including malpractice and the
results of mandated financial audits); accreditation;
reductions in environmental impacts through the
use of “green” technology, resource-conserving
activities, or other means; orimprovements in social
impacts, such as the global use of enlightened labor
practices, should be reported as Leadership and
Governance Outcomes (item 7.4).

N2. Transparency in operations of your governance
board (1.2a[1]) should include your internal controls
on governance processes.

N3. Leadership performance evaluation (1.2a[2])
might be supported by peer reviews, formal
performance management reviews, and formal or
informal workforce and other stakeholder feedback
and surveys.

N4. Measures or indicators of ethical behavior
(1.2b[2]) might include the percentage of
independent board members, instances of ethical
conduct breaches and responses, survey results on
workforce perceptions of organizational ethics,
ethics hotline use, and results of ethics reviews and
audits. They also might include evidence that
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policies, workforce training, and monitoring systems
are in place with respect to conflicts of interest and
proper use of funds.

N5. Areas of societal contributions and community
support appropriate for 1.2c might include your
efforts to improve the environment (e.g.,
collaboration to conserve the environment or
natural resources); strengthen local community
services, education, and health; and improve the
practices of trade, business, or professional
associations.

N6. The health and safety of your workforce are not
addressed in item 1.2; you should address these
workforce factors in item 5.1.

N7. Actions to build community health (1.2c[2]) are
population-based services supporting the general
health of the communities in which you operate.
Such services will likely draw upon your core
competencies and might include health education
programs, immunization programs, unique health
services provided at a financial loss, population-
screening programs (e.g., for hypertension),
sponsorship of safety programs, and indigent care
and other community benefits. Youshould reportthe
results of your community health services in item
7.1.

For additional description of this Item, see pages
39-40
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E Strategic Planning (85 pts.)

The Strategic Planning category examines How your organization develops sTraTeGIC 0BIECTIVES and ACTION PLANS. Also
examined are How your chosen sTRATEGIC OBJECTIVES and ACTION PLANS are implemented and changed if circumstances

require and How progress is measured.

2.1 Strategy Development: How do you develop your

strategy? (40 pts.)

Process

Describe How your organization establishes its strategy to address its sTrateGIC cHALLENGES and
leverage its STRATEGIC ADVANTAGES. Summarize your organization’s key sTraTeGic oBecTives and their

related Goats.

Within your response, include answers to the following questions:

a. Strategy Development PROCESS

(1) Strategic Planning Process

How does your organization conduct its strategic planning? What

are the kev process steps? Who are the kev participants? What is the role of the governance
board? How does your process identify potential blind spots? How do you determine your core
COMPETENCIES, STRATEGIC CHALLENGES, and STRATEGIC ADVANTAGES (identified in your Organizational Profile)?
What are your short-and longer-term planning time horizons? How are these time horizons
set? How does your strategic planning process address these time horizons? How does your
strategic planning process address the need for organizational agility and operational flexibility?

(2) Strategy Considerations

How do you ensure that strategic planning addresses the key elements

listed below? How do you collect and analyze relevant data and information pertaining to

these factors as part of your strategic planning process?

e your organization’s strengths, weaknesses, opportunities, and threats

e early indications of major shifts in technology, markets, HEALTH CARE SERVICES, PATIENT and STAKEHOLDER
preferences, competition, the economy, and the regulatory environment

¢ |ong-term organizational sustainasiLiTy, including needed core compeTencies, and prosecTions of your
future performance and your competitors’ or comparable organizations’ future PERFORMANCE

e your ability to execute the strategic plan

b. STRATEGICOBIJECTIVES

(1) Key STrATEGIC OBIJECTIVES

What are your key straTeGIC oBJECTIVES and your timetable for accomplishing

them? What are your most important coats for these STRATEGIC OBJECTIVES?

(2) Stratecic Osiective Considerations How do your stratecic osiecTives achieve the following?

e address YOur STRATEGIC CHALLENGES and STRATEGIC ADVANTAGES

e address your opportunities for INNOVATION in HEALTH CARE SERVICES, operations, and your business

model

e capitalize onyour current core compeTeNcies and address the potential need for new core coMPETENCIES
e balance short-and longer-term challenges and opportunities
e consider and balance the needs of all ey STAKEHOLDERS

e consider emerging climate change needs of all key sTAKEHOLDERS

Notes

N1. “Strategy development” refers to your
organization’s approach to preparing for the future.
Strategy development might utilize various types of
forecasts, projections, options, scenarios,
knowledge (see 4.2a for relevant organizational
knowledge), or other approaches to envisioning the
future for purposes of decision making and resource

allocation. Strategy development might involve
participation by key suppliers, distributors,
partners, patients, and stakeholders.

N2. The term “strategy” should be interpreted
broadly. Strategy might be built around or lead to
any or all of the following: new health care services;
redefinition of key patient and stakeholder groups
or market segments; intelligent risks; new core
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competencies; revenue growth via various
approaches, including acquisitions, grants, and
endowments; divestitures; new partnerships and
alliances; and new staff or volunteer relationships.
Strategy might be directed toward becoming a
preferred provider, a center for clinical and service
excellence, a research leader, a low-cost provider, a
market innovator, a provider of a high-end or
customized service, oranintegrated service provider.
Italso mightbe directed toward meetingacommunity
or public health care need.

N3. Your organization’s strengths, weaknesses,
opportunities, and threats (2.1a[2]) should address
all factors that are key to your organization’s future
success, including the following, as appropriate:
your patient, stakeholder, and health care market
requirements, expectations, and opportunities; your
culture, policies, and procedures to ensure patient
safety and avoid medical errors; your policies and
procedures regarding access to care and equity of
care; your opportunities for innovation and role-
model performance; your core competencies; your
competitive and collaborative environments and
your performance now and in the future relative to
competitors and comparable organizations;
technological and other key innovations or changes
that might affect your services and how you operate,
as well as the rate of innovation; your workforce and
other resource needs; your ability to capitalize on
diversity; your opportunities to redirect resources
to higher-priority health care services or areas;
financial, societal, ethical, regulatory,
technological, security, and other potential risks
and opportunities; your ability to prevent and
respond to emergencies, including natural or other
disasters; changesinthe national or global economy;

requirements for and strengths and weaknesses of
your partners and supply chain; changes in your
parent organization; and other factors unique to
your organization.

N4. Your ability to execute the strategic plan (2.1a[2])
should address your ability to mobilize the necessary
resources and knowledge. It also should address
your organizational agility based on contingency
plans or, if circumstances require, a shift in plans
and rapid execution of new or changed plans.

N5. Strategic objectives that address key challenges
and advantages (2.1b[2]) might include access and
locations, rapid response, customization, co-
location with major partners, workforce capability
and capacity, specific joint ventures; rapid
innovation; societal responsibility actions or
leadership; Web-based provider, patient, and
stakeholder relationship management;
implementation of electronic medical records and
electronic care processes (e.g,. order entry and e-
prescribing); and enhancements in health care
service quality. Responses to item 2.1 should focus
on your specific challenges and advantages—those
most important to your ongoing success and to
strengthening your organization’s overall
performance.

N6. Item 2.1 addresses your overall organizational
strategy, which might include changes in health care
service offerings and customer engagement
processes. However, the item does not address
customer engagement strategies or service design;
you should address these factors in items 3.2 and
6.1, as appropriate.

For additional description of this Item, see pages
41-42

2.2 Strategy Implementation: How do you implement your

strategy? (45 pts.)

Process

Describe How your organization converts its sTRATEGIC OBJECTIVES intO AcTION pPLANS. Summarize
your organization’s AcTion PLANS, How they are pepLoveD and KEY ACTION PLAN PERFORMANCE MEASURES
or INDicaTORs. Project your organization’s future perrormance relative to kev comparisons on

these PERFORMANCE MEASURES OF INDICATORS.

Within your response, include answers to the following questions:

a. Action Pian Development and DepLoymENT

(1) Action Pian Development How do you develop your action pians? What are your key short- and
longer-term action pLaNs and their relationship to your stratecic osiecTives? What are the kev planned
changes, if any, in your HEALTH CARE SERVICES, your STAKEHOLDERS and markets (including your patient
populations), your suppliers and parTners, and How you will operate?

(2) Action PLan Implementation  How do you pepLoy AcTion pLaNs throughout the organization to your
WORKFORCE and to key suppliers and PARTNERS, as appropriate, to achieve your Kev STRATEGIC OBJECTIVES?
How do you ensure that the key outcomes of your acTion pLans can be sustained?
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(3) Resource Allocation How do you ensure that financial and other resources are available to
support the accomplishment of your action pians, while meeting current obligations? How do
you allocate these resources to support the accomplishment of the plans? How do you manage
the financial and other risks associated with the plans to ensure the financial viability of
your organization?

(4) Workrorce Plans What are your key human resource or workrorce plans to accomplish your
short- and longer-term sTratecic osiecTives and AcTion pLaNs? How do the plans address potential
impacts on your workrorce members and any potential changes to WorkrFORCE capABILITY and cAPACITY
needs?

(5) PerrormANCE MEasurRes  What are your kev PERFORMANCE MEASURES OF INDICATORs for tracking the achievement
and effectiveness of your action pLans? How do you ensure that your overall Action pLaN measurement
system reinforces organizational alenment? How do you ensure that the measurement system
covers all Kev DEPLOYMENT areas and STAKEHOLDERS?

(6) Action PLan Modification How do you establish and implement modified action pLans if
circumstances require a shift in plans and rapid execution of new plans?

. PERFORMANCE PROJECTIONS

For the key PERFORMANCE MEASURES OF INDICATORS identified in 2.2a(5), what are your PERFORMANCE PROJECTIONS
for both your short- and longer-term planning time horizons? How does your projected pPeRFORMANCE
on these MEASURES or INDICATORS compare with the projected perrFormANCE of your competitors or
comparable organizations? How does it compare with Key BENCHMARKS, GOALS, and past PERFORMANCE,
as appropriate? If there are current or projected gaps in PERFORMANCE against your competitors

or comparable organizations, How will you address them?

Notes

N1. Strategy and action plan development and
deployment are closely linked to other items in the
Criteria. The following are examples of key linkages:
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item 1.1 for how your senior leaders set and
communicate organizational direction

category 3 for gathering patient, stakeholder,
and market knowledge as input to your strategy
and action plans and for deploying action plans

category 4 for measurement, analysis, and
knowledge management to support your key
information needs, support your development
of strategy, provide an effective basis for your
performance measurements, and track progress
relative to your strategic objectives and action
plans

category 5 for meeting your workforce capability
and capacity needs, for workforce development

and learning system design and needs, and for
implementing workforce-related changes
resulting from action plans

e category 6 for changes to core competencies,
work systems, and work process requirements
resulting from your action plans

e item 7.1 for specific accomplishments relative
to your organizational strategy and action plans

N2. Measures and indicators of projected
performance (2.2b) might include changes resulting
from new ventures; organizational acquisitions or
mergers; new value creation; market entry and shifts;
new legislative mandates, legal requirements, or
industry standards; and significant anticipated
innovations in Health care services and technology.

For additional description of this Item,
see pages 42-43.
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H Customer Focus (85 pts.)

The Customer Focus category examines How your organization engages its paTienTs and sTakeHoLDERs for long-term
marketplace success. This eNcacemENT strategy includes How your organization listens to the voice oF ITs cUSTOMERS
(your patients and stakeHoLpers) builds customer relationships, and uses customer information to improve and

identify opportunities for iNnovATION.

3.1 Voice of the Customer: How do you obtain information from

your patients and stakeholders ? (45 pts.)

Describe How your organization listens to your patients and stakeHoLDeErs and gains satisfaction

and dissatisfaction information.

Within your response, include answers to the following questions:

a. PATIENT and STAKEHOLDER Listening

(1) Listening to Current PatieNts and STAKEHOLDERS

How do you listen to paTiENTs and STAKEHOLDERS tO

obtain actionable information? How do your listening methods vary for different patient groups,
STAKEHOLDER groups, or market seaments? How do you use social media and Web-based technologies
to listen to paTIENTS and STAKEHOLDERS, as appropriate? How do your listening methods vary across
the paTienTs and sTakeHoLDERs life cycle? How do you follow up with patienTs and sTakeHoOLDERS on the
quality of products, paTIENT support, and transactions to receive immediate and actionable

feedback?

(2) Listening to Potential Customers

How do you listen to former patients and sTakeHoLDERs, potential

PATIENTS and STAKEHOLDERS, and paTiENTs of competitors to obtain actionable information and to obtain
feedback on your services, patient and stakeHoOLDER support, and transactions, as appropriate?

b. Determination of PATIENT and STAKEHOLDER Satisfaction and ENGAGEMENT

(1) Satisfaction and ENGAGEMENT

How do you determine patient and stakeHoLDER satisfaction and

ENGAGEMENT? How do these determination methods differ among patienT and sTakeHoLDER groups and
market seGMENTs, as appropriate? How do your measurements capture actionable information
forusein exceedingyour patients” and sTAKEHOLDERS’ expectations and securing your PATIENTS’ ENGAGEMENT?

(2) Satisfaction Relative to Competitors

How do you obtain information on your patients’ satisfaction

relative to their satisfaction with your competitors? How do you obtain information on your
paTIENTS” satisfaction relative to the satisfaction Levels orF patients of other organizations providing
similar services or to health care industry BeNcHMARKS, as appropriate?

(3) Dissatisfaction

How do you determine paTieNT and sTakeHoLDER dissatisfaction? How do your

measurements capture actionable information for use in meeting your patients’ requirements
and exceeding their expectations in the future?

Notes

N1.The “voice of the customer” referstoyour process
for capturing patient- and stakeholder-related
information. Voice-of-the-customer processes are
intendedto be proactive and continuouslyinnovative
to capture stated, unstated, and anticipated
requirements, expectations, and desires of patients
and stakeholders. The goal is to achieve customer
engagement. Listening to the voice of the customer
might include gathering and integrating various
typesof patientand stakeholder data, suchas survey
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data, focus group findings, blog comments and other
social media data, and complaint data that affect
patients’ and stakeholders’ purchasing and
engagement decisions.

N2. Use of social media and Web-based technologies
to listen to patients and stakeholders (3.1a[1])
provides a newer mode of gathering insight into
their perceptions of all aspects of your involvement
with them. Use of social media may include blogs
moderated by your organization and unsolicited
opportunities to learn based on social media outlets
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your organization does not control, such as wikis,
online forums, and blogs not moderated by your
organization.

N3. Determining patient and stakeholder
satisfaction and dissatisfaction (3.1b) might include
the use of any or all of the following: surveys, formal
and informal feedback, health care service
utilization data, complaints, win/loss analysis,
patient and stakeholder referral rates, and
transaction completion rates. Information might be
gathered on the Web, through personal contact ora
third party, or by mail. Determining patient and
stakeholder dissatisfaction should be seen as more
than reviewing low customer satisfaction scores.
Dissatisfaction should be independently determined
to identify root causes and enable a systematic
remedy to avoid future dissatisfaction.

N4. Dimensions of patient satisfaction (3.1b[1])
might include, for example, satisfaction with the
quality of care, with provider interactions, with long-
term health outcomes, and with ancillary services.

N5. Determining relative patient and stakeholder
satisfaction (3.1b[2]) may involve comparisons with
competitors, comparisons with other organizations
that deliver similar health care services in a
noncompetitive marketplace, or comparisons
achieved through health care industry or other
organizations. Determining the relative satisfaction
of patients and stakeholders also may involve
determining why patients and stakeholders chose
your competitors over you.

For additional description of this Item, see page
43-44.

3.2 Customer Engagement: How do you engage patients and stakeholders

to serve their needs and build relationships? (40 pts.)

Describe How your organization determines HeALTH cARE services offerings and communication
mechanisms to support customers. Describe How your organization builds patient and sTakeHoLDER

relationships.

Within your response, include answers to the following questions:

a. Product Offerings and Patient and StakeHoLDER Support

(1) HeactH Care Service Offerings

How do you identify paTient and stakeHoLber and market requirements

for HealtH care service offerings ? How do you identify and innovate service offerings to meet
the requirements and exceed the expectations of your patienT and stakeHoLDER groups and market
seaMenTs (identified in your Organizational Profile)? How do you identify and innovate product
offerings to enter new markets, to attract new parients, and to provide opportunities for expanding
relationships with existing paTiENTS, as appropriate?

(2) Pamient and StakeHoLber Support  How do you enable patients and stakeHoLpers to seek information
and support? How do you enable them to conduct their business with you and provide feedback
on your services and your support? What are your key means of PATIENT and STAKEHOLDER support,
including your key communication mechanisms? How do they vary for different patient and sTakeHoLDER
groups, or market seaments? How do you determine your patients’ and STAKEHOLDERS' KEY support
requirements? How do you ensure that paTiENT support requirements are peplovep to all people
and processes involved in pPATIENT and STAKEHOLDER support?

(3) Patient and StakeHoLber Segmentation How do you use patient and sTakeHoLDeRr, market, and HeALTH
cARe services offering information to identify current and anticipate future paTiENT and STAKEHOLDER
groups and market seaments? How do you consider patients of competitors and other potential
paTIENTs and marketsin this segmentation? How do you determine which patienTs, PATIENT and STAKEHOLDER
groups, and market seemenTs to pursue for current and future products?

(4) PamientTand StakeHoper DataUse  How doyou use patientand stakeHoLber, market, and product offering
information to improve marketing, build a more patient- and stakeHoLper-focused culture, and
identify opportunities for INnOvATION?
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b. Building Patient and StakeHolber Relationships

(1) Relationship Management

How do you market, build, and manage relationships with parients
and sTakeHoLDERs to achieve the following?

e acquire paTIENTS and sTakeHoLDERs and build market share

e retain paTIENTS and sTAKeHOLDERS, meet their requirements, and exceed their expectations in each
stage of the pamient and stakeHoLper life cycle

e increase their encacemenT with you

(2) Complaint Management How do you manage paTiENT and sTakeHoLDER complaints? How does your
PATIENT and sTAKEHOLDER complaint management process ensure that complaints are resolved promptly
and errecTively? How does your paTient and stakeHoLDER complaint management process enable you
to recover your patients’ and stakeHoLDers” confidence and enhance their satisfaction and ENGAGEMENT?

Notes

N1. “Customer engagement” refers toyour patients’
and stakeholders’ investment in your organization
and health care service offerings. Characteristics of
engagement include patient and stakeholder
retention and loyalty, patients’ and stakeholders’
willingness to make an effort to obtain health care
servicesfrom—andincrease the services they obtain
from—your organization, and patients’ and
stakeholders’ willingness to actively advocate for
and recommend your organization and health care
service offerings.

N2. “Health care service offerings” and “health care
services” refer to the services and programs that
you offer in the marketplace. Health care service
offerings (3.2a) should consider all the important
characteristics of services that patients and
stakeholders receive in each stage of their
relationship with you. The focus should be on
features that affect patients’ and stakeholders’
preferences and loyalty—for example, those
features that affect their view of clinical and service
quality and differentiate your services from
competing offerings or those of organizations
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offering similar health care services. Beyond specific
health care provisions leading to desired health
care outcomes, those features might include
extended hours, family support services, ease of
access to and use of your services, timeliness, cost,
and assistance with billing/paperwork processes
and transportation. Key health care service features
also might take into account how transactions occur
and factors such as the confidentiality and security
of patient and stakeholder data. Your results on
performance relative to the key service features
shouldbereportedinitem 7.1, and those concerning
patients’ and stakeholders’ perceptions and actions
(outcomes) should be reported in item 7.2.

N3. The goal of patient and stakeholder support
(3.2a[2]) is to make your organization easy to obtain
health care from and responsive to your patients’
and stakeholders’ expectations.

N4. Building patient and stakeholder relationships
(3.2b) mightinclude the development of partnerships
or alliances with stakeholders.

For additional description of this Item, see page 44.
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n Measurement, Analysis and Knowledge Management (90 pts.)

The Measurement, Anarysis and Knowledge Management category examines How your organization selects,
gathers, analyzes, manages and improves its data, information and knowLeDGE AsseTs and How it manages its
information technology. The category also examines How your organization reviews and uses reviews to
improve its PERFORMANCE.

4.1 Measurement, Analysis and Improvement of Organizational
Performance: How do you measure, analyse and then improve
organizational performance? (45 pts.)

Describe HOW your organization measures, analyzes, reviews and improves its PERFORMANCE
through the use of data and information at all levels and in all parts of your organization.

Within your response, include answers to the following questions:
a. PerrormANCE Measurement

(1) PerrormANCE Measures How do you select, collect, align, and integrate data and information
for tracking daily operations and overall organizational perrormANCE, including progress relative
to sTrRATEGIC oBJECTIVES and AcTioN PLANS? What are your key organizational PERFORMANCE MEASURES, including
key short-term and longer-term financial measures? How frequently do you track these measures?
How do you use these data and information to support organizational decision making and
INNOVATION?

(2) Comparative Data How do you select and ensure the effective use of kev comparative data
and information to support operational and strategic decision making and INnOVATION?

(3) Customer Data How do you select and ensure the errecTive use of voice-oF-THe-cusTomer data and
information (including complaints) to support operational and strategic decision making and
INNOVATION?

(4) Measurement Agility How do you ensure that your perRFORMANCE Mmeasurement system is able
to respond to rapid or unexpected organizational or external changes?

b. PerrormaNce AnALysis and Review

How do you review organizational rerrormANCE and capabilities? How do you use your key
organizational pPerRFORMANCE MEASURES in these reviews? What analvses do you perform to support
these reviews and ensure that conclusions are valid? How do you use these reviews to assess
organizational success, competitive perrormANCE, financial health, and progress relative to sTraTeGIC
osJecTivEs and AcTion pLaNs? How do you use these reviews to assess your organization’s ability
to respond rapidly to changing organizational needs and challenges in your operating
environment? How does your governance board review the organization’s performance and
its progress on STRATEGIC OBJECTIVES?

¢. PerrormANCE Improvement

(1) Best-Practice Sharing How do you use perrormANCE review findings to share lessons learned
and best practices across organizational units and woRrk PROCESSES?

(2) Future Perrormance How do you use perrormANCE review findings and key comparative and
competitive data to project future peRFORMANCE?

(3) Continuous Improvement and InnovaTion How do you use organizational pERFORMANCE review
findings to develop priorities for continuous improvement and opportunities for innovation?
How are these priorities and opportunities bepLovep to work group and functional-level operations
throughout your organization? When appropriate, how are the priorities and opportunities
DEPLOYED to your suppliers, PARTNERS, and COLLABORATORS to ensure organizational ALUGNMENT?
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Notes

N1. Performance measurement (4.1a)is usedin fact-
based decision making for setting and aligning
organizational directions and resource use at the
work unit, key process, departmental, and
organizational levels.

N2. Comparative data and information (4.1a[2]) are
obtained by benchmarking and by seeking
competitive comparisons. “Benchmarking” refers
to identifying processes and results that represent
best practices and performance for similar activities,
inside or outside the health care industry.
Competitive comparisons relate your organization’s
performance to that of competitors and other
organizations providing similar health care
services.

N3. Organizational performance reviews (4.1b)
should be informed by organizational performance
measurement and by performance measures
reported throughout your Criteria item responses,
andtheyshould be guided by the strategic objectives

and action plans described in items 2.1 and 2.2. The
reviewsalso might beinformed byinternal or external
Baldrige assessments.

N4. Performance analysis (4.1b) includes examining
performance trends; organizational, health care
industry, and technology projections; and
comparisons, cause-effect relationships, and
correlations. Performance analysis should support
your performance reviews, help determine root
causes, and help set priorities for resource use.
Accordingly, such analysis draws on all types of
data: patient- and stakeholder related, health care
outcome, financial and market, operational, and
competitive/comparative.

N5. The results of organizational performance
analysis and review should contribute to your
organizational strategic planning in category 2.
N6. Your organizational performance results should
be reported in items 7.1-7.5.

For additional description of this Item, see

pages 45-47.

4.2 Management of Information, Knowledge, and Information Technology: How
do you manage your information, organizational knowledge, and information

technology? (45 pts.)

Process

Describe How your organization builds and manages its knowLeDGEe Assets. Describe how your
organization ensures the quality and availability of needed data, information, software,
and hardware for your workrorce, suppliers, PARTNERS, COLLABORATORS, and PATIENTS and STAKEHOLDERS.
Within your response, include answers to the following questions:

a. Data, Information and Knowledge Management
How do you manage your organizational data, information and knowledge to ensure

(1) Properties
the following properties:
e accuracy
e integrity and reliability
e timeliness
e security and confidentiality

(2) Data and Information Availability How do you make needed data and information available
to your woRrkFoRce, suppliers, PARTNERS, COLLABORATORS, and PATIENTS and STAKEHOLDERS, as appropriate?

(3) Knowledge Management
following?

How do you manage organizational knowledge to accomplish the

e the collection and transfer of workrorce knowledge
e the transfer of relevant knowledge from and to patients and sTakeHOLDERs, suppliers, PARTNERS,

and COLLABORATORS

e the rapid identification, sharing, and implementation of best practices
e the assembly and transfer of relevant knowledge for use in your innovaTion and strategic

planning PROCESSES.

b. Management of Information Resources and Technology

(1) Hardware and Software Properties
secure, and user-friendly?
(2) Emergency Availability

How do you ensure that hardware and software are reliable,

In the event of an emergency, how do you ensure the continued

availability of hardware and software systems and the continued availability of data and
information to ErreCTIVELY SERVE PATIENTS and sTAakeHOLDERs and business needs?

Note

N1. Data and information access (4.2a[1]) might be
via electronic or other means.
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For additional description of this Item, see page

47-48.
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B Workforce Focus (85 pts.)

The Workrorce Focus category examines your ability to assess workrorce cAPABILITY and caPaciTY needs and build
a WORKFORCE environment conducive to HiGH PERFORMANCE. The category also examines How your organization
engages, manages, and develops your workrorce to utilize its full potential in AuenmenT with your organization’s
overall MissioN, STRATEGY, and ACTION PLANS.

5.1 Workforce Environment: How do you build an effective and
supportive workforce environment? (40 pts.)

Describe How your organization manages woRKFORCE cAPABILITY and caApaciTy to accomplish the
work of the organization. Describe How your organization maintains a safe, secure and
supportive work climate.

Within your response, include answers to the following questions:
a. WORKFORCE CAPABILITY and CAPACITY

(1) Capasiuty and Capacity How do you assess your wWoRKFORCE CAPABILITY and capacity needs, including
skills, competencies, and staffing levels?

(2) New Workrorce Members How do you recruit, hire, place, and retain new members of your
woRrkrFORCE? How do you ensure that your workrorce represents the diverse ideas, cultures, and
thinking of your hiring and paTieNT and STAKEHOLDER community?

(3) Work Accomplishment How do you organize and manage your workrorce to achieve the following?
e accomplish the work of your organization
e capitalize on the organization’s coRE COMPETENCIES
¢ reinforce a patientT and stakeHolper and health care focus
e exceed PERFORMANCE expectations
e address your STRATEGIC CHALLENGES and ACTION PLANS

(4) Workrorce Change Management How do you prepare your workrorce for changing capasiLity and
capaciTY needs? How do you manage your wWoRKFORCE, its needs, and your needs to ensure continuity,
prevent workrForce reductions, and minimize the impact of workrorce reductions, if they do become
necessary? How do you prepare for and manage periods of workrorce growth?

b. WORKFORCE Climate

(1) Workplace Environment How do you address workplace environmental factors, including
accessibility, to ensure and improve workrorce health, safety, and security? What are your
PERFORMANCE MEASURES and improvement GoaLs for each of these workrorce needs? What are any
significant differences in these factors and rerrorMANCE MEASURES OF targets for different workplace
environments?

(2) Workforce Policies and Benefits How do you support your workrorce via policies, services,
and benefits? How are these tailored to the needs of a diverse workrorce and different workrorce
groups and SEGMENTS?

Notes nurse practitioners, acupuncturists, and
nutritionists not paid by the organization),
volunteers, and health profession students (e.g.,
medical, nursing, and ancillary). It includes team
leaders, supervisors, and managers at all levels.
People supervised by a contractor should be
addressed in category 6 as part of your larger work
systems.

N1. “Workforce” referstothe people activelyinvolved
in accomplishing the work of your organization. It
includes your organization’s permanent, temporary,
and part-time personnel, as well as any contract
staff supervised by your organization, independent
practitioners (e.g., physicians, physician assistants,
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N2. “Workforce capability” (5.1a) refers to your
organization’s ability to accomplish its work
processes through the knowledge, skills, abilities,
and competencies of its people. Capability may
include the ability to build and sustain relationships
with your patients and stakeholders; innovate and
transition to new technologies; develop new health
careservicesand work processes; and meet changing
health care, market, and regulatory demands.

“Workforce capacity” (5.1a) refers to your
organization’s ability to ensure sufficient staffing
levels to accomplish its work processes and
successfully deliver your health care services to
your patients and stakeholders, including the ability
to meet seasonal or varying demand levels.

N3. Workforce capability and capacity should
consider not only current needs but also future
requirements based on your strategic objectives
and action plans reported in category 2.

N4.5.1a(2) addresses only new workforce members.
The retention of existing workforce members is
considered in item 5.2, Workforce Engagement.

N5. Preparing your workforce for changing capability
and capacity needs (5.1a[4]) might include training,
education, frequent communication, considerations
of workforce employment and employability, career
counseling, and outplacement and other services.

For additional description of this Item, see
page 48.

5.2 Workforce Engagement : How do you engage your workforce to

achieve organizational and personal success? (45 pts.)

Process

Describe How your organization engages, compensates and rewards your workrorce to achieve
HIGH PERFORMANCE. Describe How you assess WoRkFoRCE ENGAGEMENT and use the results to achieve
HIGHER PERFORMANCE. Describe How members of your workrorck, including leaders, are developed

to achieve HIGH PERFORMANCE.

Within your response, include answers to the following questions:

a. WORKFORCE PERFORMANCE

(1) Elements of ENGAGEMENT

How do you determine the kev elements that affect workFORCE ENGAGEMENT?

How do you determine the key elements that affect workrorce satisfaction? How are these elements
determined for different workrorce groups and SEGMENTS?

(2) Organizational Culture How do you foster an organizational culture that is characterized by
open communication, HIGH-PERFORMANCE WORK, and an engaged workrorce? How do you ensure that
your organizational culture benefits from the diverse ideas, cultures, and thinking of your

WORKFORCE ?

(3) PerrormANCE Management
the following?

How does your WORKFORCE PERFORMANCE management system achieve

L4 support HIGH-PERFORMANCE WOI’k and WORKFORCE ENGAGEMENT
e consider workForRCE compensation, reward, recognition, and incentive practices

e reinforce a paTiENT and stakeHoLDER and health care focus and achievement of your Action PLANS

b. Assessment of WORKFORCE ENGAGEMENT

(1) Assessment of ENGAGEMENT

How do you assess workrorce ENGAGEMENT? What formal and informal

assessment methods and measures do you use to determine WORKFORCE ENGAGEMENT and WORKFORCE
satisfaction? How do these methods and measures differ across workrorce groups and SEGMENTS?
How do you use other InpicaTors, such as workrorce retention, absenteeism, grievances, safety,
and propbucTIVITY, tO assess and improve WORKFORCE ENGAGEMENT?

(2) Correlation with Business ResuLts

How do you relate your workFORCE ENGAGEMENT assessment findings

to key business resuLts reported in category 7 to identify opportunities for improvement in both

WORKFORCE ENGAGEMENT and health care RresuLts?
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¢ WORKFORCE and Leader Development

(1) Learning and Development System How does your LearniNg and development system address
the following factors for your workrorce members and leaders?

® your organization’s CORE COMPETENCIES, STRATEGIC CHALLENGES, and accomplishment of its AcTiON PLANS,

both short-term and long-term

e organizational perFORMANCE improvement and INNOVATION

e ethical health care and ethical business practices

e paTIENT and STAKEHOLDER focus

e their LearniNg and development needs, including those that are self-identified and those
identified by supervisors, managers, and SENIOR LEADERS

e the transfer of knowledge from departing or retiring workrorce members
e the reinforcement of new knowledge and skills on the job

(2) Learning and Development ErrecTIVENESS
your LeArNING and development system?

(3) Career Progression

How do you evaluate the erreciveness and efficiency of

How do you manage errecTive career progression for your entire wWorkrorce?

How do you accomplish effective succession planning for management and leadership positions?

Notes

N1. “Workforce engagement” refers to the extent of
workforce commitment, both emotional and
intellectual, to accomplishing the work, mission,
and vision of the organization.

N2. The characteristics of “high-performance work”
environments (5.2a[2] and 5.2a[3]), in which people
do their utmost for the benefit of their patients and
stakeholders and for the success of the organization,
are key to understanding an engaged workforce.
These characteristics are described in detail in the
definition of “high-performance work” on page 69.

N3. Compensation, recognition, and related reward
andincentive practices (5.2a[3]) include promotions
and bonuses that might be based on performance,
skills acquired, and other factors. Recognition
systems for volunteers and independent
practitioners who contribute to the work of the
organization should be included, as appropriate.

N4. Identifyingimprovementopportunities (5.2b[2])
might draw on your workforce-focused results
presented in item 7.3 and might involve addressing
workforce-related problems based on their impact
on your organizational results reported in response
to other category 7 items.

N5. Your organization may have unique
considerations relative to workforce development,
learning, and career progression. If this is the case,
your response to 5.2c should include how you
address these considerations. Your response should
also consider the breadth of development
opportunities your organization might use, including
education, training, coaching, mentoring, and work-
related experiences.

For additional description of this Item, see pages
48-50.
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H Operations Focus (85 pts.)

The OperaTiONS Focus category examines How your organization designs, manages, and improves its Work sYSTEMS
and work ProcessEs to deliver paTieNT and sTAKEHOLDER VALUE and achieve organizational success and sustainagiLiTy. Also

examined is your readiness for emergencies.

6.1 Work Systems: How do you design, manage, and

improve your work systems? (45 pts.)

Process

Describe How your organization designs, manages, and improves its work systems to deliver
PATIENT and STAKEHOLDER VALUE, prepare for potential emergencies and achieve organizational

success and SUSTAINABILITY.

Within your response, include answers to the following questions:

a. WORK SYSTEM DESIGN
(1) Design Concepts

How do you design and innovate your overall work systems? How do you

capitalize on your core competencies? How do you decide which processes within your overall work
svstems Will be internal to your organization (your key work processes) and which will use external

resources?

(2) Work System Requirements

How do you determine kev work sysTEm requirements, incorporating

input from paTiEnTs and sTAKEHOLDERS, suppliers, PARTNERS, and COLLABORATORS, as appropriate? What
are the kev requirements for these woRrk sysTEms?

b. WORK SYSTEM Management

(1) Work System Implementation

What are your organization’s work systems? How do you manage

and improve your work sysTems to deliver paTiENT and sTAKEHOLDER VALUE and achieve organizational

success and SUSTAINABILITY?

(2) Cost Control

How do you control the overall costs of your work systems? How do you prevent

medical errors, and rework and intended harm to patients? How do you minimize the costs of
inspections, tests, and process or pERFORMANCE audits, as appropriate?

¢ Emergency Readiness

How do you ensure work system and workplace preparedness for disasters or emergencies? How
does your disaster and emergency preparedness system consider prevention, management,

continuity of operations, and recovery?

Notes

N1. “Work systems” refers to how the work of your
organization is accomplished. Work systems involve
your workforce, your key suppliers and partners,
your contractors, your collaborators, and other
components of the supply chain needed to produce
and deliver your health care services and business
and support processes. Your work systems
coordinate the internal work processes and the
external resources necessary for you to develop,
produce, and deliver your health care services to
your patients and stakeholders and to succeed in
your marketplace.
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N2. Disasters and emergencies (6.1c) might be
weather-related, utility-related, security-related, or
due to a local or national emergency, including
potential pandemics. Health care organizations
should consider both community-related disasters,
where they play a role as first responders, and
organization-specific incidents that threaten
continued operations (e.g., fire, building damage, or
loss of power/water). Emergency considerations
related to information technology should be
addressed in item 4.2.

For additional description of this Item, see pages
50-51.
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6.2 Work Processes: How do you design, manage and improve

your key work processes? (40 pts.)

Process

Describe How your organization designs, manages and improves its kev work processes to deliver
customer VALUE and achieve organizational success and sustainaBiLITY.

Within your response, include answers to the following questions:

a. WORK PROCESS DESIGN
(1) Design Concepts

How do you design and innovate your work processes to meet all the key

requirements? How do you incorporate new technology, organizational knowledge, evidence-
based medicine, HEALTH cARE sErvice excellence, and the potential need for agility into these processes?
How do you incorporate cycLe TiIME, PRODUCTIVITY, cost control, and other efficiency and errecTiveEnESS

factors into these processes?

(2) Work Process Requirements

How do you determine kev work Process requirements? What are

your organization’s key wWork processes? What are the kev requirements for these work pPRoCESSES?

b. WORK PROCESS Management

(1) Key Work Process Implementation How do your key wWoRK PROCESSES relate to your woRrk SYSTEMS?
How does your day-to-day operation of these processes ensure that they meet key process
requirements? What are your key PERFORMANCE measures or INDICATORs and in-process MEeASUREs for
the control and improvement of your work PROCESSES?

(2) Supply-Chain Management How do you manage your supply chain? How do you ensure that
suppliers you select are qualified and positioned to enhance your perrorRMANCE and paTiENT and
STAKEHOLDER satisfaction? How do you evaluate supplier perrormance? How do you deal with poorly

performing suppliers?

(3) Process Improvement How do you improve your woRrk PROCESSES tO achieve better pERFORMANCE,
reduce variability, and improve HEALTH CARE SERVICES?

Notes

N1. Your key work processes (6.2a[2]) are your most
important internal value creation processes and
might include health care and service design and
delivery, patient and stakeholder support,
supplychain management, business, and support
processes. Your key work processes are those that
involve the majority of your organization’s workforce
membersand produce patientand stakeholdervalue.
“Projects” are unique work processes intended to
produce an outcome and then go out of existence.
Project management also may be applied to a work
system challenge or opportunity.

N2. To improve process performance (6.2b[4]) and
reduce variability, your organization might
implement approaches such as a Lean Enterprise
System, the Six Sigma methodology, the Plan-Do-
Check-Act (PDCA) methodology, or other process
improvementtools. These approaches might be part
of your performance improvement system described
in response to P.2c in the Organizational Profile.

N3. The results of improvements in health care
outcomes and health care service and process
performance should be reported in item 7.1.

For additional description of this Item, see pages
51-52.
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Results (450 pts.)

The Resutts category examines your organization’s perrorMANCE and improvement in all kev areas—health care
and process outcomes, customer-focused outcomes, workrorce-focused outcomes, leadership and GoverNANCE
outcomes, and financial and market outcomes. PerrFoRMANCE LEVELS are examined relative to those of competitors
and other organizations with similar product offerings.

7.1 Health care and Process Outcomes: What are your health care

performance and process effectiveness results? (120 pts.)

Summarize your organization’s key health care resuits and its kev PERFORMANCE and PROCESS
errecTiveness and efficiency results. Include processes that directly serve patients and sTakeHoLDERs,
strategy, and operations. SEGMeNT your ResuLts by HEALTH caARe service offerings, by patients and
STAKEHOLDERs groups and market seements, and by process types and locations, as appropriate.

Include appropriate comparative data.

Provide data and information to answer the following questions:

a. PATIENT-Focused Health Care RESULTS

What are your current Levets and TRENDS in KEY MEASURES Or INDICATORs Of Health care outcomes and
PROCESS PERFORMANCE that are important to and directly serve your paTienTs and stakeHoLpers? How do
these RresuLts compare with the perrormance of your competitors and other organizations with similar
offerings?

b. Operational PROCESS EFFECTIVENESS RESULTS

(1) Operational Errectiveness What are your current Levels and TRENDS in KEY MEASURES OF INDICATORS Of

the operational perrormANCE Of your kev woRrk sysTems and prRocesses, including PRODUCTIVITY, CYCLE TIME,
and other appropriate MEASURES OF PROCESS EFFECTIVENESS, efficiency, and INNovATION?

(2) Emergency Preparedness

What are your current Levets and TRENDS in KEY MEASURES OF INDICATORS

of the errecTiveness of your work system and workpLACE preparedness for disasters or emergencies?

c. Strategy Implementation RESULTS

What are your RresuLts for kev mMeasures or INpicaTors of the accomplishment of your organizational
strategy and AcTion pLANs, including building and strengthening core compeTENCIES?

Notes

N1. Results reported in item 7.1 should provide key
information for analysis and review of your
organizational performance (item4.1); demonstrate
use of organizational knowledge (item 4.2); and
provide the operational basis for customer-focused
outcomes (item 7.2) and financial and market
outcomes (item 7.5). Results for Centers for Medicare
and Medicaid Services (CMS) core measures should
be included if your organization reports these
measures.

N2. Health care and process results reported in 7.1a
should relate to the key patient and stakeholder
requirements and expectations identified in P.1b(2),
based on information gathered in items 3.1 and 3.2.
The measures or indicators should address factors
that affect patients’ and stakeholders’ preferences,
such as those included in item P.1, note 7, and item
3.2, note 2.

N3. Results reported in 7.1b should address your
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key operational requirements as presented in the
Organizational Profile and in items 6.1 and 6.2.

N4. Appropriate measures and indicators of
operational process effectiveness (7.1b) might
include audit, just-in-time delivery, and acceptance
results for externally provided health care services
and processes; supplier and partner performance;
health care service and work system innovation
rates and results; simplification of internal jobs
and job classifications; work layout improvements;
changes in supervisory ratios; response times for
emergency drills or exercises; and results for work
relocation or contingency exercises.

N5. Measures or indicators of strategy and action
plan accomplishment (7.1c) should address your
strategic objectives and goals identified in 2.1b(1)
and your action plan performance measures and
projected performanceidentifiedin2.2a(5)and 2.2b,
respectively.

For additional description of this Item, see page
53-54.
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7.2 Customer-Focused Outcomes: What are your patient-and-stakeholder-

focused performance results? (90 pts.)

80

Summarize your organization’s kev paTiENT and stakeHoLDER-focused ResuLTs for PATIENT and STAKEHOLDER
satisfaction, dissatisfaction and ENGAGEMENT. SEGMENT your ResuLTs by HEALTH cARE sErvice offerings,
PATIENT and sTAKEHOLDER groups and market secments, as appropriate. Include appropriate

comparative data.

Provide data and information to answer the following questions:

a. PATIENT and STAKEHOLDER-Focused RESULTS

(1) Pamient and StakeHoLDer Satisfaction Whatare your current tevels and TRENDS in KEY MEASURES OF INDICATORS
of paTIENT and sTakeHOLDER satisfaction and dissatisfaction? How do these resuits compare with
the customer satisfaction Levels of your competitors and other organizations providing similar

HEALTH CARE SERVICES ?

(2) PatienT and STAKEHOLDER ENGAGEMENT

What are your current LEveLs and TRENDS in KEY MEASURES OF INDICATORS

of pATIENT and STAKEHOLDER ENGAGEMENT, including relationship building? How do these resuits compare
over the course of your patient and stakeHoLper life cycle, as appropriate?

Notes

N1. Patient and stakeholder satisfaction,
dissatisfaction, engagement, and relationship-
building results reported in this item should relate
to the patient and stakeholder groups and market
segments discussed in P.1b(2) and category 3 and to
the listening and determination methods and data
described in item 3.1.

N2. Measures and indicators of patient and
stakeholder satisfaction with your health care
services relative to satisfaction with competitors
and other organizations providing similar health
care services (7.2a[1]) might include information
and data from your patients and stakeholders and
from independent organizations.

For additional description of this Item, see page 54.

7.3 Workforce-Focused Outcomes: What are your workforce-focused

performance results? (80 pts.)

Summarize your organization’s kev workrorce-focused Rresuits for workrorce environment and
for WORKFORCE ENGAGEMENT. SEGMENT your ResuLts to address the piversity of your workrorce and
to address your workrorce groups and seGMENTS, as appropriate. Include appropriate

comparative data.

Provide data and information to answer the following questions:

a. WORKFORCE RESULTS

(1) Workrorce CapasiLity and Capacity  What are your current Levels and TRENDS in KEY MEASURES Of WORKFORCE
capaBILITY and capaciTy, including staffing Levets and appropriate skills?

(2) Workrorce Climate What are your current tevets and TRENDS in KEY MEASURES OF INDICATORs of your
woRrkrFoRce climate, including workrorce health, safety, and security and workrorce services and

benefits, as appropriate?

(3) WoRKFORCE ENGAGEMENT
ENGAGEMENT and woRKFoRrce satisfaction?

What are your current Levets and TRENDS in KEY MEASURES OF INDICATORS Of WORKFORCE

(4) Workrorce Development What are your current Levels and TRENDS in KEY MEASURES OF INDICATORs Of

workrorce and leader development?
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Notes

N1. Results reported in this item should relate to
processes described in category 5. Your results
should be responsive to key work process needs
described in category 6 and to your organization’s
action plans and human resource or workforce plans
described in item 2.2.

N2. Responses to 7.3a(3) should include measures
and indicators identified in response to 5.2b(1).

N3. Results for paid workforce members,
independent practitioners, volunteers, and health
profession students should be included as
appropriate.

For additional description of this Item, see pages
54-55.

7.4 Leadership and Governance Outcomes: What are your senior

leadership and governance results? (80 pts.)

Summarize your organization’s Key SENIOR LEADERSHIP and GOVERNANCE ResuLTs, including those for
fiscal accountability, legal compliance, eTHicaL BEHAVIOR, societal responsibility, and support
of key communities. SEGMeNT your Rresults by organizational units, as appropriate. Include

appropriate comparative data.

Provide data and information to answer the following questions:
a. Leadership, GOVERNANCE, and Societal Responsibility RESULTS

(1) Leadership What are your RresuLTs for kEv MEASURES OF INDICATORS Of SENIOR LEADERS’ communication
and ENGAGEMENT With the workroRrce to pepLOY visioN and VALUES, encourage two-way communication,

and create a focus on action?

(2) GovernANcE

What are your key current findings and TRENDS in KEY MEASURES OF INDICATORS Of GOVERNANCE

and fiscal accountability, internal and external, as appropriate?

(3) Law and Regulation What are your resutTs for kev MEASURES Or INDIcATORs Of achieving and surpassing

regulatory and legal requirements?
(4) Ethics

What are your ResuLts for KeY MEASURES OF INDICATORS Of ETHICAL BEHAVIOR and of STAKEHOLDER trust

in your organization’s senior LEADERS and GoverNANCE? What are your ResuLTs fOr KEY MEASURES OF INDICATORS

of breaches of ETHICAL BEHAVIOR?

(5) Society What are your Rresuts for key MEASURES Or INDICATORs Of your organization’s fulfillment
of its societal responsibilities and your organization’s support of its kev communities?

(6) INNOvATION

What are your ResuLts for kev MEASURES OF INDICATORS related to INNOVATION

(7) Safety What are your resuLts for kev MEASURES Or INDICATORs related to safety?

Notes

N1. Responses to 7.4a(l) should address
communication processes identified in item 1.1.

N2. Responses to 7.4a(2) might include financial
statement issues and risks, important internal and
external auditor recommendations, and the
management’s responses to these matters.

N3. Regulatory and legal results (7.4a[3]) should
address requirements described in 1.2b. Workforce-
related occupational health and safety results (e.g.,
Occupational Safety and Health Administration
[OSHA] reportable incidents) should be reported in
7.3a(2).
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N4. For examples of measures of ethical behavior
and stakeholder trust (7.4a[4]), see item 1.2, note 4.

N5. Responses to 7.4a(5) should address your
organization’s societal responsibilities described
in 1.2b(1) and 1.2¢(1), as well as support of the key
communities described in 1.2¢(2). Measures of
contributions to societal well-being might include
reduced energy consumption; the use of renewable
energy resources, recycled water, and alternative
approaches to conserving resources (e.g., increased
audio and video conferencing); and the global use
of enlightened labor practices.

For additional description of this Item, see page 55.
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7.5 Financial and Market Outcomes: What are your financial and

marketplace performance results? (80 pts.)

Summarize your organization’s kev financial and marketplace perrormANCE ResuLTs by market
SEGMENTS Or CUSTOMER groups, as appropriate. Include appropriate comparative data.

Provide data and information to answer the following questions:

a. Financial and Market RESULTS

(1) Financial PerrFoRMANCE

What are your current LEveLs and TRENDS in KEY MEASURES OF INDICATORs Of financial

PERFORMANCE, including aggregate measures of financial return, financial viability, or budgetary

PERFORMANCE, as appropriate?

(2) Marketplace PerFoORMANCE

What are your current Levels and TRENDS in KEY MEASURES Or INDICATORS Of

marketplace perrormANCE, including market share or position, market and market share growth,

and new markets entered, as appropriate?

Notes

N1. Responses to 7.5a(1) should include aggregate
measures of financial return, such as return on
investment (ROI), operating margins, profitability,
or profitability by market segment or customer group.
Responses also should include measures of
financial viability, such as liquidity, debt-to-equity
ratio, days cash on hand, asset utilization, and cash
flow. Measures should relate to the financial
measures reported in 4.1a(1) and the financial
management approaches described in item 2.2.

For nonprofit organizations, additional measures
might include performance to budget, reserve funds,
costavoidance orsavings, administrative expenditures
asapercentage of budget, andthe cost of fundraising
versus funds raised.

N2. For nonprofit organizations, responsesto 7.5a(2)
might include measures of charitable donations or
grants and the number of new programs or services
offered.

For additional description of this Item, see page 55.
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Making



SCORING SYSTEM

The scoring of responses to Criteria Items (ltems)
and Award applicant feedback are based on two
evaluation dimensions: (1) Process and (2) Results.
Criteria users need to furnish information relating
to these dimensions. Specific factors for these
dimensions are described below. Scoring Guidelines
are given on pages 89-90.

Process

“Process” refers to the methods your organization
usesandimprovestoaddress the ltem requirements
in Categories 1-6. The four factors used to evaluate
process are Approach, Deployment, Learning and
Integration (ADLI).

“Approach” refers to

e the methods used to accomplish the process

e the appropriateness of the methods to the Item
requirements and the organization’s operating
environment

e the effectiveness of your use of the methods

e the degree to which the approach is repeatable
and based on reliable data and information (i.e.,
systematic)
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“Deployment” refers to the extent to which

e your approach is applied in addressing Item
requirements relevant and important to your
organization

e your approach is applied consistently

e your approach is used (executed) by all
appropriate work units

“Learning” refers to

e refining your approach through cycles of
evaluation and improvement

e encouraging breakthrough change to your
approach through innovation

e sharing refinements and innovations with other
relevant work units and processes in your
organization

“Integration” refers to the extent to which
e your approach is aligned with vyour

organizational needs identified in the
Organizational Profile and other Process Items

e your measures, information and improvement

systems are complementary across processes
and work units
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e your plans, processes, results, analyses,
learning and actions are harmonized across
processes and work units to support
organization-wide goals

Results

“Results” refers to your organization’s outputs and
outcomes in achieving the requirements in Items
7.1-7.5(Category 7). Thefour factors used to evaluate
results are Levels, Trends, Comparisons and
Integration (LeTCl).

“Levels” refers to
e your current level of performance

“Trends” refers to

e the rate of your performance improvements or
the sustainability of good performance (i.e., the
slope of trend data)

e the breadth (i.e., the extent of deployment) of
your performance results

“Comparisons” refers to
e your performance relative to appropriate

comparisons, such as competitors or
organizations similar to yours

e your performance relative to benchmarks or
industry leaders

“Integration” refers to the extent to which

e your results measures (often through
segmentation) address important customer,
product, market, process and action plan
performance requirements identified in your
Organizational Profile and in Process Items

e your results include valid indicators of future
performance

e your results are harmonized across processes
and work units to support organization-wide
goals

ltem Classification and Scoring
Dimensions

Items are classified according to the kinds of
information and data you are expected to furnish
relative to the two evaluation dimensions given
above.

The two types of Items are designated as

1. Process

2. Results

In Process Items, Approach, Deployment, Learning
and Integration are linked to emphasize that
descriptions of approach should always indicate
the deployment—consistent with the specific
requirements of the Item and your organization. As
processes mature, their description also should
indicate how cycles of learning (including
innovation), as well as integration with other
processes and work units, occur. Although the ADLI
factors are linked, feedback to Award applicants
reflects strengths and opportunities for
improvement in any or all of these factors.

Results Items call for data showing performance
Levels, Trends and relevant Comparisons for key
measures and indicators of organizational
performance and Integration with key organizational
requirements. Results Items also call for data on the
breadth of the performance results reported. This is
directly related to deployment and organizational
learning; if improvement processes are widely
shared and deployed, there should be corresponding
results. A score fora Results Iltem is thus a composite
based on overall performance, taking into account
the four results factors (LeTCl).

“Importance” as a Scoring
Consideration

The two evaluation dimensions described previously
are central to evaluation and feedback. A critical
consideration in evaluation and feedback is the
importance of your reported process and results to
your key business factors. The areas of greatest
importance should be identified in your
Organizational Profile and in Items such as 2.1, 2.2,
3.1,5.1,5.2and6.1. Your key customer requirements,
competitive environment, workforce needs, key
strategic objectives and action plans are particularly
important.

Assignment of Scores to Your
Responses

The following guidelines should be observed in
assigning scores to Item responses.

e All Areas to Address should be included in the
Item response. Also, responses should reflect
what is important to the organization.

e In assigning a score to an Item, first decide
which scoring range (e.g., 50 percent to 65
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percent) is most descriptive of the organization’s
achievement level as presented in the Item
response. “Most descriptive of the
organization’s achievement level” can include
some gaps in one or more of the ADLI (process)
factors or the LeTCl (results) factors for the
chosen scoring range. An organization’s
achievement level is based on a holistic view
of either the four process or four results factors
in aggregate and not on a tallying or averaging
of independent assessments against each of the
four factors. Assigning the actual score within
the chosen range requires evaluating whether
the Item response is closer to the statements
in the next higher or next lower scoring range.

A Process Item score of 50 percent represents
an approach that meets the overall
requirements of the Item, that is deployed
consistently and to most work units, that has
been through some cycles of improvement and
learning and that addresses the key
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organizational needs. Higher scores reflect
greater achievement, demonstrated by broader
deployment, significant organizational learning
and increased integration.

e A results item score of 50 percent represents
a clear indication of good levels of performance,
beneficial trends, and appropriate comparative
data for the results areas covered in the item
and important to the organization’s business or
mission. Higher scores reflect better trends and
levels of performance, stronger comparative
performance, and broader coverage and
integration with the requirements of the
business or mission.

IMC RBNQ Award applicants do receive a single,
final score as part of their feedback. They receive a
score for each Criteria item in two overall bands:
one for process items and one for results items. The
descriptors for these scoring bands portray the
organization’s overall progress and maturity in the
process and the results dimensions.
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SCORING GUIDELINES

PROCESS

SCORE PROCESS (for use with categories 1-6)

0%
or
5%

e NO SYSTEMATIC APPROACH to Item requirements is evident; information is anecootaL. (A)

e Little or no pepLovMeNT Of any sysTEMATIC APPROACH is evident. (D)

e An improvement orientation is not evident; improvement is achieved through reacting to
problems. (L)

e No organizational auenmenT is evident; individual areas or work units operate
independently.(l)

10%,
15%,
20%,
or
25%

e The beginning of a sysTemaTiC APPROACH tO the Basic RequIREMENTS Of the Item is evident. (A)

e The approAcH is in the early stages of pepLovymeNT in most areas or work units, inhibiting progress
in achieving the sasic reauiremenTs of the Item. (D)

e Early stages of a transition from reacting to problems to a general improvement orientation
are evident. (L)

e The apprOACH is ALIGNED With other areas or work units largely through joint problem solving. (1)

30%,
35%,
40%,
or
45%

® AN EFFECTIVE, SYSTEMATIC APPROACH, responsive to the sasic RequIReMENTs of the Item, is evident. (A)

e The approACH is DEpLOYED, although some areas or work units are in early stages of pepLoyment. (D)

e The beginning of a sysTEMATIC APPROACH tO evaluation and improvement of kevy processes is evident.
(L)

e The approAacH is in the early stages of alenment with your basic organizational needs identified
in response to the Organizational Profile and other Process Items. (I)

50%,
55%,
60%,
or
65%

® AN EFFECTIVE, SYSTEMATIC APPROACH, responsive to the overalL RequiRemenTs of the Item, is evident. (A)

e The approacH is well pepovep, although pepLovment may vary in some areas or work units. (D)

e A fact-based, systemaric evaluation and improvement process and some organizational LEARNING,
including innovarion, are in place for improving the efficiency and errectiveness of kev processes. (L)

e The apprOACH is ALIGNED With your overall organizational needs identified in response to the
Organizational Profile and other Process Items. (l)

70%,
75%,
80%,
or
85%

® AN EFFECTIVE, SYSTEMATIC APPROACH, responsive to the multipLe ReuiReMenTs of the Item, is evident. (A)

e The approacH is well perLovep, with no significant gaps. (D)

e Fact-based, systematic evaluation and improvement and organizational LearninG, including
INNOVATION, are key management tools; there is clear evidence of refinement as a result of
organizational-level anawvsis and sharing. (L)

e The APPROACH iS INTEGRATED With your current and future organizational needs identified in
response to the Organization Profile and other Process Items. (I)

90%,
95%,
or
100%

® An EFFECTIVE, SYSTEMATIC APPROACH, fully responsive to the multipLe RequiremenTs of the Item, is evident.
(A)

e The approacH is fully peplovep without significant weaknesses or gaps in any areas or work
units. (D)

e Fact-based, sysTemaTic evaluation and improvement and organizational LearniNg through
INNOVATION are Key organization-wide tools; refinement and innovation, backed by anawysis and
sharing, are evident throughout the organization. (L)

e The approacH is well INTEGRATED With your current and future organizational needs identified in
response to the Organizational Profile and other Process Items. (I)

IMC RBNQA - HEALTH CARE
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RESULTS

SCORE PROCESS (for use with category 7)

e There are no organizational perrormANCE ResuLTs and/or poor RresuLts in areas reported. (Le)
0% |* TrREnD data are either not reported or show mainly adverse Trenps. (T)
or | Comparative information is not reported. (C)

5% | ® resuts are not reported for any areas of importance to the accomplishment of your organization’s
mission (1) .

e A few organizational perRFORMANCE ResuLTs are reported, responsive to the sasic ReQuiREMENTS of the

10%,
15%, item (Le)
20%, e Some TrRenD data are reported, with some adverse Trenps evident. (T)
or |° Little or no comparative information is reported. (C)
250 | ResulTs are reported for a few areas of importance to the accomplishment of your organization’s

mission. (I).

30% |° Good organizational perFORMANCE LEVELS are reported, responsive to the sasic ReQuIREMENTS of the
’ .
item. (Le)

0,
ZZ;:: e Some TRenD data are reported and a majority of the Trenos presented are beneficial. (T).
or |° Early stages of obtaining comparative information are evident. (C)
as% | ° Resuits are reported for many areas of importance to the accomplishment of your organization’s
missioN. (1).
e Good organizational pERFORMANCE LEVELS are reported, responsive to the overalL RequiRemeNTs of the
0% item. (Le)
55%’ * Beneficial TrRenps are evident in areas of importance to the accomplishment of your organization’s
’ mission. (T)
60%, |, Some current PERFORMANCE LEVELS have been evaluated against relevant comparisons and/or
or BENCHMARKS and show areas of good relative perrForMANCE. (C)
65% | Organizational perRFORMANCE RESULTS are reported for most key customer, market and process
requirements. (I).
e Good to excellent organizational perFORMANCE LEVELS are reported, responsive to the muLTipLe
REQUIREMENTS Of the item. (Le)
70%, |e Beneficial TrRenps have been sustained over time in most areas of importance to the
75%, accomplishment of your organization’s mission. (T)
80%, | * Many to most TRENDS and current PERFORMANCE LEVELS have been evaluated against relevant
or comparisons and/or sencimarks and show areas of leadership and very good relative perFORMANCE.
85% | (C)

Organizational pERFORMANCE REsuLTs are reported for most kev customer, market, process and AcTioN
PLAN requirements. (I)

Excellent organizational perroRMANCE LEVELS are reported that are fully responsive to the muttipLe
REQUIREMENTS Of the item. (Le
90%, | " (Le)

95% |° Beneficial TrRenps have been sustained over time in all areas of importance to the accomplishment
or ’ of your organization’s mission. (T)
100% e Evidence of industry and sencHmaRrk leadership is demonstrated in many areas. (C)
0

Organizational perFORMANCE ResuLTs and PRoJECTIONS are reported for most key customer, market, pROCESS
and AcTioN PLAN requirements. (I)
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Steps Toward Mature Processes

An Aid for Assessing and Scoring Process Items

1. Reacting to Problems (0-25%)

Strategic and
Operational
Goals

L
— =

Operations are characterized by activities rather
than by processes and they are largely
responsive to immediate needs or problems.
Goals are poorly defined.

2. Early Systematic Approaches (30-45%)

Strategic
and
Operational
Goals

The organization is at the beginning stages of
conducting operations by processes with
repeatability, evaluation and improvement and
some early coordination among organizational
units. Strategy and quantitative goals are being
defined.

3. Aligned Approaches (50-65%)

Strategic
and Operational
Goals

yvYyyvy
A

Operations are characterized by processes that
are repeatable and regularly evaluated for
improvement, with learnings shared and with
coordination among organizational units.
Processes address key strategies and goals of
the organization.

4. Integrated Approaches (70-100%)

Strategic

and Operational
Goals

Operations are characterized by processes that
are repeatable and regularly evaluated for
change and improvement in collaboration with
other affected units. Efficiencies across units
are sought and achieved through analysis,
innovation and the sharing of information and
knowledge. Processes and measures track
progress on key strategic and operational goals.

IMC RBNQA - HEALTH CARE
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IMC RBNQA CRITERIA
RESPONSE GUIDELINES

The guidelines given in this section are offered to
assist Criteria users in responding most effectively
to the requirements of the 17 process and results
Criteria items. For organizations writing an
application for the IMC RBNQA Award, responding
involves addressing these requirements in 60 or
fewer pages.

The guidelines are presented in three parts:

(1) general guidelines regarding the Criteria
booklet, including how the items are formatted

(2) guidelines for responding to process items
(3) guidelines for responding to results items

To respond most effectively to the Criteria items, your
organization also will find it important to refer to the
Scoring Guidelines (pages 91-92), which describe how
organizations can demonstrate increasing
accomplishment and improvement relative to the
requirements of the Criteria Items.

General Guidelines
1. Read the entire Criteria booklet.

The main sections of the booklet provide a full
orientation to the Criteria, including how
responses are to be evaluated for self-
assessment or by IMC RBNQA Examiners. You
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should become thoroughly familiar with the
following sections:

e Criteria for Performance Excellence (pages 59-
82)

e Scoring System (pages 85-87)
e Glossary of Key Terms (pages 2-34)

e Category and Item Descriptions (pages 37—
55)

. Review the item format and understand how to

respond to the item requirements.

The Item format (see figure in page 98) shows
the different parts of Items, the role of each part
and where each part is placed. It is especially
important to understand the multiple
requirements contained in the Areas to Address.
The item notes following the item requirements
are an aid to understanding the areas to
address. Each Item and area to address is
described in greater detail in the Category and
Item Descriptions section (pages 37-55).

Each Item is classified as either process or
results, depending on the type of information
required. Guidelines for responding to Process
Items are given on pages 63—78. Guidelines for
responding to Results Items are given on pages
79-82.
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Item Format

Item point value

\

Types of information users are
expected to provide in response to

this Item/

Describ

Item Item title
number /
Basic Item \
. i ip: i ?
requirements P 1.1 rS\enI-(:r Leadership: Hom./ do your_semor Ieéd_ers Ieaq. (70 pts.)
v
your WORKF E.

expressed in Item title/

Overall Item requirements
expressed as specific topics
users need to address

a. VISION, VALUES and MISSION

(1) HOW do SENIOR LEADERS set organizational VISION and VALUES? HOW do SENIOR LEADERS DEPLOY your
organization’s VISION and VALUES through your LEADERSHIP SYSTEM, to the WORKFORCE, to KEY suppliers and
PARTNERS and to CUSTOMERS and other STAKEHOLDERS, as appropriate? HOW do SENIOR LEADERS’ personal
actions reflect a commitment to the organization’s VALUES?

(2) HOW do SENIOR LEADERS personally promote an organizational environment that fosters, requires and

results in legal and ETHICAL BEHAVIOR?

Areas to Address

Subheads b. Communication and Organizational PERFORMANCE individual
su mmarizing \ (1) HOW do SENIOR LEADERS communicate with and engage the entire WORKFORCE? HOW do SENIOR LEADERS Crlterla
encourage frank, two-way communication throughout the organization? HOW do SENIOR LEADERS .
multiple communicate KEY decisions? HOW do SENIOR LEADERS take an active role in reward and recognition questions
. programs to reinforce HIGH PERFORMANCE and a CUSTOMER and business focus?
requirments
Notes
N1. Organizational vision (1.1a[1]) should set the context for N> @m“‘stz“ a“'i" (1;“’[21) ‘s";:“e: ‘s‘e “’f‘eng' the
strategic objectives and action plans, which are described in ~ WOrxorce, the work systems and the hard assets of your
Item notes have the \temsgzlarjwdzz P organization. It includes both innovation and ongoing N fit
f . e o . improvements in productivity that may be achieved through onprorit-
followi Ng purposes: N2. A sustainable organization (1.1a[3]) is capable of = gjiminating waste or reducing cycle time and it might use ifi
larify k addressing current business needs and possesses the agnh_ty techniques such as Six Sigma and Lean. It also includes the speciftic
— clari y ey terms and strategic management to prepare successfully for its actions to accomplish your organization’s strategic ltem note (in

future business and market environment. In this context, the
concept of i includes both ical and
organizational innovation to succeed in the future. A
sustainable organization also ensures a safe and secure
environment for the workforce and other key stakeholders.

and requirements

— give instructions

Within your response, include answers to the following questions:

(3) HOW do SENIOR LEADERS create a SUSTAINABLE organization? HOW do they create an environment for
organizational PERFORMANCE improvement, the accomplishment of your MISSION and STRATEGIC
OBJECTIVES, INNOVATION, competitive or role - model PERFORMANCE leadership and organizational agility?
HOW do they create an environment for organizational and WORKFORCE LEARNING? HOW do they develop
and enhance their personal leadership skills? HOW do they participate in organizational LEARNING, in
succession planning and in the development of future organizational leaders?

Multiple
requirements
expressed as

objectives.

N4. Your organizational performance results should be italics)

reported in Items 7.1-7.6.

N5. For nonprofit organizations that rely on volunteers to
ish their work, responses to 1.1b(1) also should

An organization’s contributions to environmental, social and
economic systems beyond those of its workforce and
i iate st are considered in its societal
responsibilities (item 1.2).

— indicate/clarify

important linkages

Location of Item

<«— description

discuss your efforts to communicate with and engage the
volunteer workforce.

For additional description of this Item, see page 46,
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Item requirements are presented in question
format. Some of the requirements in the areas to
address include multiple questions. Responses
to an item should contain information that
addresses all questions; however, each question
need not be answered separately. Responses to
multiple questions within asingle areatoaddress
may be grouped, as appropriate to your
organization. These multiple questions serve as
a guide in understanding the full meaning of the
information being requested.

Refer to the Scoring Guidelines.

The evaluation of Process and Results Item
responses includes a review of the Criteria Items
in combination with the Scoring Guidelines
(pages 89—-90). Specifically, as a complement to
requirements of the Process Items (Categories
1-6), the Scoring Guidelines address the maturity
of your approaches, breadth of deployment,
extent of learning and integration with other
elements of your performance management
system. Similarly, as a complement to
requirements of the Results Items (Category 7),
the Scoring Guidelines focus on the significance
of the results trends, actual performance levels,
relevant comparative data, integration with

important elements of your performance
management system and the strength of the
improvement process. Therefore, you need to
consider both the Criteria and the Scoring
Guidelines as you prepare your responses to all
Iltems.

4. Understand the meaning of key terms.

Many of the terms used in the Criteria have
meanings that may differ somewhat from
standard definitions or definitions used in your
organization. Terms printed in smALL caps can be
found in the Glossary of Key Terms beginning on
page 64. Understanding these terms can help
you accurately self-assess your organization and
communicate your processesand results tothose
reviewing your responses and planning your
improvement efforts.

5. Start by preparing the Organizational Profile.

The Organizational Profile is the most
appropriate starting point. The Organizational
Profile is intended to help everyone—including
organizations using the Criteria for self-
assessment, application writers, and
reviewers—understand what is most relevant
and important to your organization’s business
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and mission and to its performance. The
guestions in the Organizational Profile are on
pages 60—-62. The Organizational Profile is
described in greater detail on pages 37-39.

Guidelines for Responding to
Process Items

Although the Criteria focus on key organizational
performance results, these results by themselves
offer little diagnostic value. For example, if some
results are poor or are improving at rates slower
than your competitors’ or comparable
organizations’, it is important to understand why
this is so and what might be done to accelerate
improvement.

The purpose of process items is to permit diagnosis
of your organization’s most important processes—
the ones that contribute most to organizational
performance improvement and contribute to key
outcomes or performance results. Diagnosis and
feedback depend heavily on the content and
completeness of your item responses. For this
reason, it is important to respond to these items by
providing your key process information. Guidelines
for organizing and reviewing such information
follow.

1. Understand the meaning of “how.”

Process items include questions that begin with
the word “how.” Responses should outline your
key process information that addresses approach,
deployment, learning, and integration (see Scoring
System, pages 85-87). Responses lacking such
information, or merely providing an example,
are referred to in the scoring guidelines as
“anecdotal information.”

2. Understand the meaning of “what.”

Two types of questions in process items begin
with the word “what.” The first type of question
requests basic information on key processes
and how they work. Although it is helpful to
include who performs the work, merely stating
who does not permit diagnosis or feedback. The
second type of question requests information on
what your key findings, plans, objectives, goals,
or measures are. These latter questions set the
context for showing alignment and integration
in your performance management system. For
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example, when you identify key strategic
objectives, your action plans, some of your
performance measures, and some results
reported in category 7 are expected to relate to
the stated strategic objectives.

. Write and review responses with the following

guidelines and comments in mind.
e Show that approaches are systematic.

e Systematicapproaches are repeatable and use
data and information to enable learning. In
otherwords, approaches are systematicif they
build in the opportunity for evaluation,
improvement, innovation, and knowledge
sharing, thereby enabling a gain in maturity.

e Show deployment.

Deployment information should summarize
how your approaches are implemented in
different parts of your organization.
Deployment can be shown compactly by using
tables.

e Show evidence of learning.
Processes should include evaluation and

improvement cycles, as well as the potential
for breakthrough change.

Process improvements should be shared with
other appropriate units of the organization to
enable organizational learning.

Show integration.

Integration shows alignment and
harmonization among processes, plans,
measures, actions, and results that generate
organizational effectiveness and efficiencies.

Show focus and consistency.

There are four important considerations
regarding focus and consistency: (1) the
Organizational Profile should make clear what
is important to your organization; (2) the
Strategic Planning category (category 2),
including the strategic objectives, action
plans, and core competencies, should highlight
areas of greatest focus and describe how
deployment is accomplished; (3) the
descriptions of organizational-level analysis
and review (item 4.1) should show how your
organization analyzes and reviews
performance information to set priorities; and
(4) the Operations Focus category (category 6)
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should highlight the work systems and work
processes that are key to your overall
performance. Showing focus and consistency in
the process items and tracking corresponding
measures in the results items should improve
organizational performance.

e Respond fully to item requirements.

Missing information will be interpreted as a
gap inyour performance management system.
All areas to address should be addressed.
Individual questions within an area to address
may be addressed individually or together.

Cross-reference when appropriate.

As much as possible, each item response should
be self-contained. However, responses to different
items also should be mutually reinforcing. It is
appropriatetorefertothe otherresponsesrather
than repeat information. In such cases, key
process information should be given in the item
requesting this information. For example,
workforce development and learning systems
should be described in item 5.2. Discussions
about workforce development and learning
elsewhere in your application would then
reference but not repeat details given in your
item 5.2 response.

Use a compact format.

Applicants should make the best use of the 60
application pages permitted. Applicants are
encouraged to use flowcharts, tables, and
“bullets” to present information concisely. The
60-page application limit is designed to force
your organization to consider what is most
important in managing your enterprise and
reporting your results.

Guidelines for Responding to
Results Items

The Criteria place a major emphasis on results. The
following information, guidelines, and example
relate to effective and complete reporting of results.

1. Focus on the most critical organizational
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performance results.

Results reported should cover the most
important requirements for your organization’s
success, highlighted in your Organizational

Profile and in the Leadership, Strategic Planning,
Customer Focus, Workforce Focus, and
Operations Focus categories.

Note the meaning of the four key requirements
fromthescoring guidelinesfor effective reporting
of results data:

e performance levels that are reported on a
meaningful measurement scale

trends to show directions of results, rates of
change, and the extent of deployment

comparisons to show how results compare with
those of other, appropriately selected
organizations

integration to show that all important results
areincludedandsegmented (e.g., byimportant
customer, workforce, process, and product-
line groups)

Include trend data covering actual periods for
tracking trends.

No minimum period of time is specified for trend
data. However, a minimum of three historical
data points generally is needed to ascertain a
trend. Trends might span five or more years for
some results.

Trends should represent historic and current
performance and not rely on projected (future)
performance. Timeintervals between data points
should be meaningful for the specific measure(s)
reported. Forimportant results, new data should
be included even if trends and comparisons are
not yet well established.

Use a compact format— graphs and tables.

Many results can be reported compactly by using
graphs and tables. Graphs and tables should be
labeled for easy interpretation. Results overtime
or compared with others should be “normalized”
(i.e., presented in a way, such as using ratios,
that takesintoaccountsize factors). Forexample,
reporting safety trends in terms of lost workdays
per 100 employees would be more meaningful
than total lost workdays if the number of
employees has varied over the time period or if
you are comparing your results to those of
organizations differing in size.
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Figure 7.1-3 Defects per Million Opportunities
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Incorporate results into the body of the text.

Discussion of results and the results themselves
should be close together in an IMC RBNQ Award
application. Trends that show a significant
beneficial or adverse change should be explained.
Use figure numbersthat correspond toitems. For
example, the third figure for item 7.1 would be
figure 7.1-3. (See the example in the figure on
page 101)

The graph shown on this page illustrates data an
organization might present as part of a response
to item 7.1, Product and Process Outcomes. In
the Organizational Profile, the organization has
identified Six Sigma as a key element of its
performance improvement system. Defects per
million opportunities is one of its measures.

The graph illustrates a number of characteristics
of clear and effective results reporting:

e Afigurenumberisprovidedforreferencetothe
graph in the text.

e Both axes and units of measure are clearly
labeled.

¢ Data levels and trends are reported for a key
performance measure—defects per million
opportunities.

e Results are presented for several years.

e An arrow indicates that a downward trend is
good for this measure.
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2015 2016

e Appropriate comparisons are shown clearly.

e The organization shows, using a single graph,
that its three product lines are separately
tracked.

The organization projects improved
performance, including discontinuous or
breakthrough improvementin 2015 relative to
prior performance for Product Line B. The text
should explain this breakthrough change and
might refer to critical learning from Product
Line A as the basis for the projected change.

To help interpret the scoring guidelines for
resultsitems (page 92), the following comments
on the graphed results would be appropriate:

e The current overall organizational
performance level is excellent. This conclusion
is supported by the comparison with industry

competitors and with a “world-class” level.

e The overall organization shows beneficial
improvement trends sustained over time.

¢ Product Line C Product Line B Product Line A
World-Class Level Overall Company Best
Competitor

e Product Line A is the current performance
leader— showing sustained high performance
(at approximately 5 defects per million) and a
slightly beneficial trend since 2011. Product
Line B shows rapid improvement. Its
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performance is near that of the best industry ¢ The organization has projected improvements
competitor but trails Product Line A. in the defect rates of all its product lines.
Product Line C continues to lag behind the
others; Product Line A is projected to meet its
Six Sigma goals by the year 2016.

e Product Line C—identified in the application
as a new product—is having early problems
with defects but is projecting a turnaround.
(The organization should briefly explain these
problems.)
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IMC RAMKRISHNA BAJA]
NATIONAL QUALITY AWARD

COURSES

Executive Briefing
Objectives

e To introduce upper managers to the scope of excellent business
practices as embodied in the IMC Ramkrishna Bajaj National Quality
Award.

¢ To highlight the global ‘best practices’ for executive leadership.
Duration : Half day

Understanding the IMC RBNQA Model
for Preparing a Submission Document
Objectives

¢ To introduce upper and middle level managers to the scope of the
seven IMCRBNQA criteria: 7 categories; 18 items.

¢ To highlight the interdependence of criteria.

e Tointroduce the scoring system.

e To provide guidelines for preparing submission document.
Duration : Two days

Certified Examiner for Quality Management

Objectives

e To train, assess and certify candidates who aspire to serve as
Examiners.

e Todrill candidates on the interdependence of criteria.

e To simulate the four stages of the examination process: individual
review; consensus review; site visit; feedback report.

Methodology : Comprehensive case study and multiple workshops
Pre-work : 40 hours on case study

Examination : Two hours

Duration : Fourdays

For Calendar of Events log on to www.imcrbnga.com

The IMC Quality Cell also offers courses in-house for business units,
educational and health care institutions.

For details, contact:

IMC Ramkrishna Bajaj National Quality Award Trust

IMC Chamber of Commerce & Industry, IMC Marg, Churchgate,
Mumbai- 400 020 e Tel: (91-22) 2202 5438, 2204 6633

Fax: (91-22) 2204 8508, 2283 8281 * Email:excellence@imcrbnga.com
Website: www.imcrbnga.com
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