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NARRATIVE SUMMARY 

The Navy Public Works Center (San Diego, California) demonstrates a systematic approach responsive to the basic purposes of most Items. The leadership and strategic planning areas show a very mature system to include linkages to the Key Success Factors.  Process management approaches were pervasive. However, it was difficult to determine the level of deployment due to the lack of information or examples. Deployment in some key areas are still too early to demonstrate results.

Navy Public Works Center (PWC) has a sound, systematic leadership system.  The Executive Steering Committee (ESC) has provided direction for the organization by leading development of a clear vision, mission, strategic objectives and values.  The Executive Steering Committee (ESC) demonstrates its leadership commitment through regular meetings to review performance against plans and milestones based on changing business conditions.  In addition, PWC has a strong commitment to community focus, as evidenced by the numerous community activities supported by ESC members and employees.  The ESC assesses performance against objectives with a systematic approach for measuring, evaluating and improving the leadership system using a Balanced Scorecard process.  However, it is not evident how public concerns are proactively addressed for future products and operations, or how PWC has set measures and targets for regulatory, legal, and ethical requirements.

The PWC Strategy Development and Deployment processes are both comprehensive and systematic. The planning and development process clearly shows how key players in the organization develops  strategic objectives that focus on customer-driven quality and operational performance excellence.  Business Line Managers or Product Line Managers, and various teams such as Strategic Sponsorship Teams and Quality Management Boards deploy the outcomes of this process throughout the organization.   The deployment and documentation is accomplished by Product Line Managers such as the Core Strategies, Key Success Factors, and Strategic Action Items.   While there is a systematic process for Strategy Development and Deployment, there is little evidence to indicate the levels of involvement by the workforce.   Although a great deal of competitor data is collected, it was not evident how this data and information are used as input to the process. 

PWC demonstrates a strong customer focus.  The organization uses a systematic approach for gathering information about its customers, future customers, and future markets.  PWC uses a wide variety of listening approaches to gather key information on markets, existing customer needs and expectations. Opportunities exist to improve the determination of customer satisfaction by segmenting measurements by customer groups and including comparisons with competitors or similar organizations.

PWC is beginning to develop a systematic approach to managing the use of data and information to support organizational performance. Measures of organizational performance are linked with Key Success Factors (KSFs) and the performance measurement system is reviewed annually during the strategic planning process. Each of the KSF measures is supported by a “synopsis document” and contingency plans outlining actions to be taken should a measure show a drop in performance. However, it is not clear how PWC ensures the reliability of its software and delivery systems, how it assures data accuracy or how this data and its analysis supports daily operations. Finally, although PWC does collect comparative data, it is not evident that this data is used to set stretch targets or encourage performance breakthroughs.  

Human Resource goals and objectives are included in PWC’s Core Strategies and guide employee related activities.  Annual employee satisfaction surveys are conducted with consistently high employee satisfaction ratings even in light of recent downsizing at the facility.  PWC uses skill assessments by managers and supervisors to determine training needs.  However, there is no indication that input from employees is used in the design or evaluation of training.  There was no distinction addressed to consider the needs of the diverse workforce at multiple locations. 

Navy Public Works Center has developed a systematic methodology to define product and service requirements in the design process using the Model for Managing Quality (MMQ). The MMQ process is systematically used for evaluating and improving the design process, support processes and supplier and partner processes to achieve better performance.  The use of MMQ for prevention, detection and analysis is fully deployed. PWC uses a Contractor Rating System, a system of best value contracting, other reports and on-site visits to select and manage its suppliers. 

Overall, PWCs business results provide linkage to measures identified in Categories 1, 2, 3 and 4. Business results reflect PWCs sustained level of accomplishments in several areas. Some comparative data have been developed and deployed to include performance trends and targets. Levels of performance in customer satisfaction appear favorable.  There are consistent trends in many measures.  Respectable performance has been noted for new market entry and development. However, many charts show data that is two or more years old making it difficult to make reliable interpretations relative to current performance. None of the charts or results is measured against competitors even though PWC points out the importance of this information.  Baseline data only reflects past performance of PWC.  Many of the results information/charts were hard to understand as to their importance to the goals and objectives accomplishment and made it difficult for the examining team to evaluate the true organizational results.

1.0   LEADERSHIP

Navy Public Works Center (PWC) has a sound, systematic leadership system.  The Executive Steering Committee (ESC) has provided direction for the organization by leading development of a clear vision, mission, strategic objectives and values.  The Executive Steering Committee (ESC) demonstrates its leadership commitment through regular meetings to review performance against plans and milestones based on changing business conditions.  In addition, PWC has a strong commitment to community focus, as evidenced by the numerous community activities supported by ESC members and employees.  The ESC assesses performance against objectives with a systematic approach for measuring, evaluating and improving the leadership system using a Balanced Scorecard process.  However, it is not evident that public concerns are proactively addressed for future products and operations, or how PWC has set measures and targets for regulatory, legal, and ethical requirements.  

1.1 Organizational Leadership 

STRENGTHS:

· PWC’s leadership system is systematically and integrally linked to their Strategic Plan. The leadership system consists of revalidating the vision and using a set of values to guide decisions.  The Executive Steering Committee (ESC) is responsible for the development and deployment of the operation’s mission, vision, values, and goals, and establishes the total quality environment to accomplish the Operation’s objectives. This is accomplished by the ESC with input and involvement of Quality Management Boards (QMBs) and Product Line Managers (PLMs). Senior leaders communicate and reinforce the values, performance expectations, and a focus on customers in a variety of ways, including, presentations, meetings, training, local newsletter articles, monthly activity reports, organizational performance metrics, awards, and performance standards.

· PWC has a sound systematic approach for communicating performance expectations and goals. The information is reviewed by the ESC and PLMs on a routine basis to ensure that data and information is accurate and up to date. The PLMs are involved in developing supporting plans for their organization, and cascading these plans down throughout their organizations.  In addition, the Quality Management Boards guide the implementation of core strategies through the development and execution of business plans by conducting process management and improvement efforts and monitoring the product line managers’ annual objective plans.

· Senior Leadership has also focused on changing the organizational culture with the establishment of Core Values and Covey’s 7 Habits philosophy.  The mission has been developed into a Purpose statement to ensure understanding at all levels about how their work contributes to the organization’s success and why the organization exists.

· PWC’s leadership has reviewed its organizational structure and reorganized for effectiveness. The organization is designed to assure functional alignment with the PWC’s strategic and operational objectives by establishing PWC Business Lines.  Each of the product lines is a semi-autonomous, self-contained, competitive business and is supported by an umbrella of support and services including planning, analysis, business planning and financial management.

1.1 Organizational Leadership

STRENGTHS (continued):
· Members of the ESC are Team Leaders for Strategic Sponsorship Teams (SSTs) and for Quality Management Boards (QMBs).   Also, leaders of QMBs are in turn, leaders of sub-QMBs.  This process demonstrates that senior leadership takes an active role in guiding the organization and effectively communicates expectations to the SSTs, QMBs, and sub-QMBs. PWC uses CAST studies to analyze/compare costs and services and develop opportunities for improvement.

· Employees are invited to join the decision-making process at various levels of the organization, including involvement on teams, boards, and the Strategic Planning Process.  Each employee is personally empowered to make “moment of truth” decisions as stated in the Vision Statement (“At every moment of truth, each of our World Class Team Members is empowered to choose the principal-centered path”). 

· The Strategic Sponsorship Team periodically assesses the PWC leadership system using the PQA criteria.  Results of this effort are shown in Leadership Development and Growth (Figure 7.5-B).   This fact-based, systematic approach demonstrates that senior leadership is sharing key management tools and information with the workforce. 

· Customer satisfaction surveys, employee surveys and other results are reviewed.  It is apparent the information is used to review organizational performance capabilities to assess health, competitive performance, and progress relative to the established goals. 

OPPORTUNITIES FOR IMPROVEMENT:

· While the ESC leaders participate in regular performance reviews it is not evident the results of these reviews are used to promote performance excellence. It is not evident how organizational review findings and employee feedback are used to improve leadership and management effectiveness throughout the organization. 

· The follow-up actions of senior leadership as a result of feedback data and information were not clear. Therefore, it could not be determined if there is sufficient customer contact, meaningful interaction with employees, or involvement with partners to permit a sound understanding of requirements, concerns, and evolving issues. Although the organization uses four product/service line elements, it was not clear how these elements/information are   translated and used to specifically focus on creating and balancing value for customers and other stakeholders.

· PWC could not clearly describe how organizational review findings are translated into priorities for improvement and opportunities for innovation and reinvention.

1.2 Organization Responsibility and Citizenship

STRENGTHS:

· PWC encourages and provides employees the opportunity to support a plethora of community activities.   An example of community support is the partnership in education for the last 40 years with the Lindberg/Schweitzer Elementary School.  These activities strengthen local communities and promote public responsibility and citizenship. 

· PWC has a systematic approach to educating employees regarding legal and ethical behavior and practices. A number of training courses are provided at various intervals and in different mediums (i.e., classroom discussions and interactions as well as online via the organizational intranet web site). This training covers a wide variety of ethical subjects. This training reinforces organizational good citizenship practices.

OPPORTUNITIES FOR IMPROVEMENT:

· There is no evidence that PWC considers the impact on society of its products, services and operations nor considers the health, safety and environmental issues of the public throughout the life cycle of its products, services and operations. A proactive and responsive commitment to the needs and concerns of the community and larger public tends to promote public responsibility and citizenship.

· Although PWC has had no OSHA (Occupational Health and Safety Administration) violations in the past year, the organization, at the local level, does not develop regulatory measures and targets for regulatory and legal requirements. This is accomplished at higher authority levels. 

· While PWC provides education to employees regarding legal and ethical behavior and practices, there is no system or process in place to ensure ethical behavior and practices in all stakeholder transactions and interactions. The organization relies on the good will of those they are doing business with to “do the right thing.” 

· Although PWC continues to support the Lindberg/Schwietzer Elementary School, there is no system or process in place to identify other types of community involvement or determine areas of emphasis for the organization. Community involvement is informally organized.  There is no system to evaluate the organization’s involvement or value to the community or the effectiveness of its community outreach efforts. 

2.0 STRATEGIC PLANNING
The PWC Strategy Development and Deployment processes are both comprehensive and have systematic approaches. The development process clearly shows how key players in the organization develop strategic objectives that focus on customer-driven quality and operational performance excellence.

The process helps ensure that ongoing process improvements are aligned with the organization’s strategic directions.  Business line managers, product-line managers, and various teams such as Strategic Sponsorship Teams and Quality Management Boards cascade the outcomes throughout the organization. PWC’s deployment and documentation is accomplished by products such as the Core Strategies, Key Success Factors, Strategic Action Items, and Business Plans.   These products are posted on the PWC web site, displayed in elaborate brochures and/or made into official publications.  PWC has been conducting Strategic Planning for more than eight years.   During this time they have continuously updated and modified their Strategic Planning model to fit rapidly changing requirements and customer needs.  PWCs strategic planning process shows that it is a strong fact-based process that include systematic evaluations and improvement process.   

2.1 Strategy Development 

STRENGTHS:

· PWC has a sound systematic Strategy Development process that over the years has been tailored to meet the unique needs of the organization. The process aligns work processes with the organization’s strategic directions, thereby ensuring that improvements and learning reinforce organizational priorities.   PWC conducts extensive preplanning activities that significantly increase the effectiveness of the strategy development process.  This includes reviewing critical data and information from appropriate customers and stakeholders, reviewing organizational performance and conducting a SWOT analysis. CAST studies are also used extensively as is data and information from higher headquarters. 

· PWC’s Executive Steering Committee has developed and deployed a systematic approach to strategic and business plan development through the Strategic Planning Model. These teams meet regularly to review, analyze, make decisions, and report on progress.  PWC has outlined a plan for tracking progress in meeting performance goals based on their achievement of priorities. The Strategic Development process includes senior leadership, process managers, process owners and other key personnel. Involvement at this level helps ensure those personnel have buy-in to the process and are actively involved. 

· During the 2000 Strategic Planning off-site, PWC had a sound systematic approach for developing action plans that addressed the key strategic objectives. KSFs are long term action plans while SAIs are short-term action plans.  These action plans include human resources requirements, allocated resources, and establish performance measures.  This comprehensive process helps the organization achieve organizational alignment. PWC’s human resource requirements are included in the strategic plan under the category of People and Core Strategy of Personal Leadership by Everyone.  PWC’s overall human resource capabilities and needs are considered in the strategic planning process.

2.1 Strategy Development 

STRENGTHS (continued):

· PWC has clearly defined linkages between Core Strategies, Key Success Factors, Strategic Action Items and their baseline results, goals and projections of performance.  In addition, paradigm shifts are identified to indicate what cultural changes are necessary to achieve their goals in the future.
OPPORTUNITIES FOR IMPROVEMENT:

· PWC has a sound systematic Strategic Planning process.  However, there was very little involvement by or input from the organization’s suppliers.  Without this involvement, suppliers’ issues may not be adequately addressed during the Strategic Planning process.

· Strategic objectives were developed as part of the Strategic Planning process.  However, some the strategic objectives did not have timetables for completion.

· There was evidence that competitive/comparative data is collected in a few areas of the organization.  However, there was little evidence that this data and information was used during the Strategy Development process.  This resulted in competitive/comparative issues not being addressed in the final Strategic Plan.

2.2 Strategy Deployment
STRENGTHS:

· Short/long term plans are identified with goals and performance projections. A series of subordinate strategies and action plans have been developed and are included in the Strategic Business Plan. Action plan requirements are aligned and deployed through the development of Critical Success Factors.  Tasks, related to the Critical Success Factors, are assigned to managers in each functional area of responsibility.  Managers, then, incorporate these objectives into the performance plans of leaders and employees.  In addition, senior leaders discuss the plans with employees as they are developed, and during the mid- and yearly performance reviews.

· CAST studies, an analysis of competitiveness versus the outside, has been completed by almost every business unit.  This ensures that critical customer data is available and passes to work units requiring this information.

· The Strategic Planning Committee reviews, approves, and finalizes the final goals and objectives required to address critical needs through input provided by sub-teams on historical data, accomplishments, and lessons learned.  This information is then communicated to employees and partnerships.  The process suggests that all members of the organization are well informed about these issues.

· The Strategic Planning process outlines how PWC evaluates and improves human resource planning and practices and aligns these with strategic directions. Business Plans and Action Plans and informal organizations show how PWC modifies compensation and reviews recognition systems to recognize team, organizational, customer or other performance attributes in human resource plans. Human resource initiatives have been developed and training plans are incorporated in supporting plans.  There are detailed plans to describe how the organization meets skill imbalances and changing requirements due to the impacts of RIF’s, VERA/VSIP incentives, innovations, and anticipated changes in its markets and products. 

· PWC has a sound systematic approach for deploying all strategic business initiatives.   Strategic Planning is engrained into the culture of PWC.  Carrying out the organizations strategic initiatives is not an option, it is the way PWC does business.  Product line managers, mid-level managers, and supervisor are the primary drivers for strategic planning deployment. 

· There was strong evidence that PWC goes to great lengths to document all strategic planning initiatives and activities.   This documentation has contributed significantly to their Knowledge Management activities and directly contributed to the success for more recent strategic initiatives.

OPPORTUNITIES FOR IMPROVEMENT:

· Strategic actions/items are assigned to supervisors, QMBs and sub-QMBs who develop completion dates and performance levels for accomplishment.  While the workforce does provide input into the process it is somewhat limited.

3.0 CUSTOMER FOCUS

PWC demonstrates a strong customer focus.  The organization uses a systematic approach for gathering information on its customers and future markets.  PWC uses a wide variety of listening approaches to gather key information on markets, existing customer needs and expectations. Opportunities exist to improve the determination of customer satisfaction by segmenting measurements by customer groups and including comparisons with competitors or similar organizations.

3.1 Customer and Market Knowledge

STRENGTHS: 

· A market analysis process has been developed for determining or selecting customer groups and/or market segments. In addition, PWC has developed a market analysis process to identify markets, customers, service, and product features and product/service areas for it to seek future opportunities. 

· PWC has systematically identified its customers and has prioritized their major clients “Ashore” and clients “Afloat”.  These 28 clients, shown in Figure 3.1, bring in 85% of the organization’s annual revenue.  Of the 28, 8 are “key” clients who account for major annual revenue streams from $5M to $40M each. This prioritization helps the organization focus its Strategic Planning efforts and quality initiatives. 

· PWC has systematic and effective listening and learning methods that directly involve senior leadership and product line managers.  PWC stays in close personal contact, generally the commanding officers of Navy and Marine Corps bases and other similar command-level positions receive a visit from PWC’s CO, Captain Surash, quarterly in addition to visits from business and product line managers. 

· A systematic process is used to gather feedback on products/services and to determine current and future needs. Methods used include the MMQ Model, which defines customer requirements, and CAST Studies (Competitive Analysis Studies), an extensive comparison against outside competitors. Data are incorporated in business plans. 

· Most business line and product managers and their supervisory staffs have received 40-50 hours of training since 1995 on TQL, 7 Habits, strategic planning, and business planning.

OPPORTUNITIES FOR IMPROVEMENT:

· Although PWC lists their major clients, there are no differing requirements for each category (Ashore/Afloat) other than the general list in the organizational overview.  While the CAST studies are used, the organization is still learning how to effectively use the process to project key products/services features and their relative importance/value to customers for purposes of current and future marketing.

· Even though customer service data are tracked and evaluated, data gathering on competitors in the listening and learning process is still in the development stages.  Training is being provided to Business/Product line managers by a consultant on CAST studies. 

· Strategies for marketing to potential and former clients are in the early stages of development by the PLMs. Data from former/potential clients are not systematically collected and used in marketing strategies or product planning.
3.2 Customer Satisfaction and Relationships 

STRENGTHS: 

· PWC has developed a systematic approach to gather customer information through its comprehensive customer satisfaction survey that is administered by the Marketing and Customer Development Office. The surveys are divided into several categories and provide information on performance of products and services.  The process is systematic, as evidenced by the inclusion of development, issuance, analysis, reporting, and follow-up of customer satisfaction surveys and results.  Surveys are mailed to 100 percent of PWC’s active customers annually and include a self-addressed, postage paid envelope in an effort to increase surveys returned. PWC is making improvements to the survey and survey process, including simplifying the form and sending it by e-mail. 

· In addition to the PWC-wide approaches used to develop client relationships, six approaches are used at the product line level to capture customer information.  These initiatives, (outlined on page 22, under 3.2.a. (1)) include personal contacts, surveys, phone calls and     e-mails to enhance customer relations and satisfaction. Repeat business and positive referrals result from excellent, high-value service delivered by PWC. 

· Complaints are communicated to the specific product line managers who maintain a system to resolve complaints that are immediate problems and to prevent future recurrences.  Additionally, complaints are handled at the lowest levels by those who either own the process or work in the process.  Complaints are recorded and periodically aggregated at the product line level.

OPPORTUNITIES FOR IMPROVEMENT:

· There is no systematic approach in place to deal with the effective management of complaints and suggestions at the PWC-wide level.  There are currently no plans to develop a complaint process to aggregate, analyze and incorporate the data in the organization beyond the Product Line Manager/teams. 

· Key customer contact requirements are determined but are not deployed to all employees.
4.0 INFORMATION AND ANALYSIS

PWC is beginning to develop a systematic approach to managing the use of data and information to support organizational performance. Measures of organizational performance are linked with Key Success Factors (KSFs) and the performance measurement system is reviewed annually during the strategic planning process. Each of the 32 KSF measurements are accompanied by a “Synopsis Document” which explains how a particular measurement is selected, developed, tracked and used. However, measures/indicators for use in daily operations has not been fully deployed throughout all areas of PWC. There is no evidence that PWC uses any type of formal or informal criteria for identifying competitors or seeking appropriate sources for comparisons with competitors. There is no evidence that PWC factors a cost/financial understanding of improvement options in its performance measurement system. 

4.1 Measurement of Organizational Performance

STRENGTHS: 

· PWC links measures of organizational performance with KSFs and provides baseline goals and projections of performance. Data and information on key products, services, processes and KSFs are reviewed by the ESC weekly. In doing so, senior leaders ensure that decisions to improve organizational performance are fact based. 

· The performance measurement system is reviewed annually during the strategic planning cycle for compatibility, usefulness, and is revised as needed during the intervening year. This review improves the major components of the performance measurement system which PWC uses to monitor overall organizational performance. This assists the organization in making decisions that are fact based.
OPPORTUNITIES FOR IMPROVEMENT:

· Measures/indicators for use in daily operations has not been fully deployed throughout all areas of PWC. BLMs and supervisors have access to on-line KSF data and reports on the PWC intranet . The information contained in these reports are shared with employees in work units or functional areas through the area supervisor/manger at weekly or monthly meetings. However, not all workers have access to all KSFs. Some, through assigned passwords, have access only to specific pieces of data. Sharing information and knowledge about organizational performance measures may assist employees in making better process decisions which support organizational goals. 

· There is no evidence that PWC uses any type of formal or informal criteria for identifying competitors or seeking appropriate sources for comparisons with competitors. In addition, there is no evidence that PWC uses benchmarking of any type to compare itself with competitors. Understanding the use of competitive and comparative information helps an organization understand where it stands relative to competitors and what actions it may need to take in order to improve its competitive position. 

· There is no evidence that PWC factors a cost/financial understanding of improvement options in its performance measurement system. This type of information can assist the organization to effectively measure it’s performance and drive improvement of performance and competitiveness. 

4.2 Analysis of Organizational Performance 

STRENGTHS:

· Each of the 32 KSF measurements are accompanied by a “Synopsis Document” which explains how a particular measurement is selected, developed, tracked and used. The synopsis document also explains the sources or origin of the data and the means of manipulating the data. This helps the organization understand and manage toward key outcomes for mission accomplishment and meeting customer needs.
OPPORTUNITIES FOR IMPROVEMENT:

· Measures/indicators for use in daily operations has not been fully deployed throughout all areas of PWC. BLMs and supervisors have access to on-line KSF data and reports on the PWC intranet . The information contained in these reports are shared with employees in work units or functional areas through the area supervisor/manger at weekly or monthly meetings. However, not all workers have access to all KSFs. Some, through assigned passwords, have access only to specific pieces of data. Sharing information and knowledge about organizational performance measures may assist employees in making better process decisions which support organizational goals.
5.0 HUMAN RESOURCE FOCUS

Human Resource goals and objectives are included in PWC’s Core Strategies and guide employee related activities.  Annual employee satisfaction surveys are conducted with consistently high employee satisfaction ratings even in light of recent downsizing at the facility.  PWC uses skill assessments by managers and supervisors to determine training needs. Input from employees is not systematically used throughout the organization in the design or evaluation of training and work systems. 

5.1 Work Systems

STRENGTHS:

· PWC uses natural workgroups and special teams to manage work, analyze work systems and empower employees. Supervisors identify training and performance indicators for the tasks necessary to accomplish the varied PWC missions. 

· Formal recognition and awards, both monetary and non-monetary, are used in a systematic manner to reinforce key business practices concerning customers’ requirements and expectations.
OPPORTUNITIES FOR IMPROVEMENT:

· There is no PWC-wide approach to systematically ensure effective communications, cooperation, and knowledge and skill sharing throughout the organization. Employee participation on teams for self-development and to enhance organizational performance is limited in some areas to the Business/Product line managers and supervisors. 

· Even though the organization has identified different categories of employees, there are no significant differences in compensation and recognition approaches. 

· There is little or no union involvement in the various systems for planning and work process design. 

· Although the organization uses several different types of teams (i.e. QMBs forums, etc.) to work on quality improvement and planning issues, PWC has not systemically involved employees below the Business/Product line managers and supervisors to design, organize and manage work that promote cooperation and collaboration.
5.2 Employee Education, Training, and Development 

STRENGTHS:

· A skills assessment survey has been conducted for the past five years to solicit input from managers and supervisors on the training needs. The results identified the need for training in hazardous waste disposal, loading and arranging cargo, blueprint reading, computer skills and oral and written communication. 

· Training is reinforced for multi-skilled employees through evaluations of job competency.  Follow-up evaluations are sent to supervisors and training participants to determine if employees are applying new skills to their jobs. 

· PWC uses a Pre-Supervisory Development Program to improve leadership skills of perspective civilian supervisors and to enhance the ability of women and minorities to compete successfully. The program is designed to ensure the PWC’s ability to handle the changing nature of their functions. 

· The Administrative Skills Certification Program is used to enhance the skills of administrative and clerical support staffs.  Product line managers reinforce knowledge through on-the-job training.

OPPORTUNITIES FOR IMPROVEMENT:

· It is unclear how PWC solicits and uses employee input to develop education and training opportunities that meet individual and organizational needs to keep current with business needs and future initiatives. 

· Utilization of job and organizational performance characteristics and skills in education and training design and evaluation are not addressed.  In addition, it is unclear how key developmental and training needs, diversity, management/leadership development, new employee orientation and safety are included.
5.3 Employee Well Being and Satisfaction

STRENGTHS:

· PWC lists a plethora of services/benefits available to employees and has taken a proactive approach to safety, ergonomics, and health.  The Employee Safety Committee evaluates safety and health issues and recommends improvements.  The program provides for employee participation in the investigation of mishaps, safety spot checks at work sites, and coordination of outside training. 

· An annual employee survey has been conducted for the past six years. Data are analyzed at the PWC wide level and further broken down by race, gender, position and supervisory levels. The results are published and available to anyone who wants to see them.

OPPORTUNITIES FOR IMPROVEMENT:

· The organization does not describe key measures and targets for work environmental factors, or differences in the work environments of the various employee groups or work units.  It is not evident how employees take part in establishing these measures and targets nor how the organization tailors methods and measures to a diverse work force (employee turnover, absenteeism, grievances and productivity) to assess and improve employee well being. 

· PWC does not address how the organization uses the results of the employee surveys to identify and prioritize work environment improvements tailored to the needs of a diverse work force. There was no system to communicate the results from the annual employee survey PWC-wide. 

· It is not evident how leaders, managers, and supervisors motivate employees or how they relate the well being, satisfaction, and motivation of their employees to key performance results.  PWC does not address the organizational systems that encourage and motivate employees to develop and utilize their full potential.
6.0 PROCESS MANAGEMENT

PWC manages key product and service design and delivery processes using the Methods for Managing Quality (MMQ) model.  This sound systematic methodology is used to develop and/or define product/service requirements, design processes and incorporate changing customer/market requirements. MMQ is fully deployed throughout the organization and is extensively used throughout the organization for planning, analyzing, improving and checking processes.   Customers are actively involved in this process which helps ensure that the changing needs and requirements are addressed in a timely manner.  For PWC, the MMQ has proved to be a highly effective system for managing and designing processes and incorporating changing customer needs.   These activities are directly linked to the organization’s strategic initiatives. 

6.1 Product and Service Processes 

STRENGTHS:

· Business plans are developed by product line managers and provide a framework, along with the MMQ Model, for planning for each of the product lines. Figure 6.2, provides a framework for understanding the PWC business plans and provides a consistent methodology to use for project, process, and service development, implementation, and control for financial and strategic purposes. 

· The PWC has used the MMQ Model since 1995 to manage key product and service design processes. The Model is comprehensive including standard process management steps and is used as a tool to help define and guide business planning. 

· PWC uses the MMQ model as a sound systematic approach for conducting process management.  This model appears to be widely deployed throughout the organization and is used on a routine basis.  Having the MMQ model as an organization standard helps ensure continuity during process improvement evolutions. 

· Process improvements are communicated throughout the organization in a variety of ways, including newsletters, web pages, reports and CAST studies.  This process helps ensure that personnel throughout the organization are kept informed about strategic business issues. 

· PWC defined its design process and key process methodology and provided evidence of a systematic methodology for analysis of performance and subsequent learning.  Areas addressed in this process are:  (a) related production/delivery processes, (b) how new technology is incorporated into products, (c) how the design process addresses design quality, cycle time, transfer of learning from past projects and other parts of the organization, (d) how the organization ensures production /delivery process design accommodates all key operational performance requirements and (e) how the organization coordinates and tests design and production. 

· PWC has an extensive process for sharing improvements with other organizational units and process owners, as appropriate.  Critical information is shared with departments that need the information.  This is accomplished by a variety of meetings both formal and informal.  This information is also posted on the PWC web site and/or hardcopy information is shared between work units.

6.1 Product and Service Processes

OPPORTUNITIES FOR IMPROVEMENT:

· Not all work units knew the term MMQ but were on teams that used the MMQ model.  Some were somewhat unfamiliar with the steps of the model as well.   While the impact was minimal, it seemed that team effectiveness may be further increased if they were more aware of the steps.

6.2 Support Processes 

STRENGTHS:

· Key support processes are managed primarily by using the MMQ model.  However, where the MMQ model is not appropriate, sound systematic approaches are applied.   These approaches are both formal and informal depending on the process.   Standardization seemed to be the key.  If the same process is completed in two different work units, the process was the same. 

· The methodology for improving internal processes to reduce costs is built into internal process designs.  Customer satisfaction and process improvement efforts regarding support processes are presented at quarterly Review and Analysis sessions.  Information systems supporting some internal processes provide access to data that enables identification of problems and their correction. 

· Teams have oversight of internal processes to provide customers a voice in the design, management, and analysis of process performance.  In most situations, not only was customer input used, but the customer was part of the process. 

· Business Plans, strategic objectives, action plans, and the MMQ model are all used to ensure that design processes meet key requirements.   These are all linked to the Strategic Plan.  All of these are reviewed regularly by appropriate personnel. 

· The MMQ model is primarily used to improve support processes, achieve better performance and to keep processes current with changing organizational needs.  While MMQ is the formal process there are also informal processes used.   Informal process improvements must be shared with other organizational units and be briefed at higher level team meetings.

6.2 Support Processes

OPPORTUNITIES FOR IMPROVEMENT:

· While improvements in support processes are shared within PWC, it is not a sound systematic process.  Most but not all departments shared improvements in support processes and not all departments were informed about improvements in support processes.  It was made clear that if a sound systematic process were established, it would be beneficial for the organization as a whole.

· PWC stated that it uses the MMQ model to manage key support processes.  However, there was evidence that not every department used the MMQ model to manage key support processes.  This would make it more difficult for the organization to share improvements if they are using processes to manage support processes.

· There was only limited evidence that indicated that performance measures and customer feedback were incorporated and/or used in the management of key support processes.  This lead to a gap in the management of key support processes. 

6.3 Supplier and Partnering Processes 

STRENGTHS:

· An oversight process is in place for Facilities management of over $100M in annual contracts.  Planned and random inspections, and contractor performance reviews are included in these activities.  Complaints are collected and followed up on a routine basis by PLMs. 

· The organization uses measures and indicators of performance to ensure performance requirements are met. Evidence is presented of a proactive process with the vendors on the expected performance levels, to assure the quality of the item(s) prior to shipment.

OPPORTUNITIES FOR IMPROVEMENT:

· Evidence is not provided to show how PWC offers performance feedback to suppliers and partners to foster relationships, a continuous improvement philosophy, and/or learning.  Additionally, the involvement of commercial suppliers and other commodity suppliers in the design of delivery processes is not evident. 

· Even though PWC has made some progress to improve their purchasing process, a systematic approach for evaluating and improving the supplier and partnering process is not evident.  Areas not included are how performance requirements are incorporated into supplier/partner process management and how supplier/partner processes are improved. In addition there is no evidence to indicate that PWC provides incentives/assistance to suppliers/partners. 

· While there are strong indications that most of PWCs suppliers are mandated vice selected, item 7.4a indicates that PWC can select suppliers for certain tasks.   However, for those processes where PWC can select its own suppliers, it is unclear what the selection criteria is, who is responsible for selection, or how the process is reviewed.
7.0 BUSINESS RESULTS 

Overall, PWCs business results provide linkage to measures identified in Categories 1, 2, 3 and 4. Business results reflect PWCs sustained level of accomplishments in several areas. In addition, some comparative data for metrics have been developed and deployed and include performance trends for three or more data points and comparative data on and performance targets are identified. Furthermore, levels of performance in customer satisfaction appear favorable and consistent trends in most of measures are evident. 

Respectable performance has been noted for new market entry and development. However, many important charts offer information that were two or more years old creating difficult and reliable interpretations relative to current performance. None of the charts or results is measured against competitors, the competitors are not identified and baseline data reflects past performance of PWC.  The visual and narrative explanation of many charts made them extremely hard to understand and therefore true performance hard for the examination team to understand the measure. 

7.1 Customer-Focused Results 

STRENGTHS:

· PWC’s business results provide some linkage to measures identified in Category 3.0. Current levels of overall customer satisfaction and satisfaction with customer service are favorable for most measures. 

· PWC is refining some of its listening and learning methodologies to provide increased frequency in feedback from customers.  Data from the moment of truth and CAT System will be available closer to the timeframe that the service or product is delivered for continuous trend analysis.

OPPORTUNITIES FOR IMPROVEMENT:

· Comparative and performance goals are shown in CAST studies to indicate performance relative to competitors or other PWCs.   However, performance data for FY 00 reviewed doing the site visit, when added to figure 7.1-B, did not reflect any significant change in trends or improved performance. 

· Data was not provided to show indicators of customer loyalty, perceived value and relationship building. 

· Customer complaint data was not available at the PWC-level.  Each product line manager handles complaints within their area and they are not reported in a consistent manner for organizational performance analysis.

7.2 Financial Performance Results 

STRENGTHS:

· PWC’s business results provide linkage to measures identified in previous categories. Comparative and performance goals are available to indicate relationships to targets.

OPPORTUNITIES FOR IMPROVEMENT:

· Figures 7.2-B through 7.2-F updated information does not reflect performance within specific upper or lower goals set by PWC. These upper/lower control limits are set at the beginning of the fiscal year and are not changed even though there may be wide variations in the process throughout the year. This makes it is impossible to understand how business decisions are made based on a process that is not within statistical controls. Accurate data concerning performance measurements assists the organization in accurately tracking and improving organizational performance. 

7.3 Human Resource Results 

STRENGTHS:

· PWC’s business results provide linkage to measures identified in previous categories.  In addition, comparative and performance goals are shown and indicate relationships to targets. 

· The organization’s focus on employee safety is evidenced by the lack of fatal events in the past ten years.  Further, injury frequency rates shown in Figure 7.3 A & B have remained below baseline and are trending down over this fiscal year period. 

· Data provided on the percentage of investment in employee training demonstrates progress in implementing its HR strategy to position PWC as a learning environment.

OPPORTUNITIES FOR IMPROVEMENT:

· PWC presents limited evidence of developing trends that shows how well the organization is creating and maintaining a positive, productive, learning and caring work environment.  In addition, Figure 7.3-D does not reflect any improvement for FY 94 through FY99. 

· It is unclear how PWC addresses employee dissatisfaction and development since no data is shown. 

· The organization does not address how it reviews and improves its work system performance or comparisons to other organizations or benchmarks.

7.4 Supplier and Partner Results 

STRENGTHS:

· Trends in contractor rating system are positive for the year and represent a 23% reduction on past rates. PWC attributes this improvement to its initiatives to improve the quality of contractors and subcontractors. 

· PWC is moving to vendor managed shops, where personnel directly responsible for the processes are in control of the process.  This approach has resulted in a reduction of distribution expenses, with no decrease in quality or service.

OPPORTUNITIES FOR IMPROVEMENT:

· Trends and current levels for most key measures of supplier performance are not provided. 

· PWC presents no trend data or current level of performance on partnering arrangements. 

· PWC requires vendors to provide performance reports and summaries to the organization but it is unclear how this data and information is use or if PWC provides vendors feedback on this information. 

7.5 Organizational Effectiveness Results 

STRENGTHS:

· PWC’s business results provide linkage to measures identified in previous categories. Comparative and performance goals are available to indicate relationships to targets. 

· Figure 7.5-E shows that PWC has had no Class A violations in the past 22 months.  It appears that this process is in control and managed effectively. 

· PWC has used the overall PQA criteria as a tool for self-assessments and have shown a continued positive trend.  This indicates that a systematic approach is used and may be deployed appropriately in the organization.

· PWC is directed to and does collect data/information on 32 different measures that are used to make up the Balanced Scorecard.

OPPORTUNITIES FOR IMPROVEMENT:

· Although a number of results are presented, they are primarily quantity indicators.  There are very few indices for productivity, timeliness, reliability, order processing time, product lead time, errors or defects, inventory turnover, cost savings, etc. 

· Figure 7.5-A provides no baseline or goal data provided for FY94 through FY99. Leadership rating did not exceed baseline or goal (not numerically identified) in FY00. 

· Figure 7.5-C provides no baseline or goal data provided for FY95 through FY99. This makes it difficult to determine current performance in this area. 

· PWC does not address current levels/trends in key measures and/or indicators of key design, production, delivery and support process performance.

· While PWC does have 32 measures for their Balance Scorecard, many trends are negative.  Additionally, many personnel did not understand what the measures meant or why it was collected.   Most also found the measures difficult to interpret.
