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HOW TO GUIDE 3: THE SELF-ASSESSMENT AND ASES
WORKPLAN

This how to guide explains how to conduct a self-assessment of your organisation against
the requirements of the ASES. The main topics covered are:

» Understand the content and structure of ASES
o Principles

o 8 high-level Standards
o 18 specific Standards

= Review the ASES Evidence Guide

= Examine how the Standards apply to your organisation

= Undertake the self-assessment

= Implement the Workplan, re-assess and upgrade your evidence

= Submit your self-assessment and evidence

Definition of terms used in this how-to guide

Self-assessment: “...an internal assessment in consultation with service users, staff and
other stakeholders as applicable, to determine whether the service provider’s performance
and delivery meet the Service Excellence Standards. The self-assessment provides an
opportunity to identify your organisations’ strengths and to prioritise areas for system
improvement”.!

Ratings: (in the self-assessment) are the scores that you give your organisation against all
the requirements of ASES. There are three options:

= FIP (Fully in Place)
= PIP (Partly in Place)
= NIP (Not in Place).

When your organisation is assessed by an External Assessor they will use the same ratings
system.

To qualify for an ASES Certificate of Accreditation an organisation must achieve the FIP
rating against all requirements.

ASES Workplan: is an internal working document generated by your self-assessment that
identifies the ASES Requirements that are not in place (NIP) or partly in place (PIP), and
proposes strategies to bring your organisation up to being fully in place (FIP).

1South Australia. Dept. for Communities and Social Inclusion (now the Department of Human Services).
Australian Service Excellence Standards: A road map to an excellent organisation, 3rd Edition, version 7, 2019,
Page 82.
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The Workplan is different from the Quality Action Plan that is developed at a later stage of
the process with the External Assessor and submitted to the ASES Team in the South
Australian Department of Human Services (SA DHS) for a final check before accreditation is

approved.

UNDERSTAND THE CONTENT AND STRUCTURE OF THE
CERTIFICATE LEVEL ASES

The Certificate Level ASES comprise 18 Standards (categorised according to 8 high-level
Standards) that are founded on eight key principles.

Principles

The eight key principles underlying the ASES are:

Consumer-focus

Reflecting, or respecting and understanding of our
consumers’ rights (e.g. confidentiality, information
and choice, consumer satisfaction, safe and
appropriate care.

Outcomes focus

Achieving the best possible outcomes in the most
efficient, effective and sustainable way.

Clear direction with accountability

Providing inspirational leadership with a strong
governance structure.

Continuous learning and
innovation

Establishing quality systems and mechanisms for
continuous improvement, which add value to the
organisation.

Valuing people and diversity

Encouraging and supporting a flexible work
environment and providing opportunities for all staff
to fulfil their potential.

Collaborative work practices

Strengthening and developing relationships with
staff, customers and stakeholders.

Evidence-based decision-making

Making clear the rationale and analysis of data.

Social, environmental and ethical
responsibility.

Meeting the community’s needs and adding value to
that community.

8 high-level Standards

The Certificate Level of the ASES program has 8 high-level Standards:

= Planning

= Governance

= Financial and Contract Management
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= Human Resources

= Partnership

= Communication

= Service Outcomes

= Consumer Outcomes

These are grouped into three broad Streams: Sound Management, People and Service
Provision as shown in the diagram below.

ASES Certificate Level Standards by Streams.
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18 specific Standards

The 8 high-level Standards encompass 18 specific Standards, as indicated in the table below.

Certificate Level Standards Structure

SOUND MANAGEMENT PEOPLE SERVICE PROVISION

4. People 7. Service Outcomes

1. Planning

1.1 Strategic Planning

1.2 Business Planning

2. Governance
2.1 Sound Governance
2.2 Policy and Procedures

2.3 Data and Knowledge
Management

4.1 Human Resources
4.2 Work, Health and Safety
4.3 Cultural Inclusion

5. Partnerships
5.1 Working Collaboratively
5.2 Teamwork

7.1 Outcomes Monitored

8. Consumer outcomes
8.1 Consumer Participation

8.2 Consumer Feedback and
Complaints
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2.4 Risk Management

3. Financial and Contract

6. Communication
Management

3.1 Financial Management 6.1 Communication

3.2 Asset and Physical Resource

3.3 Partnering and Contract
Management

Each of the 18 specific Standards has an information section in the ASES Evidence Guide
with:

= An explanatory statement

= An outcomes statement

= Requirements that make up the Standard
= Client rating options

= Examples of acceptable evidence

= Documentation examples.

REVIEW THE ASES CERTIFICATE LEVEL EVIDENCE GUIDE

The ASES Certificate Level Evidence Guide provides comprehensive information on the
Standards and requirements. It is advisable to become familiar with the contents of the
Evidence Guide before starting your self-assessment.

Steps

The steps outlined on page 6 of the Evidence Guide (screenshot below) provide practical
advice for undertaking a self-assessment.
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Screenshot of the ASES Certificate Level Evidence Guide, page 6
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Steps

1.

You will need at least one blank ASES Workbook (hardcopy or
electronic) which you can obtain from the ASES Office.

You may record the types of evidence e.g. structures, systams,
procedures and documentation that your organisation has in
place, and where it is kept. This can be done either through
hyperlinks or hard copy, use the preferred method that works
for you and your organisation.

Give your organisation a score and record whether you think
you are either:

FIP {Fully in Place),

PIP (Parthy in Place), or

MIP (Not in Place)
against the requirements in each of the Australian Service
Excellence Standards.

All organisations need to complete and achieve at Cartificate
leval to ensure they meet essential business, legislative and
service requirements before commencding the Award lavel.

Tips

You may choose to record your evidence and ratings in an
electronic workbook so you can include hyperlinks to key
systems or documents or you may wish to prepare a hard copy
or hand written workbook.

Either way it may be beneficial to divide the workbook (or print
extra copies) so the staff that are responsible or working in
that functional area of your organisation are able to contribute
to the salf-assessment. While the workbock can be separated it

is important for externzl assessment that it is compl
the whole of organisation level and incorporates all 4
programs and locations. Examples may be used fron
programs and services in the Evidence Guide.

If you collect hard copies of your evidence remembse
run the risk that they may be out-of-date by the tim
have your external assessment. Cross-referencing 1
source or location of the file may be meore useful as
Assessors like to see how you record and manage vy
organisation’s documentation and information.

A number of organisations that have undertaken a
self-assessment have highlighted that, wherever poj
sharing the completion of your workbook with staff |
across your organisation brings added bensfits of by
staff knowledge and skills and providing them with 2
opportunity to suggest and partake in improvement
- strengthening the culture of quality and continuou|
improvement.

Even if you have not yet complated your workbooks)
target External Assessment date can be a valuable 1
force in your progress! External Assessors prefer to
three maoths.natice so they can ensure their availa

an External Assessment.

The information you give as part of yourself assessn|
the extarnal assessment report is the property of yol
organisation and the contents are confidential to yol
Australian Service Excellence Office, External Assess
licensed providers. The content of your report will nq
released to any other third party without your prior |
approval, except required by law.

Streams

The Evidence Guide contains a page on each of the three broad streams which describes the
focus and intention of each. This overview provides important context for the individual
Standards and requirements.

Screenshots from the ASES Certificate Level Evidence Guide explaining the three Standards

Streams: Sound Management, People and Service Provision

See the full section on
Sound Management on
page 7 of the Introductory
Section of the Certificate
Level Evidence Guide

1

areas of:

Flanning

arganisations.

Sound Management

The Sound Management calegory focuses on the impartance af
setting a desr vision and strategic direckion for the arpanisation
and driving the supporfing operabional plans fo mmolement this.

Sound Menagement requires effective decis
to aptimise the wse of ressurces in schieving identified goals;
and the best outcomes for cients.

This categary is primarily directed o the Sound Managerment

Governance, [Policies amnd Proceduras, Data and
Knowledge Management and Risk Managemeant)
Fimaneial and Contract Managemenk.

Strategic Plans and Business Plans differ greatly betweaen

ifif] Prtesges
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See the full section on
People on page 35 of the
Certificate Level Evidence
Guide

People, Partnerships and Communication

Hurman resourcd Systems engure at Slall and valuniears fave 8
a2afa fair and suggarbive work environment,

Yaur arganisation supports the wellbeing of your staff ta enable
affective and compebant services. The workloroe may mclude paid
stafl, voluntaers and students.

The process far recruitment, Selection and induction of stall and
violuitesrs sdheres to the Equsl Opporfunity Acl 1084 Bvd gives
e skall and voluntears a good foundetion and understanding of
their rodes and respongibilities ao that they are well aquippead b
wndertake their new role.

Occupational Health Safety and Wellare [Workplace Health and
Sefety) procedures ensure stall and volunbesrs heve & aafa, Mair
and suppdrtive work envirsament, Oulcomes from WarkCowver
audils and rehabilitation Systems Bre important Lo inform
avidence o complianoe with the legislative réquirerments.
Proaclive support for a heslth enviranment for sbalT and
voluntesrs is encouraged.

See the full section on
Service Provision on page
57 of the Certificate Level
Evidence Guide

Searvice Provision

AR services will have consumers. Consumers can be inlarmal feg.
& Firrancs or accsails Section graviding & sevwice [o other araas ol
art oranisalion ), or external bo e anganisalion.

Conisafmers a0 e raferrad 1o 8% S87vice Waers, Cuslormeds,
oatiants or chends of 8 service, and can be child, parant ar Family.

How consumers get b know aboult the service, how they see ks
value ko them, how thay participele in the daveloprenl of tha
seryice, and their satisfaction with the service delivered are all
key elements of this category.

Evidente afl consumer auboomes must be demonstrated.
IT your systems in relation bo thess sat of stapndards are to be

affective, the consumer expérience will be able o demonstrabe
this.

Specific Standards — Requirements

Each of the 18 specific Standards has an information section in the Evidence Guide with:

= An explanatory statement

= An outcomes statement

= Requirements that make up the Standard

= Client rating options

= Examples of acceptable evidence

= Documentation examples.

Note that you are not required to have all of the documents listed. These are examples only.
You should use any evidence that you think fits the requirement and aligns with the

guidelines provided in How-to guide 4: A Guide to Good Evidence.
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If you have a lot of evidence for a requirement choose one or a few documents, or pages on
your website that are enough to satisfy the requirement. For more information about what
constitutes quality evidence, refer to How-to guide 4: A Guide to Good Evidence.

Screenshot of Standard 1.1.1 from the ASES Certificate Level Evidence Guide, page 1 after the
Introductory Section

Australian Service Excellence Standards |Certificate Level Evidence Guide

Planning
C.1.1 Strategic Planning Standard

Standard: Strategic planning is undertaken to further organisational and service development

piar

REQUIREMENTS EVIDENCE GUIDE

¢ Constitutio|

1. The role and values of 0O nie The role and purpose of the organisation is expressed within ¢ Certificate
the organisation are O e its certificate of incorporation (ie objects of association, Incorporati
clearly identified and O Fp constitution) and articulated through its vision and mission e Vision and
communicated. statements, as signed off by the Board of Management. Statement

¢ Organisatiq
There is a clear sense of purpose and inclusive language e Strategic p|
(includes the values for prevention of stigma, discrimination ¢ Business P
and social exclusion) that reflects the organisational focus * Annual Rey
and communicated to the organisation’s stakeholders (eg ¢ AGM minut

annual report, website, social media, contracts, consumer agendas

literature, staff and volunteer induction literature) and Newsletter
actioned through the strategic directions. Brochures
Website

Program B
Course infq
Board hang
Staff hand||
Volunteer |

EXAMINE HOW THE STANDARDS APPLY TO YOUR
ORGANISATION

After reviewing the Standards and requirements you can examine how they apply to your
organisation. This step is vital preparation for your self-assessment and is best done as a
team effort to ensure a shared understanding of the practical application of ASES.

Resources

PowerPoint presentation — What Does ASES Mean to Us? Let’s Start the Conversation

= This presentation will assist in examining how the ASES requirements apply to your
service setting. It introduces the key concepts in each Standard with questions about
how your current practices and documentation align with, or depart from, the
requirements. Group discussions can be helpful in not only doing the ‘spadework’ for
the self-assessment but also to promote ideas for quality improvement.

» The presentation is divided into 8 sections that address the 8 Standards.

Handout — Reflective Questions for Teams (by Standard)

= Aset of reflective questions for each of the 8 Standards is designed to promote
further discussion and reflection on the application of ASES.


https://homelessnessnsw.org.au/wp-content/uploads/2021/03/Guide-3-Resource-10-PowerPoint_-What-Does-ASES-Mean-for-Us_final.pptx
https://homelessnessnsw.org.au/wp-content/uploads/2021/03/Guide-3-Resource-11-Handout-Reflective-Questions-for-Teams_final.docx
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= After the PowerPoint presentation gets the conversation about ASES implementation
started, these questions aim to progress that discussion and enhance the
organisation’s approach to quality.

Both of these resources can be used with staff, the Board and any committees associated
with ASES implementation.

Suggestions for discussing ASES in your organisation
= Assign a person or small group to each Standard to focus the discussion
= Focus on one Standard at each team meeting.

= Set aside a day or 2 half-days to cover more ground. External Assessors can provide
an information session as part of their role, based on your organisation’s needs.

= Develop your own tools and resources to promote an understanding of how you
measure up to ASES

= Clarify the meaning of each Standard so everyone understands its application in your
organisational context.

= Discuss what you will do to demonstrate the requirements of the 8 Standards — the
processes you undertake, your documentation and output.

» Make notes of your strengths and the gaps in preparation for your self-assessment.

UNDERTAKE THE SELF-ASSESSMENT

Choose your self-assessment tool

Make a decision about the tool you will use for self-assessment as early as possible because
this decision can affect how you reference your evidence to the self-assessment. Use the
tool that best suits the circumstances and needs of your organisation.

There are three options for self-assessment (with some exceptions?).

1. Work offline using the ASES Certificate Level Workbook and provide evidence to your
External Assessor on a flash drive or on document-sharing software.

This is the ‘low tech’ solution and is simple and fast for organisations that do not have to
meet other Standards or those who prefer not to work on software.

2 Note that one External Assessor organisation Quality, Innovation, Performance (QIP) has its own portal for
self-assessment called AccreditationPro. It is available via the BNG portal for organisations choosing to be
assessed by QIP.
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The Workbook reflects the content and structure of the Evidence Guide, which is also
repeated in the format of the ASES Assessment Report and the Quality Action Plan, so this
option provides for continuity of processes involved in accreditation.

Using this option you will answer 98 questions, one for each requirement.

2. Use the ‘unmapped’ version of the Breaking New Ground Standards and Performance
Pathways (BNG SPP) portal.

This self-assessment option was developed specifically for NSW Specialist Homelessness
Services (SHS) and tested by some organisations that participated in the ASES Resource Pilot
Project. It arose from feedback that the standard self-assessment tool, which is mapped to
many other Standards, does not follow the structure and language of the ASES Certificate
Level Evidence Guide.

The term ‘unmapped’ refers to the stand-alone nature of the self-assessment, not
integrated with other Standards on the platform.

This option provides some of the benefits of working offline using the Workbook in that the
guestions reflect the language, structure and order of the Evidence Guide. It is good for
organisations who do not have to meet other Standards and would like to use the Evidence
Guide to directly inform their self-assessment. As in the previous option, in the unmapped
option, you will be answering 98 questions, one for each requirement.

Using this option your evidence is electronically uploaded and maintained, and your
External Assessor will have access to it with your permission. It also provides access to the
various tools, resources and reports offered by the BNG SPP platform.

Note that any evidence uploaded in the past using the standard ‘mapped’ version will not
transfer across to the unmapped version. Similarly, any evidence you upload now will not
transfer across to any Standards that you may wish to self-assess against in the future as it is
a stand-alone tool.

3. Use the ‘mapped’ version of the BNG SPP portal.

The ‘mapped’ version of the BNG SPP self-assessment is the standard version on the
platform. ‘Mapped’ means the self-assessment tool is integrated with multiple other
Standards.

This option is good for organisations that are required to (or wish to) comply with multiple
sets of Standards. It also offers all the benefits of the unmapped version in terms of access
to BNG’s various tools and resources and also for storing evidence.

Note that the questions in the mapped version use a different structure, language and
sequence to the official ASES Certificate Level Evidence Guide. The 98 ASES requirements
are broken down into their various components and expressed as separate questions so you
will answer multiple questions for each of the 98 requirements.

Using the ASES Workbook and BNG SPP for self-assessments

Organisations may opt to use both the ASES Workbook and one of the BNG self-assessment
tools — making notes in the Workbook before starting the electronic self-assessment on
BNG. This approach is inefficient if you intend to use the mapped version due to the
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differences in structure and language between the ASES Certificate Level Evidence Guide
(reflected in the Workbook) and the mapped self-assessment format.

Complete the self-assessment and develop an ASES Workplan

Undertake the self-assessment using your chosen tool and in line with your ASES Project
Plan.

If you are working offline using the Workbook you can use the ratings described in the
Introduction and enter them directly into the Workbook for each requirement:

= FIP (Fully in Place)
= PIP (Partly in Place)
= NIP (Not in Place).

If you are using the BNG SPP portal, you will only be offered two options as a rating: ‘met’
and ‘not met’.

For each requirement that you rate as PIP or NIP (or not met in BNG), you need to develop
strategies to address the gaps. Enter those strategies onto your ASES Workplan or another
plan format of your choice. You can add quality improvements to those requirements where
you have self-assessed as already meeting the Standards.

The BNG SPP self-assessment (either the mapped or unmapped version) software will
generate a task list, which is effectively a Workplan to address the gaps. You can add custom
actions to improve any elements if you already meet the Standard.

The allocation and timing of tasks should be realistic and achievable. Check the timing in the
Workplan against your ASES Project Plan and adjust to ensure consistency and clarity.

Obtain any necessary approvals for the Workplan in line with your organisation’s structure
and delegations. Share the Workplan with your whole organisation and any working groups
and steering committees.

IMPLEMENT THE WORKPLAN, RE-ASSESS AND
UPGRADE YOUR EVIDENCE

As you implement your Workplan, three things will happen in relation to your self-
assessment:

— The ratings for each of the requirements not fully in place will improve if your strategies
were effectively designed

— Additional evidence supporting your new ratings as you develop new practices,
documents and systems that were listed in your Workplan, and

— Parts of your original evidence may become outdated.

10
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You can choose whether to re-assess your ratings and add evidence as you go along or to
complete your whole Workplan and then re-assess and revise your evidence at the end.
Remove any evidence that is no longer current from your evidence base.

It is important to monitor progress, motivate and support staff by sharing progress reports
and learnings, and celebrating achievements along the way.

The BNG SPP portal provides progress reports (screenshots below). SHSs that participated in
the ASES Pilot Resource Project commented positively on the usefulness of this report in
tracking progress and motivating staff.

Screenshots of BNG SPP My Progress Report
MY PROGRESS
Australian Service Excellence Standards (ASES) Certificate (Version 6, 2018)
YOUR PROGRESS REPORT FOR Australian Service Excellence Standards (ASES) Certificate

(Version 6, 2018)

= 100
E

A B C D E F G H ] K L M N o P Q R

Your Score Average Score ( 5As in the same portal )

11
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Column Standard

A 1.1: Strategic Planning (ASES Certificate)

B 1.2: Business Planning (ASES Certificate)

C 2.1: Sound Governance (ASES Certificate)

D 2.2: Policy and Procedures (ASES Certificate)

E 2.3: Data and Knowledge Management (ASES Certificate)

F 2.4: Risk Management (ASES Certificate)

G 3.1: Financial Management (ASES Certificate)

H 3.2: Asset and Physical Resource (ASES Certificate)

I 3.3: Purchasing and Contract Management (ASES Certificate)

] 4.1: Human Resources (ASES Certificate)

K 4.2: Occupational Health Safety and Welfare (ASES Certificate)
L 4.3: Cultural Inclusion (ASES Certificate)

M 5.1: Working Collaboratively (ASES Certificate)

N 5.2: Teamwork (ASES Certificate)

0 6.1: Communication (ASES Certificate)

p 7.1: Outcomes Monitored (ASES Certificate)

Q 8.1: Consumer and Community Engagement (ASES Certificate)
R 8.2: Consumer Feedback and Complaints (ASES Certificate)

% Complete
91
100
84
100
84
91
88
88
100
98
46
82
100
100
79
94
96

82

SUBMIT YOUR SELF-ASSESSMENT AND EVIDENCE TO
YOUR EXTERNAL ASSESSOR

Once you have updated your self-assessment and compiled and linked your evidence, you

can provide it to your External Assessor so that they can commence the desktop review of

your submission.

12
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