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CRITERIA FOR PERFORMANCE EXCELLENCE

Your Organizational Profile is critically important because

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

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

it is used by the Assessors 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

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.

The Organizational Profile is a snapshot of your organization, the KEY influences

on HOW vyou operate, and the KEY challenges you face.

Describe your organization’s operating environment and your KEY relationships with
CUSTOMERS, suppliers, PARTNERS, and STAKEHOLDERS.

Within your response, include answers to the following questions :

14
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a. Organizational Environment

(1)

What are your organization’s main product offerings (see Note 1 below)? What
are the delivery mechanisms used to provide your products to your
CUSTOMERS?

What are the KEY characteristics of your organizational culture? What are your
stated PURPOSE, VISION, VALUES, and MISSION? What are your organization’s
CORE COMPETENCIES and their relationship to your MISSION?

What is your WORKFORCE profile? What are your WORKFORCE or employee
groups and SEGMENTS? What are their education levels? What are the KEY

factors that motivate them to engage in accomplishing your MISSION? What
are your organization’s WORKFORCE and job DIVERSITY, organized bargaining
units, KEY benefits, and special health and safety requirements?

What are your major facilities, technologies, and equipment?

What is the regulatory environment under which your organization operates?
What are the applicable occupational health and safety regulations;
accreditation, certification, or registration requirements; relevant industry
standards; and environmental, financial, and product regulations?

b. Organizational Relationships

16

(1)

What are your organizational structure and GOVERNANCE system? What are the
reporting relationships among your GOVERNANCE board, SENIOR LEADERS,
and parent organization, as appropriate?

What are your KEY market SEGMENTS, CUSTOMER groups, and STAKEHOLDER
groups, as appropriate? What are their KEY requirements and expectations for
your products, CUSTOMER support services, and operations? What are the
differences in these requirements and expectations among market SEGMENTS,
CUSTOMER groups, and STAKEHOLDER groups?

What are your KEY types of suppliers, PARTNERS, and COLLABORATORS?
What role do these suppliers, PARTNERS, and COLLABORATORS play in your
WORK SYSTEMS and the production and delivery of your KEY products and
CUSTOMER support services? What are your KEY mechanisms for
communicating and managing relationships with suppliers, PARTNERS, and
COLLABORATORS? What role, if any, do these organizations play in your
organizational INNOVATION PROCESSES? What are your KEY supply chain
requirements?
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N1.

N2.

N3.

N4.

N5.

18

“Product offerings” and “products” (P.1a[1]) refer to the goods and services that
your organization offers in the marketplace. Mechanisms for product delivery to your
end-use customers might be direct or through dealers, distributors, collaborators,
or channel partners. Nonprofit organizations might refer to their product
offerings as programs, projects, or services.

“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 competitors or suppliers and partners to imitate and provide a sustainable
competitive advantage.

Workforce or employee 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.

Customer groups (P.1b[2]) might be based on common expectations, behaviors,
preferences, or profiles. Within a group there may be customer segments based
on differences and commonalities within the group. Your markets might be
subdivided into market segments based on product lines or features, distribution
channels, business volume, geography, or other factors that your organization
uses to define related market characteristics.

Customer group and market segment requirements (P.1b[2]) might include
on-time delivery, low defect levels, safety, security, ongoing price reductions,
electronic communication, rapid response, after-sales service, and multilingual
services. Stakeholder group requirements might include socially responsible
behavior and community service. For some nonprofit organizations, requirements
also might include administrative cost reductions, at-home services, and rapid
response to emergencies.
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N6.

N7.

N8.

N9.

N10.

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,
customer, or stakeholder requirements change.

Customers (P.1a[1]) include the users and potential users of your products.
In some nonprofit organizations, customers might include members, taxpayers,
citizens, recipients, clients, and beneficiaries. Market segments might be
referred to as constituencies.

Many nonprofit organizations rely heavily on volunteers to accomplish their work.
These organizations should include volunteers in the discussion of their
workforce (P.1a/3)).

For nonprofit organizations, relevant industry standards (P.1a[5]) might include
industrywide codes of conduct and policy guidance. The term “industry” is
used throughout the Criteria to refer to the sector in which you operate. For
nonprofit organizations, this sector might be charitable organizations, professional
associations and societies, religious organizations, or government entities—or
a subsector of one of these.

For some nonprofit organizations, governance and reporting relationships (P.1b[1])
might include relationships with major agency, foundation, or other funding sources.

For additional description of this Item, see page 118-144.

20
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Describe your organization’s competitive environment, your KEY STRATEGIC
CHALLENGES and ADVANTAGES, and your system for PERFORMANCE improvement.

Within your response, include answers to the following questions :
a. Competitive Environment

(1) What is your competitive position? What are your relative size and growth in
your industry or markets served? What are the numbers and types of
competitors for your organization?

(2) What are the principal factors that determine your success relative to your
competitors? What are any KEY changes taking place that affect your
competitive situation, including opportunities for INNOVATION and collaboration,
as appropriate?

(3) What are your KEY available sources of comparative and competitive data from
within your industry? What are your KEY available sources of comparative data
from outside your industry? What limitations, if any, are there in your ability to
obtain these data?

b. Strategic Context

What are your KEY business, operational, and human resource STRATEGIC
CHALLENGES and ADVANTAGES? What are your KEY STRATEGIC CHALLENGES and
ADVANTAGES associated with organizational SUSTAINABILITY?

c. PERFORMANCE Improvement System

What are the KEY elements of your PERFORMANCE improvement system, including
your evaluation, organizational LEARNING, and INNOVATION PROCESSES?

22
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N1.

N2.

N3.

N4.

NS.

Principal factors (P.2a[2]) might include differentiators such as your price
leadership, design services, innovation rate, geographic proximity, accessibility,
and warranty and product options. For some nonprofit organizations, differentiators
also might include your relative influence with decision makers, ratio of
administrative costs to programmatic contributions, reputation for program or
service delivery, and wait times for service.

Strategic challenges and advantages (P.2b) might relate to technology, products,
your operations, your customer support, your industry, globalization, your value
chain, and people.

Performance improvement (P.2c) is an assessment dimension used in the Scoring
System to evaluate the maturity of organizational approaches and deployment.
This question is intended to help you and the Assessors set an overall
context for your approach to performance improvement. Approaches
to performance improvement that are compatible with the systems
approach provided by the TQA framework might include implementing
a Lean Enterprise System, applying Six Sigma methodology, using 1ISO 9000
standards, or employing other process improvement and innovation tools.
A growing number of organizations have implemented specific processes
for meeting goals in product and process innovation.

Nonprofit organizations frequently are in a very competitive environment, they
often must compete with other organizations and with alternative sources for
similar services to secure financial and volunteer resources, membership,
visibility in appropriate communities, and media attention.

For nonprofit organizations, the term “business” (P.2b) is used throughout the
Criteria to refer to your main mission area or enterprise activity.

For additional description of this ltem, see pages 118-144.
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1 Leadership

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 supports its KEY communities.

Describe HOW SENIOR LEADERS’ actions guide and sustain your organization.
Describe HOW SENIOR LEADERS communicate with your WORKFORCE and encourage
HIGH PERFORMANCE.

Within your response, include answers to the following questions :

a. VISION, VALUES, and MISSION

26

(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?

How do SENIOR LEADERS personally promote an organizational environment
that fosters, requires, and results in legal and ETHICAL BEHAVIOR?

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?
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b. Communication and Organizational PERFORMANCE

N1.

N2.

N3.

28

(1)

How do SENIOR LEADERS communicate with and engage the entire WORKFORCE?
How do SENIOR LEADERS encourage frank, two-way communication throughout
the organization? How do SENIOR LEADERS communicate KEY decisions?
How do they take an active role in reward and recognition programs to reinforce
HIGH PERFORMANCE and a CUSTOMER and business focus?

How do SENIOR LEADERS create a focus on action to accomplish the
organization’s objectives, improve PERFORMANCE, and attain its VISION? What
PERFORMANCE MEASURES do SENIOR LEADERS regularly review to identify
needed actions? How do SENIOR LEADERS include a focus on creating and
balancing VALUE for CUSTOMERS and other STAKEHOLDERS in their
organizational PERFORMANCE expectations?

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

A sustainable organization (1.1a[3]) is capable of addressing current business needs
and possesses the agility and strategic management to prepare successfully for its
future business and market environment. In this context, the concept of
innovation includes both technological 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. 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).

A focus on action (1.1b[2]) considers the strategy, the workforce, the work
systems, and the hard assets of your organization. It includes both innovation
and ongoing improvements in productivity that may be achieved through
eliminating waste or reducing cycle time, and it might use techniques such as
Six Sigma and Lean. It also includes the actions to accomplish your
organization’s strategic objectives.
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N4. Your organizational performance results should be reported in ltems 7.1-7.6.

N5. For nonprofit 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.

For additional description of this Item, see page 118-144.

Describe your organization’s GOVERNANCE system and APPROACH to leadership
improvement. Describe HOW your organization assures legal and ETHICAL BEHAVIOR, fulfills
its societal responsibilities, and supports its KEY communities.

Within your response, include answers to the following questions :

a. Organizational GOVERNANCE

(1) How does your organization review and achieve the following KEY aspects of
your GOVERNANCE system?

accountability for management’s actions

fiscal accountability

transparency in operations and selection of and disclosure policies for
GOVERNANCE board members, as appropriate

independence in internal and external audits

protection of STAKEHOLDER and stockholder interests, as appropriate

(2) How do you evaluate the PERFORMANCE of your SENIOR LEADERS, including
the chief executive? How do you evaluate the PERFORMANCE of members of
your GOVERNANCE board, as appropriate? How do SENIOR LEADERS and
your GOVERNANCE board use these PERFORMANCE reviews to further their
development and to improve both their personal leadership EFFECTIVENESS
and that of your board and LEADERSHIP SYSTEM, as appropriate?

30
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b. Legal and ETHICAL BEHAVIOR

c. Societal

32

(1)

(1)

How do you address any adverse impacts on society of your products and
operations? How do you anticipate public concerns with current and future
products and operations? How do you prepare for these concerns in a
proactive manner, including conserving natural resources and using EFFECTIVE
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 GOALS for addressing risks associated with your
products and operations?

How does your organization promote and assure ETHICAL BEHAVIOR in all
your 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
CUSTOMERS, PARTNERS, suppliers, and other STAKEHOLDERS? How do you
monitor and respond to breaches of ETHICAL BEHAVIOR?

Responsibilities and Support of KEY Communities

How do you consider societal well-being and benefit as part of your strategy
and daily operations? How do you consider the well-being of environmental,
social, and economic systems to which your organization does or may
contribute?

How does your organization actively support and strengthen your KEY

communities? What are your KEY 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 WORKFORCE, contribute to improving these communities?
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N1.

N2.

N3.

N4.

34

Societal responsibilities in areas critical to your organization’s ongoing
marketplace success also should be addressed in Strategy Development (ltem
2.1) and in Process Management (Category 6). Key results, such as results of
regulatory and legal compliance (including the results of mandated financial
audits); reductions in environmental impacts through the use of “green”
technology, resource-conserving activities, or other means; or improvements in
social impacts, such as the global use of enlightened labor practices, should
be reported as Leadership Outcomes (ltem 7.6).

Transparency in operations of your governance board (1.2a[1]) should
include your internal controls on governance processes. For some nonprofit
organizations, an external advisory board may provide some or all of the
governance board functions. For those nonprofit organizations that serve as
stewards of public funds, stewardship of those funds and transparency in
operations are areas of emphasis.

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. For some nonprofit
and government organizations, external advisory boards might evaluate the
performance of senior leaders and the governance board.

Measures or indicators of ethical behavior (1.2b[2]) might include the percentage
of independent board members, measures of relationships with stockholder and
nonstockholder constituencies, 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 policies, workforce training, and monitoring systems
are in place with respect to conflicts of interest and proper use of funds.
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NS5. 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 5.2.

N7. Nonprofit organizations should report in 1.2b(1), as appropriate, how they
address the legal and regulatory requirements and standards that govern
fundraising and lobbying activities.

N8. For some charitable organizations, societal contributions and support for key
communities (1.2c) may occur totally through the mission-related activities
of the organization. In such cases, it is appropriate to respond with any
“extra efforts” you devote to support of these communities.

For additional description of this Item, see pages 118-144.

Assessment of Item Responses

Iltem 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
190-201
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2 Strategic Planning

The Strategic Planning Category examines HOW your organization develops
STRATEGIC OBJECTIVES and ACTION PLANS. Also examined are HOW your chosen
STRATEGIC OBJECTIVES and ACTION PLANS are DEPLOYED and changed if circumstances
require, and HOW progress is measured.

Describe HOW your organization establishes its strategy to address its STRATEGIC
CHALLENGES and leverage its STRATEGIC ADVANTAGES. Summarize your organization’s
KEY STRATEGIC OBJECTIVES and their related GOALS.

Within your response, include answers to the following questions :

a. Strategy Development PROCESS

(1) How does your organization conduct its strategic planning? What are the KEY
PROCESS steps? Who are the KEY participants? 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?

(2) How do you ensure that strategic planning addresses the KEY factors listed
below? How do you collect and analyze relevant data and information pertaining
to these factors as part of your strategic planning PROCESS?

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

early indications of major shifts in technology, markets, products, CUSTOMER
preferences, competition, or the regulatory environment

long-term organizational SUSTAINABILITY, including needed CORE
COMPETENCIES

your ability to execute the strategic plan
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b. STRATEGIC OBJECTIVES

N1.

N2.

40

(1

What are your KEY STRATEGIC OBJECTIVES and your timetable for accomplishing
them? What are your most important GOALS for these STRATEGIC OBJECTIVES?

How do your STRATEGIC OBJECTIVES address your STRATEGIC CHALLENGES
and STRATEGIC ADVANTAGES? How do your STRATEGIC OBJECTIVES address
your opportunities for INNOVATION in products, operations, and your business
model? How do your STRATEGIC OBJECTIVES address current and future CORE
COMPETENCIES? How do you ensure that your STRATEGIC OBJECTIVES balance
short- and longer-term challenges and opportunities? How do you ensure that your
STRATEGIC OBJECTIVES consider and balance the needs of all KEY STAKEHOLDERS?

“Strategy development” refers to your organization’s approach (formal or
informal) 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,
and customers. For some nonprofit organizations, strategy development might
involve participation by organizations providing similar services or drawing from
the same donor population or volunteer workforce.

The term “strategy” should be interpreted broadly. Strategy might be built
around or lead to any or all of the following: new products; redefinition of key
customer groups or market segments; new core competencies; revenue growth
via various approaches, including acquisitions, grants, and endowments;
divestitures; new partnerships and alliances; and new employee or volunteer
relationships. Strategy might be directed toward becoming a preferred supplier,
a local supplier in each of your major customers’ or partners’ markets, a low-cost
producer, a market innovator, or a high-end or customized product or service
provider. It also might be directed toward meeting a community or public need.
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N3.

N4.

42

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 customer and market
requirements, expectations, and opportunities; your opportunities for innovation
and role-model performance; your core competencies;, your competitive
environment and your performance relative to competitors and comparable
organizations; your product life cycle; technological and other key
innovations or changes that might affect your products and services and how
you operate, as well as the rate of that innovation; your workforce and other
resource needs; your ability to capitalize on diversity; your opportunities to
redirect resources to higher-priority products, 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; changes in the national or global economy; partner
and supply chain requirements, strengths, and weaknesses; changes in your
parent organization; and other factors unique to your organization.

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.
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N5.

N6.

Strategic objectives that address key challenges and advantages (2.1b[2]) might
include rapid response, customization, co-location with major customers or
partners, workforce capability and capacity, specific joint ventures, virtual
manufacturing, rapid innovation, ISO quality or environmental systems
registration, Web-based supplier and customer relationship management, and
product and service quality enhancements. 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.

ltem 2.1 addresses your overall organizational strategy, which might include
changes in product offerings and customer engagement processes. However,
the Item does not address product design or customer engagement strategies;
you should address these factors in Iltems 6.1 and 3.1, as appropriate.

For additional description of this Iltem, see pages 118-144.

Describe HOW vyour organization converts its STRATEGIC OBJECTIVES into
ACTION PLANS. Summarize your organization’s ACTION PLANS, HOW they are DEPLOYED,
and KEY ACTION PLAN PERFORMANCE MEASURES or INDICATORS. Project your
organization’s future PERFORMANCE relative to KEY comparisons on these PERFORMANCE
MEASURES or INDICATORS.

Within your response, include answers to the following questions :

a. ACTION PLAN Development and DEPLOYMENT

44

(1)

What are your KEY short- and longer-term ACTION PLANS? What are the KEY
planned changes, if any, in your products, your CUSTOMERS and markets, and
how you will operate?

How do you develop and DEPLOY ACTION PLANS throughout the
organization to your WORKFORCE and to KEY suppliers and PARTNERS,
as appropriate, to achieve your KEY STRATEGIC OBJECTIVES? How do you
ensure that the KEY outcomes of your ACTION PLANS can be sustained?
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How do you ensure that financial and other resources are available to support
the accomplishment of your ACTION PLANS, while meeting current obligations?
How do you allocate these resources to support the accomplishment of the
plans? How do you assess and manage the financial and other risks associated
with the plans?

How do you establish and DEPLOY modified ACTION PLANS if circumstances
require a shift in plans and rapid execution of new plans?

What are your KEY human resource or WORKFORCE plans to accomplish
your short- and longer-term STRATEGIC OBJECTIVES and ACTION PLANS?
How do the plans address potential impacts on people in your WORKFORCE
and any potential changes to WORKFORCE CAPABILITY and CAPACITY needs?

What are your KEY PERFORMANCE MEASURES or INDICATORS for tracking
the achievement and EFFECTIVENESS of your ACTION PLANS? How do you
ensure that your overall ACTION PLAN measurement system reinforces
organizational ALIGNMENT? How do you ensure that the measurement system
covers all KEY DEPLOYMENT areas and STAKEHOLDERS?

b. PERMANCE PROJECTION

For the KEY PERFORMANCE MEASURES or INDICATORS identified in 2.2a(6),
what are your PERFORMANCE PROJECTIONS for both your short- and longer-term
planning time horizons? How are these PROJECTIONS determined? How does your
projected PERFORMANCE compare with the projected PERFORMANCE 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?
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N1.

N2.

Strategy and action plan development and deployment are closely linked
to other Items in the Criteria. The following are examples of key linkages :
tem 11 for how your senior Ileaders set and communicate
organizational direction;
Category 3 for gathering customer 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, to support your development of
strategy, to provide an effective basis for your performance measurements,
and to 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;
Category 6 for changes to core competencies, work systems, and
work process requirements resulting from your action plans; and
ltem 7.6 for specific accomplishments relative to your organizational
strategy and action plans.

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 products
and technology.

For additional description of this Item, see page 118-144.
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3 Customer Focus

The Customer Focus Category examines HOW your organization engages its
CUSTOMERS for long-term marketplace success. This ENGAGEMENT strategy includes
HOW your organization builds a CUSTOMER-focused culture. Also examined is HOW
your organization listens to the VOICE OF ITS CUSTOMERS and uses this information

to improve and identify opportunities for INNOVATION.

Describe HOW your organization determines product offerings and mechanisms to
support CUSTOMERS’ use of your products. Describe also HOW your organization builds
a CUSTOMER-focused culture.

Within your response, include answers to the following questions :

a. Product Offerings and CUSTOMER Support

50

(1)

How do you identify and innovate product offerings to meet the requirements
and exceed the expectations of your CUSTOMER groups and market SEGMENTS
(identified in your Organizational Profile)? How do you identify and
innovate product offerings to attract new CUSTOMERS and provide opportunities
for expanding relationships with existing CUSTOMERS, as appropriate?

How do you determine your KEY mechanisms to support use of your products
and enable CUSTOMERS to seek information and conduct their business
with you? What are your KEY means of CUSTOMER support, including your
KEY communication mechanisms? How do they vary for different CUSTOMERS,
CUSTOMER groups, or market SEGMENTS? How do you determine your
CUSTOMERS’ KEY support requirements? How do you ensure that CUSTOMER
support requirements are DEPLOYED to all people and PROCESSES involved
in CUSTOMER SUPPORT?

How do you keep your APPROACHES for identifying and innovating product
offerings and for providing CUSTOMER support current with business needs
and directions?
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b. Building a CUSTOMER Culture

N1.

N2.

52

(1)

How do you create an organizational culture that ensures a consistently
positive CUSTOMER experience and contributes to CUSTOMER ENGAGEMENT?
How do your WORKFORCE PERFORMANCE management system and
your WORKFORCE and leader development systems reinforce this culture?

(2) How do you build and manage relationships with CUSTOMERS to

(3)

acquire new CUSTOMERS;

meet their requirements and exceed their expectations in each stage of
the CUSTOMER life cycle; and

increase their ENGAGEMENT with you?

How do you keep your APPROCHES for creating a CUSTOMER-focused
culture and building CUSTOMER relationships current with business needs
and directions?

“Customer engagement” refers to your customers’ investment in your brand and
product offerings. Characteristics of engagement include customer retention
and loyalty, customers’ willingness to make an effort to do business—and
to increase business—with your organization, and customers’ willingness to
actively advocate for and recommend your brand and product offerings.

“Product offerings” and “products” refer to the goods and services that you
offer in the marketplace. Product offerings (3.1a[1]) should consider all the
important characteristics of products and services and their performance
throughout their full life cycle and the full “consumption chain.” The focus
should be on features that affect customer preference and loyalty—for example,
those features that differentiate your products from competing offerings or other
organizations’ services. Those features might include price, reliability, value,
delivery, timeliness, ease of use, requirements for the use and disposal of
hazardous materials, customer or technical support, and the sales relationship.
Key product features also might take into account how transactions occur
and factors such as customer data privacy and security. Your results on
performance relative to key product features should be reported in Item 7.1, and
those concerning customer perceptions and actions (outcomes) should be
reported in ltem 7.2.
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N3.

N4.

N5.

N6.

The goal of customer support (3.1a[2]) is to make your organization easy to
do business with and responsive to your customers’ expectations.

Customer relationship building (3.1b[2]) might include the development of
partnerships or alliances with customers.

The customer life cycle (3.1b[2]) begins in the pre-sale period and should
include all stages of your involvement with the customer. This might include
relationship building, the active business relationship, and an exit strategy, as
appropriate.

For additional considerations on products, customers, and the business of
nonprofit organizations, see Item P.1, Notes 1 and 7, and Item P.2, Note 5.

For additional description of this Iltem, see page 118-144.

Describe HOW your organization listens to your CUSTOMERS and acquires satisfaction

and dissatisfaction information. Describe also HOW CUSTOMER information is used to

improve your marketplace success.

Within your response, include answers to the following questions :

a. CUSTOMER Listening

54

(1)

How do you listen to CUSTOMERS to obtain actionable information and
to obtain feedback on your products and your CUSTOMER support? How do
your listening methods vary for different CUSTOMERS, CUSTOMER groups, or
market SEGMENTS? How do your listening methods vary across the
CUSTOMER life cycle? How do you follow up with CUSTOMERS on the quality
of products, CUSTOMER support, and transactions to receive immediate and
actionable feedback?

How do you listen to former CUSTOMERS, potential CUSTOMERS, and
CUSTOMERS of competitors to obtain actionable information and to obtain
feedback on your products, CUSTOMER support, and transactions, as
appropriate?
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(3

How do you manage CUSTOMER complaints? How does your CUSTOMER
complaint management PROCESS ensure that complaints are resolved promptly
and EFFECTIVELY? How does your CUSTOMER complaint management
PROCESS enable you to recover your CUSTOMERS’ confidence, and enhance
their satisfaction and ENGAGEMENT? How does your complaint management
system enable aggregation and ANALYSIS of complaints for use in improvement
throughout your organization and by your PARTNERS, as appropriate?

b. Determination of CUSTOMER Satisfaction and ENGAGEMENT

56

(1)

How do you determine CUSTOMER satisfaction and ENGAGEMENT?

How do these determination methods differ among CUSTOMER groups and
market SEGMENTS, as appropriate? How do your measurements capture
actionable information for use in exceeding your CUSTOMERS’ expectations
and securing your CUSTOMERS’ ENGAGEMENT? How do your determination
methods enable aggregation and ANALYSIS of data for use in improvement
throughout your organization and by your PARTNERS, as appropriate?

How do you obtain and use information on your CUSTOMERS’ satisfaction
relative to their satisfaction with your competitors? How do you obtain and use
information on your CUSTOMERS’ satisfaction relative to the satisfaction levels
of CUSTOMERS of other organizations providing similar products or to
industry BENCHMARKS, as appropriate?

How do you determine CUSTOMER dissatisfaction? How do your measurements
capture actionable information for use in meeting your CUSTOMERS’
requirements and exceeding their expectations in the future? How do your
determination methods enable aggregation and ANALYSIS of data for use in
improvement throughout your organization and by your PARTNERS, as appropriate?
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c. ANALYSIS and Use of CUSTOMER Data

N1.

58

(1)

How do you use CUSTOMER, market, and product offering information to
identify current and anticipate future CUSTOMER groups and market SEGMENTS?
How do you consider CUSTOMERS of competitors and other potential
CUSTOMERS and markets in this segmentation? How do you determine which
CUSTOMERS, CUSTOMER groups, and market SEGMENTS to pursue for
current and future products?

How do you use CUSTOMER, market, and product offering information to
identify and anticipate KEY CUSTOMER requirements (including products
and product features) and changing expectations and their relative importance
to CUSTOMERS’ purchasing or relationship decisions? How do you identify and
anticipate how these requirements and changing expectations will differ across
CUSTOMERS, CUSTOMER groups, and market SEGMENTS and across the
CUSTOMER life cycle?

How do you use CUSTOMER, market, and product offering information to improve
marketing, build a more CUSTOMER-focused culture, and identify opportunities
for INNOVATION?

How do you keep your APPROACHES for CUSTOMER listening; determination
of CUSTOMER satisfaction, dissatisfaction, and ENGAGEMENT; and use of
CUSTOMER data current with business needs and directions?

The “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 customer data, such as survey data,
focus group findings, warranty data, and complaint data that affect customers’
purchasing and engagement decisions.
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N2.

N3.

N4.

Customer listening information could include marketing and sales information,
customer engagement data, win/loss analysis, and complaint data.
“Actionable information” refers to specific aspects of your products and customer
interactions that affect customers’ future relationships with your organization.

Determining customer satisfaction and dissatisfaction (3.2b) might include the use
of any or all of the following: surveys, formal and informal feedback, customer
account histories, complaints, field reports, win/loss analysis, customer referral
rates, and transaction completion rates. Information might be gathered on the
Web, through personal contact or a third party, or by mail. Determining customer
dissatisfaction should be seen as more than reviewing low customer satisfaction
scores. Dissatisfaction should be independently determined to identify root
causes of dissatisfaction and enable a systematic remedy to avoid future
dissatisfaction.

Other organizations providing similar products (3.2b[2]) might include
organizations that are not competitors but provide similar products in other
geographic areas or to different populations.

For additional description of this Iltem, see page 118-144.
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4 Measurement, Analysis, and Knowledge
Management

The Measurement, ANALYSIS, 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 vyour organization reviews and uses reviews to improve its
PERFORMANCE.

Describe HOW vyour 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. PERFORMANCE Measurement

62

(1)

How do you select, collect, align, and integrate data and information for tracking
daily operations and for tracking overall organizational PERFORMANCE, including
progress relative to STRATEGIC OBJECTIVES and ACTION PLANS? What are your
KEY organizational PERFORMANCE MEASURES, including KEY short-term and
longer-term financial MEASURES? How frequently are these MEASURES
determined? How do you use these data and information to support
organizational decision making and INNOVATION?

How do you select and ensure the EFFECTIVE use of KEY comparative data
and information to support operational and strategic decision making and
INNOVATION?

How do you keep your PERFORMANCE measurement system current with
business needs and directions? How do you ensure that your PERFORMANCE
measurement system is sensitive to rapid or unexpected organizational
or external changes?
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b. PERFORMANCE ANALYSIS and Review

How do you review organizational PERFORMANCE and capabilities? What ANALYSES
do you perform to support these reviews and to ensure that conclusions are valid? How do
you use these reviews to assess organizational success, competitive PERFORMANCE,
and progress relative to STRATEGIC OBJECTIVES 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?

c. PERFORMANCE Improvement

How do you translate organizational PERFORMANCE review findings into priorities
for continuous and breakthrough improvement and into opportunities for INNOVATION?
How are these priorities and opportunities DEPLOYED to work group and functional-level
operations throughout your organization to enable EFFECTIVE support for their decision
making? When appropriate, HOW are the priorities and opportunities DEPLOYED to your
suppliers, PARTNERS, and COLLABORATORS to ensure organizational ALIGNMENT?

N1. Performance measurement (4.1a) is used in factbased 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 your organization’s industry. Competitive
comparisons relate your organization’s performance to that of competitors and
other organizations providing similar products and services.
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N3.

N4.

NS.

N6.

Organizational performance reviews (4.1b) should be informed by
organizational performance measurement, performance measures reported
throughout your Criteria Item responses, and performance measures reviewed
by senior leaders (1.1b[2]), and they should be guided by the strategic objectives
and action plans described in Items 2.1 and 2.2. The reviews also might be
informed by internal or external Baldrige assessments.

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

The results of organizational performance analysis and review should contribute
to your organizational strategic planning in Category 2.

Your organizational performance results should be reported in Items 7.1-7.6.

For additional description of this ltem, see pages 118-144.

Describe HOW vyour organization ensures the quality and availability of needed

data, information, software, and hardware for your WORKFORCE, suppliers, PARTNERS,
COLLABORATORS, and CUSTOMERS. Describe HOW your organization builds and
manages its KNOWLEDGE ASSETS.

Within your response, include answers to the following questions :

a. Data, Information, and Knowledge Management

66

How do you ensure the following properties of your organizational data, information,
and knowledge?
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@)

accuracy

integrity and reliability
timeliness

security and confidentiality

How do you make needed data and information available? How do you make
them accessible to your WORKFORCE, suppliers, PARTNERS, COLLABORATORS,
and CUSTOMERS, as appropriate?

How do you manage organizational knowledge to accomplish?

e the collection and transfer of WORKFORCE knowledge;

e the transfer of relevant knowledge from and to CUSTOMERS, suppliers,
PARTNERS, and COLLABORATORS;

e the rapid identification, sharing, and implementation of best practices; and

e the assembly and transfer of relevant knowledge for use in your strategic
planning PROCESS.

b. Management of Information Resources and Technology

N1.

(1)

How do you ensure that hardware and software are reliable, secure, and user-
friendly?

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?

How do you keep your data and information availability mechanisms, including

your software and hardware systems, current with business needs and
directions and with technological changes in your operating environment?

Data and information access (4.2a[2]) might be via electronic or other means.

For additional description of this Item, see page 118-144.
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5 Workforce Focus

The WORKFORCE Focus Category examines HOW your organization engages,
manages, and develops your WORKFORCE to utilize its full potential in ALIGNMENT
with your organization’s overall MISSION, strategy, and ACTION PLANS. The Category
examines your ability to assess WORKFORCE CAPABILITY and CAPACITY needs and to
build a WORKFORCE environment conducive to HIGH PERFORMANCE.

Describe HOW your organization engages, compensates, and rewards your
WORKFORCE to achieve HIGH PERFORMANCE. Describe HOW members of vyour
WORKFORCE, including leaders, are developed to achieve HIGH PERFORMANCE. Describe
HOW you assess WORKFORCE ENGAGEMENT and use the results to achieve higher
PERFORMANCE.

Within your response, include answers to the following questions :

a. WORKFORCE Enrichment

(1) How do you determine the KEY factors that affect WORKFORCE ENGAGEMENT?
How do you determine the KEY factors that affect WORKFORCE satisfaction?
How are these factors determined for different WORKFORCE groups and
SEGMENTS?

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

(3) How does your WORKFORCE PERFORMANCE management system support
HIGH-PERFORMANCE WORK and WORKFORCE ENGAGEMENT? How does
your WORKFORCE PERFORMANCE management system consider WORKFORCE
compensation, reward, recognition, and incentive practices? How does your
WORKFORCE PERFORMANCE management system reinforce a CUSTOMER
and business focus and achievement of your ACTION PLANS?
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b. WORKFORCE and Leader Development

(1)

()

How does your LEARNING and development system address the following
factors for your WORKFORCE and your leaders?
your organization’s CORE COMPETENCIES, STRATEGIC CHALLENGES, and
accomplishment of its ACTION PLANS, both short-term and long-term
organizational PERFORMANCE improvement and INNOVATION
ethics and ethical business practices
the breadth of development opportunities, including education, training,
coaching, mentoring, and work-related experiences, as appropriate

How does your LEARNING and development system address the following
factors for your WORKFORCE?
their LEARNING and development needs, including those that are self-identified
and those identified by supervisors and managers
the transfer of knowledge from departing or retiring workers
the reinforcement of new knowledge and skills on the job

How do you evaluate the EFFECTIVENESS and efficiency of your LEARNING
and development systems?

How do you manage EFFECTIVE career progression for your entire WORKFORCE?
How do you accomplish EFFECTIVE succession planning for management and
leadership positions?

c. Assessment of WORKFORCE ENGAGEMENT

72

(1)

How do you assess WORKFORCE 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 WORKFORCE groups and SEGMENTS? How do you
use other INDICATORS, such as WORKFORCE retention, absenteeism,
grievances, safety, and PRODUCTIVITY to assess and improve WORKFORCE
ENGAGEMENT?

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 business RESULTS?
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N1.

N2.

N3.

N4.

NS5.

N6.

“Workforce” refers to the people actively involved in accomplishing the work
of your organization. It includes your organization’s permanent, temporary, and
part-time personnel, as well as any contract employees supervised by your
organization. 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.

For nonprofit organizations that also rely on volunteers, “workforce” includes
these volunteers.

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

The characteristics of “high-performance work” environments (5.1a[2] and 5.1a[3])
in which people do their utmost for the benefit of their customers 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 172.

Compensation, recognition, and related reward and incentive practices (5.1a[3])
include promotions and bonuses that might be based on performance, skills
acquired, and other factors.

In some government organizations, compensation systems are set by law or
regulation. However, since recognition can include monetary and nonmonetary,
formal and informal, and individual and group mechanisms, reward and
recognition systems do permit flexibility.

Your organization may have unique considerations relative to workforce
development, learning, and career progression. If this is the case, your response
to 5.1b should include how you address these considerations.

Identifying improvement opportunities (5.1c[2]) might draw on your workforce-
focused results presented in Item 7.4 and might involve addressing workforce-
related problems based on their impact on your business results reported
in response to other Category 7 ltems.

For additional description of this Item, see pages 118-144.
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Describe HOW your organization manages WORKFORCE CAPABILLTY and CAPACITY
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)

How do you assess your WORKFORCE CAPABILITY and CAPACITY needs,
including skills, competencies, and staffing levels?

How do you recruit, hire, place, and retain new members of your WORKFORCE?
How do you ensure your WORKFORCE represents the diverse ideas,
cultures, and thinking of your hiring and CUSTOMER community?

How do you manage and organize your WORKFORCE to accomplish the work
of your organization, capitalize on the organization’s CORE COMPETENCIES,
reinforce a CUSTOMER and business focus, exceed PERFORMANCE
expectations, address your STRATEGIC CHALLENGES and ACTION PLANS,
and achieve the agility to address changing business needs?

How do you prepare your WORKFORCE for changing CAPABILITY and
CAPACITY needs? How do you manage your WORKFORCE, its needs, and
your needs to ensure continuity, to prevent WORKFORCE reductions, and to
minimize the impact of WORKFORCE reductions, if they do become necessary?

b. WORKFORCE Climate

(1)

76

How do you address workplace environmental factors to ensure and
improve WORKFORCE health, safety, and security? What are your PERFORMANCE
MEASURES and improvement GOALS for each of these WORKFORCE needs?
What are any significant differences in these factors and PERFORMANCE
MEASURES or targets for different workplace environments?
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N1.

N2.

N3.

@)

How do you support your WORKFORCE via policies, services, and benefits?
How are these tailored to the needs of a diverse WORKFORCE and different
WORKFORCE groups and SEGMENTS?

“Workforce capability” (5.2a) 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, services, and work processes; and to meet changing business,
market, and regulatory demands. “Workforce capacity” (5.2a) refers to your
organization’s ability to ensure sufficient staffing levels to accomplish its
work processes and successfully deliver your products to your customers,
including the ability to meet seasonal or varying demand levels.

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.

Preparing your workforce for changing capability and capacity needs (5.2a[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 ltem, see page 118-144.
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6 Process Management

The PROCESS Management Category examines HOW your organization designs
its WORK SYSTEMS and HOW it designs, manages, and improves its KEY PROCESSES
for implementing those WORK SYSTEMS to deliver CUSTOMER VALUE and achieve
organizational success and SUS-TAINABILITY. Also examined is your readiness for
emergencies.

Describe HOW vyour organization designs its WORK SYSTEMS and determines its
KEY PROCESSES to deliver CUSTOMER VALUE, prepare for potential emergencies, and
achieve organizational success and SUSTALNABILITY.

Within your response, include answers to the following questions :

a. WORK SYSTEMS DESIGN

(1) How do you design and innovate your overall WORK SYSTEMS? How do you
decide which PROCESSES within your overall WORK SYSTEMS will be internal
to your organization (your KEY WORK PROCESSES) and which will use
external resources?

(2) How do your WORK SYSTEMS and KEY WORK PROCESSES relate
to and capitalize on your CORE COMPETENCIES?

b. KEY WORK PROCESSES
(1) What are your organization’s KEY WORK PROCESSES? How do these
PROCESSES contribute to delivering CUSTOMER VALUE, profitability or financial
return, organizational success, and SUSTAINABILITY?
(2) How do you determine KEY WORK PROCESS requirements, incorporating

input from CUSTOMERS, suppliers, PARTNERS, and COLLABORATORS, as
appropriate? What are the KEY requirements for these PROCESSES?
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c. Emergency Readiness

How do you ensure WORK SYSTEM and workplace preparedness for disasters or

emergencies? How does your disaster and emergency preparedness system consider pre-

vention, management, continuity of operations, and recovery?

N1.

N2.

N3.

“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 products 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 products to your customers and to succeed in your marketplace.

Your key work processes (6.1b[1]) are your most important internal value
creation processes and might include product design and delivery, customer
support, supply chain management, business, and support processes. Your
key work processes are the processes that involve the majority of your
organization’s workforce and produce customer, stakeholder, and stockholder
value.

Disasters and emergencies (6.1c) might be weather-related, utility-related,
security-related, or due to a local or national emergency, including potential
pandemics. Emergency considerations related to information technology should
be addressed in Item 4.2.

For additional description of this Item, see pages 118-144.
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Describe HOW your organization designs, implements, manages, and improves its
KEY 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

How do you design and innovate your WORK PROCESSES to meet all the KEY
requirements? How do you incorporate new technology, organizational knowledge, and the
potential need for agility into the design of these PROCESSES? How do you incorporate
CYCLE TIME, PRODUCTIVITY, cost control, and other efficiency and EFFECTIVENESS
factors into the design of these PROCESSES?

b. WORK PROCESS Management

84

(1)

How do you implement and manage your WORK PROCESSES to ensure that
they meet design requirements? How does your day-to-day operation of these
PROCESSES ensure that they meet KEY PROCESS requirements? How is
WORKFORCE, CUSTOMER, supplier, PARTNER, and COLLABORATOR input
used in managing these PROCESSES, as appropriate? What are your KEY
PERFORMANCE MEASURES or INDICATORS and in-process MEASURES
used for the control and improvement of your WORK PROCESSES?

How do you control the overall costs of your WORK PROCESSES?
How do you prevent defects, service errors, and rework and minimize
warranty costs or CUSTOMERS’ PRODUCTIVITY losses, as appropriate? How
do you minimize the costs of inspections, tests, and PROCESS or
PERFORMANCE audits, as appropriate?
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c. WORK PROCESS Improvement

How do you improve your WORK PROCESSES to achieve better PERFORMANCE,
to reduce variability, to improve products, and to keep the PROCESSES current with
business needs and directions? How do you incorporate the RESULTS of the organizational
PERFORMANCE reviews discussed in response to Item 4.1 into the SYSTEMATIC evaluation
and improvement of your WORK PROCESSES? How are WORK PROCESS improvements
and lessons learned shared with other organizational units and PROCESSES to drive
organizational LEARNING and INNOVATION?

N1. To improve process performance (6.2c) and reduce variability, your organization
might implement approaches such as a Lean Enterprise System, Six Sigma
methodology, use of ISO quality systems standards, the Plan-Do-Check-Act
methodology, or other process improvement tools. These approaches might
be part of your performance improvement system described in response
to P.2c in the Organizational Profile.

N2. The results of improvements in product performance should be reported in ltem
7.1. All other work process performance results should be reported in Item 7.5.

For additional description of this ltem, see pages 118-144.
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7 Results

The RESULTS Category examines your organization’s PERFORMANCE and improvement
in all KEY areas- product outcomes, CUSTOMER-focused outcomes, financial and market
outcomes, WORKFORCE-focused outcomes, PROCESS EFFECTIVENESS outcomes, and
leadership outcomes. PERFORMANCE LEVELS are examined relative to those of competitors
and other organizations with similar product offerings.

Summarize your organization’s KEY product PERFORMANCE RESULTS. SEGMENT
your RESULTS by product offerings, CUSTOMER groups, and market SEGMENTS, as
appropriate. Include appropriate comparative data.

Provide data and information to answer the following questions :

a. Product RESULTS

What are your current LEVELS and TRENDS in KEY MEASURES or INDICATORS of
product PERFORMANCE that are important to your CUSTOMERS? How do these RESULTS
compare with the PERFORMANCE of your competitors and other organizations with similar
product offerings?

N1. Product results reported in this Item should relate to the key product features
identified as customer requirements and expectations in P.1b(2), based on
information gathered in Items 3.1 and 3.2. The measures or indicators should
address factors that affect customer preference, such as those included in
ltem P.1, Note 5, and ltem 3.1, Note 2.

N2. For some nonprofit organizations, product or service performance measures
might be mandated by your funding sources. These measures should be

identified and reported in your response to this Item.

For additional description of this ltem, see pages 145-150.
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Summarize your organization’s KEY CUSTOMER-focused RESULTS for CUSTOMER
satisfaction, dissatisfaction, and ENGAGEMENT. SEGMENT your RESULTS by product
offerings, CUSTOMER groups, and market SEGMENTS, as appropriate. Include appropriate
comparative data.

Provide data and information to answer the following questions :

a. CUSTOMER-Focused RESULTS

N1.

N2.

(1)

What are your current LEVELS and TRENDS in KEY MEASURES or INDICATORS of
CUSTOMER satisfaction and dissatisfaction? How do these RESULTS compare
with the CUSTOMER satisfaction LEVELS of your competitors and other
organizations providing similar products?

What are your current LEVELS and TRENDS in KEY MEASURES or
INDICATORS of CUSTOMER relationship building and ENGAGEMENT? How do
these RESULTS compare over the course of your CUSTOMER life cycle,
as appropriate?

Customer satisfaction, dissatisfaction, relationship building, and engagement
results reported in this Item should relate to the customer groups and market
segments discussed in P.1b(2) and Category 3 and to the listening and
determination methods and data described in Item 3.2.

Measures and indicators of customers’ satisfaction with your products relative
to customers’ satisfaction with competitors and comparable organizations (7.2a[1])
might include information and data from your customers and from independent
organizations.

For additional description of this Item, see page 145-150.
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Summarize your organization’s KEY financial and marketplace PERFORMANCE
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

N1.

N2.

(1)

What are your current LEVELS and TRENDS in KEY MEASURES or INDICATORS
of financial PERFORMANCE, including aggregate MEASURES of financial
return, financial viability, or budgetary PERFORMANCE, as appropriate?

What are your current LEVELS and TRENDS in KEY MEASURES or INDICATORS
of marketplace PERFORMANCE, including market share or position, market
and market share growth, and new markets entered, as appropriate?

Responses to 7.3a(1) might 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 might 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
ltem 22. For nonprofit organizations, additional measures might include
performance to budget, reserve funds, cost avoidance or savings, administrative
expenditures as a percentage of budget, and the cost of fundraising versus
funds raised.

For nonprofit organizations, responses to 7.3a(2) might include measures of
charitable donations or grants and the number of new programs or services
offered.

For additional description of this ltem, see page 145-150.
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Summarize your organization’s KEY WORKFORCE-focused RESULTS for WORKFORCE
ENGAGEMENT and for your WORKFORCE environment. SEGMENT your RESULTS
to address the DIVERSITY of your WORKFORCE and to address your WORKFORCE
groups and SEGMENTS, as appropriate. Include appropriate comparative data.

Provide data and information to answer the following questions :

a. WORKFORCE RESULTS

N1.

N2.

N3.

(1)

What are your current LEVELS and TRENDS in KEY MEASURES or INDICATORS
of WORKFORCE ENGAGEMENT and WORKFORCE satisfaction?

What are your current LEVELS and TRENDS in KEY MEASURES or
INDICATORS of WORKFORCE and leader development?

What are your current LEVELS and TRENDS in KEY MEASURES of WORKFORCE
CAPABILITY and CAPACITY, including staffing levels and appropriate skills?

What are your current LEVELS and TRENDS in KEY MEASURES or INDICATORS
of your WORKFORCE climate, including WORKFORCE health, safety, and
security and WORKFORCE services and benefits, as appropriate?

Results reported in this ltem 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 ltem 2.2.

Responses to 7.4a(1) should include measures and indicators identified in
response to 5.1c(1).

Nonprofit organizations that rely on volunteers should include results
for their volunteer workforce, as appropriate.

For additional description of this Item, see page 145-150.
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Summarize your organization’s KEY operational PERFORMANCE RESULTS that
contribute to the improvement of organizational EFFECTIVENESS, including your organization’s
readiness for emergencies. SEGMENT your RESULTS by product offerings, by
CUSTOMER groups and market SEGMENTS, and by PROCESSES and locations, as
appropriate. Include appropriate comparative data.

Provide data and information to answer the following questions :

a. PROCESS EFFECTIVENESS RESULTS

(1) What are your current LEVELS and TRENDS in KEY MEASURES or INDICATORS
of the operational PERFORMANCE of your WORK SYSTEMS, including WORK
SYSTEM and workplace preparedness for disasters or emergencies?

(2) What are your current LEVELS and TRENDS in KEY MEASURES or
INDICATORS of the operational PERFORMANCE of your KEY WORK
PROCESSES, including PRODUCTIVITY, CYCLE TIME, and other appropriate
MEASURES of PROCESS EFFECTIVENESS, efficiency, and INNOVATION?

N1. Results reported in Item 7.5 should address your key operational requirements
as presented in the Organizational Profile and in ltems 6.1 and 6.2.
Include results not reported in Items 7.1-7.4.

N2. Results reported in Item 7.5 should provide key information for analysis
and review of your organizational performance (ltem 4.1); demonstrate use of
organizational knowledge (ltem 4.2); and provide the operational basis for
product outcomes (ltem 7.1), customer-focused outcomes (Item 7.2), and financial
and market outcomes (ltem 7.3).
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N3.

Appropriate measures and indicators of work system performance (7.5a[1])
might include audit, just in-time delivery, and acceptance results for externally
provided products, services, and processes; supplier and partner performance;
product, service, and work system innovation rates and results; simplification of
internal jobs and job classifications; work layout improvements; changing
supervisory ratios; response times for emergency drills or exercises; and results
for work relocation or contingency exercises.

For additional description of this Item, see pages 145-150.

RESULTS,

Summarize your organization’s KEY GOVERNANCE and SENIOR LEADERSHIP

including evidence of strategic plan accomplishments, fiscal accountability,

legal compliance, ETHICAL BEHAVIOR, societal responsibility, and support of KEY communities.
SEGMENT your RESULTS by organizational units, as appropriate. Include appropriate
comparative data.

Provide data and information to answer the following questions :

a. Leadership and Societal Responsibility RESULTS

98

(1)

What are your RESULTS for KEY MEASURES or INDICATORS of accomplishment
of your organizational strategy and ACTION PLANS?

What are your KEY current findings and TRENDS in KEY MEASURES or
INDICATORS of GOVERNANCE and fiscal accountability, both internal and
external, as appropriate?

What are your RESULTS for KEY MEASURES or INDICATORS of regulatory
and legal compliance?

What are your RESULTS for KEY MEASURES or INDICATORS of ETHICAL
BEHAVIOR and of STAKEHOLDER trust in the SENIOR LEADERS and
GOVERNANCE of your organization? What are your RESULTS for KEY
MEASURES or INDICATORS of breaches of ETHICAL BEHAVIOR?

What are your RESULTS for KEY MEASURES or INDICATORS of your
organization’s fulfillment of its societal responsibilities and your organization’s
support of its KEY communities?
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N1.

N2.

N3.

N4.

N5.

Measures or indicators of strategy and action plan accomplishment (7.6a[1])
should address your strategic objectives and goals identified in 2.1b(1) and
your action plan performance measures and projected performance
identified in 2.2a(6) and 2.2b, respectively.

Responses to 7.6a(2) might include financial statement issues and risks,
important internal and external auditor recommendations, and management’s
responses to these matters.

For some nonprofit organizations, results of IRS 990 audits also might be
included.

Regulatory and legal compliance results (7.6a[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 7.4a(4).

For examples of measures of ethical behavior and stakeholder trust (7.6a[4]),
see ltem 1.2, Note 4.

Responses to 7.6a(5) should address your organization’s societal responsibilities
discussed in 1.2b(1) and 1.2c(1), as well as support of the key communities
discussed in 1.2c(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 conserve resources
(e.g., increased audio and video conferencing); and the global use of
enlightened labor practices.

For additional description of this Iltem, see page 145-150.
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The scoring of responses to Criteria ltems (Items) 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 198-201.

“Process” refers to the methods your organization uses and improves to address

the Item requirements in Categories 1-6. The four factors used to evaluate process are

Approach, Deployment, Learning, and Integration (ADLI).

“Approach” refers to

the methods used to accomplish the process

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

the effectiveness of your use of the methods

the degree to which the approach is repeatable and based on reliable data and

information (i.e., systematic)

“Deployment” refers to the extent to which

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

your approach is applied consistently

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

“Learning” refers to

refining your approach through cycles of evaluation and improvement
encouraging breakthrough change to your approach through innovation
sharing refinements and innovations with other relevant work units and
processes in your organization

“Integration” refers to the extent to which

190

your approach is aligned with your organizational needs identified in the
Organizational Profile and other Process Items

your measures, information, and improvement systems are complementary across
processes and work units

your plans, processes, results, analyses, learning, and actions are harmonized
across processes and work units to support organization-wide goals
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“Results” refers to your organization’s outputs and outcomes in achieving the
requirements in ltems 7.1-7.6 (Category 7). The four factors used to evaluate results are
Levels, Trends, Comparisons, and Integration (LeTCI).

“Levels” refers to
your current level of performance

“Trends” refers to
the rate of your performance improvements or the sustainability of good
performance (i.e., the slope of trend data)
the breadth (i.e., the extent of deployment) of your performance results

“Comparisons” refers to
your performance relative to appropriate comparisons, such as competitors or
organizations similar to yours
your performance relative to benchmarks or industry leaders

“Integration” refers to the extent to which
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
your results include valid indicators of future performance
your results are harmonized across processes and work units to support
organization-wide goals
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ltems 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 ltems are designated as

1. Process [Process]|
2. Results

In Process ltems, 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 ltems 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 ltems 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 for a Results Item is thus a composite based on overall
performance, taking into account the four results factors (LeTCl).

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 ltems such as 2.1, 2.2, 3.1, 51,
5.2, and 6.1. Your key customer requirements, competitive environment, workforce needs,
key strategic objectives, and action plans are particularly important.
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The following guidelines should be observed in assigning scores to Item responses.

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

In assigning a score to an ltem, first decide which scoring range (e.g., 50
percent to 65 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 ltem score of 50 percent represents an approach that meets the
overall requirements of the ltem, that is deployed consistently and to most work
units, that has been through some cycles of improvement and learning, and that
addresses the key organizational needs. Higher scores reflect greater
achievement, demonstrated by broader deployment, significant organizational
learning, and increased integration.

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 ltem and important to the organization’s business
or mission. Performance projections are present for some high-priority results.
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.

TQA applicants do not receive a single, final score as part of their feedback.

They receive a scoring range for each Criteria Item, and they receive a score in two overall

bands: one for Process ltems 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. The Scoring Band Descriptors are available at www.tqa.or.th.
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SCORE

0% or
5%

10%, 15%,

20%,
or 25%

30%, 35%,

40%,
or 45%

50%, 55%,

60%,
or 65%

70%, 75%,

80%,
or 85%

90%, 95%,

or 100%

PROCESS

No SYSTEMATIC APPROACH to ltem requirements is evident; information is
ANECDOTAL. (A)

Little or no DEPLOYMENT of any SYSTEMATIC APPROACH is evident. (D)

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

No organizational ALIGNMENT is evident; individual areas or work units operate
independently. (1)

The beginning of a SYSTEMATIC APPROACH to the BASIC REQUIREMENTS of the
ltem is evident. (A)

The APPROACH is in the early stages of DEPLOYMENT in most areas or work units,
inhibiting progress in achieving the BASIC REQUIREMENTS of the ltem. (D)

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

The APPROACH is ALIGNED with other areas or work units largely through joint
problem solving. (I)

An EFFECTIVE, SYSTEMATIC APPROACH, responsive to the BASIC REQUIREMENTS
of the ltem, is evident. (A)

The APPROACH is DEPLOYED, although some areas or work units are in early stages
of DEPLOYMENT. (D)

The beginning of a SYSTEMATIC APPROACH to evaluation and Improvement of KEY
PROCESSES is evident. (L)

The APPROACH is in the early stages of ALIGNMENT with your basic organizational
needs identified in response to the Organizational Profile and other Process ltems. (I)

An EFFECTIVE, SYSTEMATIC APPROACH, responsive to the OVERALL REQUIREMENTS
of the ltem, is evident. (A)

The APPROACH is well DEPLOYED, although DEPLOYMENT may vary in some areas
or work units. (D)

A fact-based, SYSTEMATIC evaluation and improvement PROCESS and some
organizational LEARNING, including INNOVATION, are in place for improving the
efficiency and EFFECTIVENESS of KEY PROCESSES. (L)

The APPROACH is ALIGNED with your organizational needs identified in response to
the Organizational Profile and other Process Items. (l)

An EFFECTIVE, SYSTEMATIC APPROACH, responsive to the MULTIPLE REQUIREMENTS
of the Iltem, is evident. (A)

The APPROACH is well DEPLOYED, with no significant gaps. (D)

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 ANALYSIS and sharing. (L)

The APPROACH is INTEGRATED with your organizational needs identified

in response to the Organizational Profile and other Process ltems. (I)

An EFFECTIVE, SYSTEMATIC APPROACH, fully responsive to the MULTIPLE
REQUIREMENTS of the Item, is evident. (A)

The APPROACH is fully DEPLOYED without significant weaknesses or gaps in any
areas or work units. (D)

Fact-based, SYSTEMATIC evaluation and improvement and organizational LEARNING
through INNOVATION are KEY organization wide tools; refinement and INNOVATION,
backed by ANALYSIS and sharing, are evident throughout the organization. (L)

The APPROACH is well INTEGRATED with your organizational needs identified in
response to the Organizational Profile and other Process Items. (I)
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SCORE RESULTS
0% or There are no organizational PERFORMANCE Results and/or poor RESULTS in areas
5% reported. (Le)

TREND data either are not reported or show mainly adverse TRENDS. (T)
Comparative information is not reported. (C)

Results are not reported for any areas of importance to the accomplishment of your
organization’s MISSION. No PERFORMANCE PROJECTIONS are reported. (1)

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

A few organizational PERFORMANCE RESULTS are reported, and early good
PERFORMANCE LEVELS are evident in a few areas. (Le)

Some TREND data are reported, with some adverse TRENDS evident. (T)

Little or no comparative information is reported. (C)

RESULTS are reported for a few areas of importance to the accomplishment of your
organization’s MISSION. Limited or no PERFORMANCE PROJECTIONS are reported. (I)

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

Good organizational PERFORMANCE LEVELS are reported for some areas of importance
to the ltem requirements. (Le)

Some Trend data are reported, and a majority of the Trends presented are beneficial. (T)
Early stages of obtaining comparative information are evident. (C)

Results are reported for many areas of importance to the accomplishment of your
organization’s Mission. Limited Performance projections are reported. (I)

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

Good organizational performance levels are reported for most areas of importance to

the Item requirements. (Le)

Beneficial TRENDS are evident in areas of importance to the accomplishment of your
organization’s MISSION. (T)

Some current PERFORMANCE LEVELS have been evaluated against relevant comparisons
and/or BENCHMARKS and show areas of good relative PERFORMANCE. (C)
Organizational PERFORMANCE RESULTS are reported for most KEY CUSTOMER, market,
and PROCESS requirements. PERFORMANCE PROJECTIONS for some high-priority
RESULTS are reported. (1)

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

Good to excellent organizational PERFORMANCE LEVELS are reported for most areas of
importance to the Item requirements. (Le)

Beneficial TRENDS have been sustained over time in most areas of importance to the
accomplishment of your organization’s MISSION. (T)

Many to most TRENDS and current PERFORMANCE LEVELS have been evaluated against
relevant comparisons and/or BENCHMARKS and show areas of leadership and very
good relative PERFORMANCE. (C)

Organizational PERFORMANCE RESULTS are reported for most KEY CUSTOMER, market,
PROCESS, and ACTION PLAN requirements, and they include some PROJECTIONS of your
future PERFORMANCE. (1)

90%, 95%,
or 100%

200

Excellent organizational PERFORMANCE LEVELS are reported for most areas of importance
to the Item requirements. (Le)

Beneficial TRENDS have been sustained over time in all areas of importance to the
accomplishment of your organization’s MISSION. (T)

Evidence of industry and BENCHMARK leadership is demonstrated in many areas. (C)
Organizational PERFORMANCE RESULTS fully address KEY CUSTOMER, market, PROCESS,
and ACTION PLAN requirements, and they include PROJECTIONS of your future
PERFORMANCE. (1)
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