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BACKGROUND

Who was Malcolm Baldrige?
Malcolm Baldrige was Secretary of Commerce from 1981 until his death in a rodeo accident in July 1987. Baldrige was a proponent of quality management as a key to this country’s prosperity and long‑term strength. In recognition of his contributions, Congress named the Award in his honor. 

What are the overarching purposes of the Baldrige National Quality Program? 
The Baldrige National Quality Program is a national education program based on the Baldrige Criteria for Performance Excellence. The Baldrige National Quality Program at the National Institute of Standards and Technology (NIST) is a customer-focused federal change agent that enhances the competitiveness, quality, and productivity of U.S. organizations for the benefit of all citizens. It develops and disseminates evaluation criteria and manages the Malcolm Baldrige National Quality Award. It also provides global leadership in promoting performance excellence and in the learning and sharing of successful performance practices, principles, and strategies.

What is the Malcolm Baldrige National Quality Award?
The Malcolm Baldrige National Quality Award is the highest level of national recognition for performance excellence that a U.S. organization can receive. Congress established the Award Program in 1987 to recognize U.S. companies for their achievements in quality and business performance and to raise awareness about the importance of quality and performance excellence as a competitive edge. Congress expanded eligibility for the Award to education and health care organizations in 1998. Nonprofit organizations, including government agencies, became eligible to apply for the Award in 2007.

To receive an Award, an organization must have a role-model organizational management system that ensures continuous improvement in the delivery of products and/or services, demonstrate efficient and effective operations, and provide a way of satisfying and responding to stakeholders. The Award is not given for specific products or services. There is no limit to the number of Awards that may be given annually in each of the categories—manufacturing, service, small business, education, health care, and nonprofit—up to a total of 18 Awards for first-time recipients.

What are the effects of the Baldrige National Quality Program?
The Malcolm Baldrige National Quality Award and the Award recipients constitute the visible centerpiece of the Baldrige National Quality Program. However, the Program’s legislation designates it as an outreach and education program designed to encourage performance excellence not only in applicants for the Award but also in a much broader base of organizations that do not apply for the Award. A report, Building on Baldrige: American Quality for the 21st Century by the private Council on Competitiveness, said, “More than any other program, the Baldrige Quality Award is responsible for making quality a national priority and disseminating best practices across the United States.” 

An October 2001 study of the economic impact of the Baldrige National Quality Program, prepared for NIST by Albert N. Link and John T. Scott, conservatively estimated the net private benefits associated with the Program to the economy as a whole at $24.65 billion. When compared to the social costs of the Program of $119 million, it is clear that BNQP is socially beneficial, with a benefit-to-cost ratio of 207-to-1.

NIST, part of the U.S. Department of Commerce, manages the Award in close cooperation with the private sector. 

Why was the Malcolm Baldrige National Quality Award established?
In the early and mid‑1980s, many industry and government leaders saw that a renewed emphasis on quality was no longer an option for American companies but rather a necessity for doing business in an ever-expanding and more-demanding competitive world market. The Award was established to promote the awareness of performance excellence as an increasingly important element in competitiveness and was envisioned as a standard of excellence that would help U.S. companies achieve world‑class quality. From the outset, Congress anticipated how applicable the Baldrige concepts would be for organizations beyond the business sector, and it since has expanded the Award to include the education, health care, and nonprofit sectors.

APPLYING FOR THE AWARD
We do not need an award to prove that weare a good organization, so why should we apply?
Many organizations believe that the application process itself is beneficial. Award applicants and recipients report that they gain a lot by going through the application process, including improved alignment of plans and processes, communication, and workforce morale. Every applicant receives an extensive feedback report highlighting strengths and opportunities for improvement, based on an independent assessment completed by recognized experts. Organizations committed to performance improvement have indicated that objective feedback, especially from external sources, is both valuable and essential to their success.

Feedback reports are often used by organizations as part of their strategic planning processes to focus on their customers and to improve results, as well as to help energize and guide their organizational improvement efforts. In addition, Award applicants and recipients have seen improved results after applying for the Malcolm Baldrige National Quality Award.

How much does it cost to apply for the Malcolm Baldrige National Quality Award?
There is currently a nonrefundable fee of $150 for eligibility filing. In addition, there is an application fee. (An additional processing fee of $1,250 is required for applications submitted on CD.) The table below shows application fees by sector:

	Category
	Manufacturing and Service
	Small Business
	Education
	Health Care and Nonprofit

	Type
	All
	All
	For-profit >500 Faculty/

Staff
	For-profit 500 or Fewer Faculty/Staff
	Nonprofit 

K-12
	Nonprofit

Higher 

Education
	>500 Staff
	500 or Fewer Staff

	2008 Fees
	$6,000
	$3,000
	$6,000
	$3,000
	$1,000
	$3,000
	$6,000
	$3,000


For the application fee, applicants receive at least 300 hours of expert review by business, education, health care, nonprofit, and quality specialists. 

Organizations receiving a site visit benefit from more than 1,000 hours of in-depth review. Site visit fees are paid only by applicants receiving site visits. The fee is dependent on a number of factors, including the number of sites to be visited, the number of Examiners assigned, and the duration of the visit. 

A site visit fee is paid by applicants who receive a site visit. The fee for small businesses, for-profit education organizations with 500 or fewer faculty/staff, health care organizations with 500 or fewer staff, and nonprofit organizations with 500 or fewer staff is one-half the rate required of applicants with more than 500 employees in the manufacturing, service, for-profit education, health care, and nonprofit sectors. In 2008, the site visit fee for nonprofit K-12 education organizations is $1,000. 

Every applicant receives an extensive feedback report highlighting strengths and opportunities for improvement. The application and review process has been called “the best, most cost-effective and comprehensive business health audit you can get.”

Since this is a federal government program, paid for with tax dollars, why are organizations charged a fee to apply?
The Baldrige National Quality Program is a government and industry partnership, with over 90 percent of the support, including in-kind contributions, provided by the private sector. The federal government’s contribution to this Program is about $8 million annually and is used by NIST to manage the Program. The application fees are charged to cover expenses associated with distribution and review of applications and development of feedback reports. 

In addition, the private Foundation for the Malcolm Baldrige National Quality Award has raised an endowment currently valued at approximately $20 million. This endowment funds many other Program expenses, including the printing of Program materials and the annual Presidential Award ceremony, and it provides a subsidy for the review of applicants with fewer than 500 employees and nonprofit K-12 education organizations.

How long does it take to apply for the Award?
The effort of applying for the Malcolm Baldrige National Quality Award, like the effort of conducting a self-assessment, will depend on a variety of factors, including how much of the necessary data and other information the applicant has on hand. First-time applicants report that it took them an average of 100 hours for their initial response, which included reviewing instructions and writing the application. 

How long will it take to do a self-assessment?
Like the effort of applying for the Malcolm Baldrige National Quality Award, the time required to prepare a self-assessment will depend on a variety of factors, including how much data are already assembled, the size or complexity of the organization, and the thoroughness of the assessment the organization chooses to conduct. A first self-assessment can frequently be accomplished in a one-day meeting. The amount of time it takes to prepare a fully written self-assessment and the time it takes to prepare an application for the Award are typically about the same. 

Do you need a consultant for the application process in order to win?
No. Many applicants have gone outside their organizations before applying for the Malcolm Baldrige National Quality Award to get objective assessments or to test their own self-assessments. Some have also hired consultants to help them prepare their Award applications, but doing so is certainly not a requirement and is not done by all applicants. Some have also been able to establish close relationships with prior Award recipients, who repeatedly say that the goal should not be to win, however gratifying that may be. Rather, all applicants are winners because they learn so much by applying. 

As Sister Mary Jean Ryan, FSM, President/CEO of SSM Health Care (2002 Health Care Award recipient), said:

I’ve always maintained that the reason to apply for Baldrige is that it’s the best way to get better faster. And having received Baldrige feedback for four years in a row, I can say without a doubt that it’s the best thing SSM Health Care has done to improve as an organization.
While I would value the feedback, why would I want to put in the work that is required for a site visit?
Organizations that participate in the process usually desire a site visit because scoring high enough

to be selected is a considerable accomplishment. A site visit does require the attention of many people in applicant organizations. However, applicants report that the benefits outweigh the costs. Organizations that score high enough to be selected for a site visit are delighted, because a site visit has an electrifying effect on the organization, increasing workforce morale and commitment to improvement. In addition, a site visit gives the applicant an opportunity to clarify what it wrote in the application, which ultimately makes for a better feedback report. Of course, an applicant can decline to host a site visit, even if it achieves that level in the evaluation process.

Is the resulting feedback you receive really worth the investment of time and money?
Yes, if the knowledge is used to improve. Organizations that are committed to performance improvement highly value objective feedback from a knowledgeable source. Many organizations 

that apply for the Award already do self-assessments. Such organizations are in the best position to get maximum value from a Baldrige assessment. However, some organizations that are just beginning their journeys might experience an increase in commitment because of feedback, and those just thinking about starting that journey might be challenged by their feedback to proceed. 

In a survey of Baldrige Award applicants in 2006, 79 percent of respondents rated the feedback report “very good” to “excellent” in helping their continuous improvement efforts, and 79 percent rated the report as “very good” to “excellent” relative to their investment.

Number of applications


What is the history on the number of Baldrige applications?  
In recent years, the number of applications for the Malcolm Baldrige National Quality Award has increased from 37 in 2001 to 84 in 2007. Nationally, applications to Baldrige-based award programs have increased dramatically. For example, state, regional, and local award programs had 243 applications in 2007, compared with 111 in 1991. The emergence of this de facto national system of award programs is fortunate, because the Baldrige National Quality Program by itself couldn’t possibly handle that number of applications. 

Another benefit of that system is that recipients of state and local program awards are also applying for the Malcolm Baldrige National Quality Award. For example, since 1996, 37 of the last 52 Baldrige Award recipients were also state award recipients.

How can an applicant win a state award and be turned down for the Malcolm Baldrige National Quality Award? Are state awards less stringent?
Many states offer different levels of recognition for their applicants—and may ask applicants to be responsive to only selected items in the Criteria, depending on the level of recognition for which the organization applies. The Malcolm Baldrige National Quality Award is given to organizations recognized as role models at the national level. As the population of potential role-model organizations increases, the level of performance required for world-class organizations may increase accordingly. While some state award recipients that apply for the Baldrige Award may not receive the Award, some do. Since 1996, 37 of the 52 Baldrige Award recipients were also state award recipients

Is the interest in the Malcolm Baldrige National Quality Award decreasing?  

All indicators point to growing interest. The Malcolm Baldrige National Quality Award Program expanded in 1998, when Congress approved the eligibility of education and health care applicants for the Award, and again in 2005 with the addition of the nonprofit sector. Criteria are distributed at the rate of more than 100,000 printed copies per year, and in 2007, the electronic versions of the Criteria were downloaded more than 1 million times on the Baldrige National Quality Program Web site. Requests for materials continue to be very strong; almost 60,000 people are on the Business/Nonprofit Criteria mailing list. 

The Malcolm Baldrige National Quality Award is only part, albeit the most visible part, of the Baldrige National Quality Program. The organizations that apply for the Award are a fraction of a very large number of organizations that use the Criteria for self-improvement and self-assessment.

Isn’t the whole quality effort dying? Is Baldrige just another fad that won’t be around in a year or two?   

During its 20 years, the Baldrige Criteria have accelerated in acceptance and importance. Demand for the Baldrige Criteria for Performance Excellence booklets remains high. More than 2 million copies have been distributed. The Criteria are also available electronically and have been incorporated into many books and articles. Another indicator of the Baldrige Criteria’s growing acceptance is the approval of eligibility categories for the education and health care sectors in 1999, as well as approval of the nonprofit category in 2005. The growth and success of Baldrige-based award programs at the state and local level, in the U.S. government, and in an increasing number of other countries, including Japan, show that the Baldrige Criteria are recognized as a proven diagnostic tool for assessing organizational performance.

While the history of management theory in the United States is littered with outmoded fads, most of these fads were tools that had a short shelf life. Such tools and their fads were needed in a time when overall management theory was static. By contrast, the Baldrige National Quality Program reflects a nonprescriptive and dynamic systems approach to performance excellence. It is a system of assessment (to be used by the organization itself or by Baldrige Examiners) that does not prescribe the tools an organization should use, leaving those decisions to the organization itself. While specific tools go in and out of fashion, the Baldrige Criteria, which define what constitutes performance excellence, remain and evolve.

AWARD RECIPIENTS

How many organizations have applied for and received the Malcolm Baldrige National Quality Award?
The Malcolm Baldrige National Quality Award has received 1,233 applications since the Program’s inception. Seventy-six organizations, from a wide variety of industries, have received the Award. Four organizations have received the Award twice: Solectron Corporation received the Award in 1991 and 1997; The Ritz-Carlton Hotel Company, L.L.C., received the Award in 1992 and 1999; Texas Nameplate Company, Inc., received the Award in 1998 and 2004; and Sunny Fresh Foods, Inc., received the Award in 1999 and 2005.

How many organizations have competed by category?
Number of Applications by Category, 1988-2007

	Year
	Manufacturing
	Service
	Small Business
	Education
	Health Care
	 Non-Profit
	TOTAL
	State, Regional, and Local Applications*

	1988
	45
	9
	12
	n/a
	n/a
	n/a
	66
	N/A

	1989
	23
	6
	11
	n/a
	n/a
	n/a
	40
	N/A

	1990
	45
	18
	34
	n/a
	n/a
	n/a
	97
	N/A

	1991
	38
	21
	47
	n/a
	n/a
	n/a
	106
	217

	1992
	31
	15
	44
	n/a
	n/a
	n/a
	90
	234

	1993
	32
	13
	31
	n/a
	n/a
	n/a
	76
	433

	1994
	23
	18
	30
	n/a
	n/a
	n/a
	71
	499

	1995
	18
	10
	19
	n/a
	n/a
	n/a
	47
	621

	1996
	13
	6
	10
	n/a
	n/a
	n/a
	29
	833

	1997 
	9
	7
	10
	n/a
	n/a
	n/a
	26
	1,000

	1998
	15
	5
	16
	n/a
	n/a
	n/a
	36
	830

	1999
	4
	11
	12
	16
	9
	n/a
	52
	1,015

	2000
	14
	5
	11
	11
	8
	n/a
	49
	862

	2001
	7
	4
	8
	10
	8
	n/a
	37
	609

	2002
	8
	3
	11
	10
	17
	n/a
	49
	395

	2003
	10
	8
	12
	19
	19
	n/a
	68
	437

	2004
	8
	5
	8
	17
	22
	n/a
	60
	481

	2005
	1
	6
	8
	16
	33
	n/a
	64
	635

	2006
	3
	4
	8
	16
	45
	10
	86
	          426

	2007
	2
	4
	7
	16
	42
	13
	84
	243

	TOTAL
	349
	178
	349
	131
	203
	23
	1,233
	9,770


*  Incomplete data, with a varying number of programs reporting each year.

Are Fortune 500 companies winning the Award?
Of the 76 Award recipients since 1988, four have been among the Fortune 500. These are Motorola (1988), Federal Express Corp. (1990), Eastman Chemical Co. (1993), and Solectron Corp. (1991, 1997). Several other Award recipients are subunits of Fortune 500 companies, including 3M, AT&T, Boeing, Caterpillar, Dana Corporation, Verizon Communications (formerly GTE), IBM, Marriott, Merrill Lynch, Motorola, Raytheon (formerly Texas Instruments), and Xerox. Many of these subunits are large companies in their own right. Cadillac, a division of General Motors, was an Award recipient in 1990.

Do Malcolm Baldrige National Quality Award recipients and applicants sustain their quality efforts? 

Baldrige Award recipients continue to strive for performance excellence. It is expected that recipients will continue their efforts, since they have embraced a system that requires commitment

to continuous improvement. Unlike ISO 9000, which registers a quality system, Baldrige evaluates whether an applicant has embedded a dynamic management system aimed at pursuing ongoing performance improvement with a goal of excellence in its organization. The Baldrige Criteria are dynamic, setting new challenges for both Award recipients and applicants. This is shown by the fact that Award recipients often say that their rate of improvement goes up markedly after they receive the Award. 

Which organizations have received the Award?
2007 – PRO-TEC Coating Co.; Mercy Health System; Sharp HealthCare; City of Coral Springs (Florida); U.S. Army Armament Research, Development and Engineering Center (ARDEC)

2006 – Premier Inc.; MESA Products, Inc.; and North Mississippi Medical Center

2005 – Sunny Fresh Foods, Inc.; DynMcDermott Petroleum Operations Co.; Park Place Lexus; Jenks Public Schools; Richland College; Bronson Methodist Hospital

2004 – The Bama Companies, Inc; Texas Nameplate Company, Inc.; Kenneth W. Monfort College of Business; Robert Wood Johnson University Hospital Hamilton

2003 – Medrad, Inc.; Boeing Aerospace Support; Caterpillar Financial Services (U.S.); Stoner, Inc.; Community Consolidated School District 15; Baptist Hospital, Inc.; Saint Luke’s Hospital of Kansas City
2002– Motorola Inc. Commercial, Government and Industrial Solutions Sector (CGISS); Branch-Smith Printing Division; SSM Health Care
2001 – Clarke American Checks, Inc.; Pal’s Sudden Service; Chugach School District; Pearl River School District; University of Wisconsin-Stout

2000 – Dana Corporation–Spicer Driveshaft Division; KARLEE Company, Inc; Los Alamos National Bank; Operations Management International, Inc.

1999 –
BI; The Ritz-Carlton Hotel Company, L.L.C.; STMicroelectronics, Inc.–Region Americas; Sunny Fresh Foods, Inc.

1998 –
Boeing Airlift and Tanker Programs; Solar Turbines Incorporated of Caterpillar, Inc.;


Texas Nameplate Company, Inc.

1997 –
3M Dental Products Division, Solectron Corp., Merrill Lynch Credit Corp., Xerox 


Business Services

1996 –
ADAC Laboratories; Dana Commercial Credit Corporation; Custom Research Inc.; 


Trident Precision Manufacturing, Inc. 

1995 –
Armstrong World Industries, Inc., Building Products Operations; Corning Incorporated Telecommunications Products Division 

1994 –
AT&T Consumer Communications Services; GTE Directors Corp. (now known as Verizon Information Services); Wainwright Industries, Inc. 

1993 –
Eastman Chemical Co.; Ames Rubber Corp. 

1992 –
AT&T Network Systems Group Transmission Systems Business Unit, 

Texas Instruments Inc. Defense Systems & Electronics Group, AT&T Universal Card Services, The Ritz‑Carlton Hotel Co., Granite Rock Co.

1991 –
Solectron Corp.; Zytec Corp.; Marlow Industries, Inc.

1990 –
Cadillac Motor Car Company; IBM Rochester; Federal Express Corp.; Wallace Co., Inc. 

1989 –
Milliken & Company, Xerox Corp. Business Products and Systems 

1988 –
Motorola Inc., Commercial Nuclear Fuel Division of Westinghouse Electric Corp., Globe Metallurgical Inc. 

Which states have had Award recipients?

Alaska


Chugach School District, 2001 (Anchorage)

California


ADAC Laboratories, 1996 (Milpitas)


Boeing Airlift and Tanker Programs, 1998 (Long Beach)


Granite Rock Company, 1992 (Watsonville)


Premier Inc., 2006 (San Diego)


Sharp HealthCare, 2007 (San Diego)


Solar Turbines Incorporated, 1998 (San Diego)


Solectron Corporation, 1991, 1997 (Milpitas)

Colorado

Kenneth W. Monfort College of Business, 2004 (Greeley)                                       Operations Management International, Inc., 2000 (Greenwood Village)

Florida


AT&T Universal Card Services, 1992 (Jacksonville) 


Baptist Hospital, Inc., 2003 (Pensacola)


City of Coral Springs, 2007 (Coral Springs)


Merrill Lynch Credit Corporation, 1997 (Jacksonville)

Georgia


The Ritz-Carlton Hotel Company, L.L.C., 1999, 1992 (Atlanta)

Illinois


Community Consolidated School District 15, 2003 (Palatine)

Motorola Inc., 1988 (Schaumburg)

Motorola Inc., Commercial, Government, and Industrial Solutions Sector (CGISS), 2002
(Schaumburg)

Louisiana


DynMcDermott Petroleum Operations Co., 2005 (New Orleans)

Massachusetts

AT&T Network Systems Group, Transmission Systems Business Unit, 1992 
    
(North Andover) 

Michigan


Bronson Methodist Hospital, 2005 (Kalamazoo)


Cadillac Motor Car Company, 1990 (Warren)

Minnesota


3M Dental Products Division, 1997 (St. Paul)


BI, 1999 (Minneapolis)


Custom Research Inc., 1996 (Minneapolis)


IBM Rochester, 1990 (Rochester)


Sunny Fresh Foods, Inc., 1999, 2005 (Monticello)


Zytec Corporation, 1991 (Eden Prairie)

Mississippi


North Mississippi Medical Center, 2006 (Tupelo)
Missouri


Boeing Aerospace Support, 2003 (Berkeley)


Saint Luke’s Hospital of Kansas City, 2003 (Kansas City)


SSM Health Care, 2002 (St. Louis)


Wainwright Industries, Inc., 1994 (St. Peters)

New Jersey


Ames Rubber Corporation, 1993 (Hamburg)


AT&T Consumer Communications Services, 1994 (Basking Ridge)


Robert Wood Johnson University Hospital Hamilton, 2004 (Hamilton)

U.S. Army Armament Research, Development and Engineering Center (ARDEC), 2007 (Picatinny)

New Mexico


Los Alamos National Bank, 2000 (Los Alamos)

New York

Corning Incorporated, Telecommunications Products Division, 1995 (Corning)


Pearl River School District, 2001 (Pearl River)


Trident Precision Manufacturing, Inc., 1996 (Webster)


Xerox Business Services, 1997 (Rochester)


Xerox Corporation Business Products and Systems, 1989 (Rochester)

Ohio


Dana Commercial Credit Corporation, 1996 (Maumee)


Dana Corporation—Spicer Driveshaft Division, 2000 (Holland)


Globe Metallurgical Inc., 1988 (Beverly)


PRO-TEC Coating Co., 2007 (Leipsic)

Oklahoma


The Bama Companies, Inc., 2004 (Tulsa)


Jenks Public Schools, 2005 (Jenks)



MESA Products, Inc., 2006 (Tulsa)

Pennsylvania


Armstrong World Industries, Inc., Building Products Operations, 1995 (Lancaster)


Medrad, Inc., 2003 (Indianola)


       Stoner, Inc., 2003 (Quarryville)


Westinghouse Electric Corp. Commercial Nuclear Fuel Division, 1988 (Monroeville)

South Carolina


Milliken & Company, 1989 (Spartanburg)

Tennessee


Caterpillar Financial Services (U.S.), 2003 (Nashville)


Eastman Chemical Company, 1993 (Kingsport)


Federal Express Corporation, 1990 (Memphis)


Pal’s Sudden Service, 2001 (Kingsport)

Texas


Branch-Smith Printing Division, 2002 (Fort Worth)


Clarke American Checks, Inc., 2001 (San Antonio)


KARLEE Company, Inc., 2000 (Garland)

Marlow Industries, Inc., 1991 (Dallas) 


Park Place Lexus, 2005 (Dallas)


Richland College, 2005 (Dallas)


STMicroelectronics, Inc.—Region Americas, 1999 (Carrollton)


Texas Instruments Incorporated Defense Systems and Electronics Group, 1992 (Dallas)


Texas Nameplate Company, Inc., 1998, 2004 (Dallas)     


GTE Directories Corp. (now known as Verizon Information Services), 1994 (Dallas/Fort     

Worth Airport)

Wallace Company, Inc. 1990 (Houston)

Wisconsin


Mercy Health System, 2007 (Janesville)

       University of Wisconsin–Stout, 2002 (Menomonie)
What happens when you receive the Award?
Are Award recipients required to share trade secrets?
Award recipients are not required to share proprietary information, even if such information was part of their Award application. Award recipients are required to share nonproprietary information about their successful performance and quality strategies with other U.S. organizations. The principal, and only required, mechanism for Award recipients to share information is The Quest for Excellence® Conference. Many Award recipients also participate in the annual Baldrige Regional Conferences.

The cost of sharing information often is outweighed by the benefits received. Here is what Joel Marvil, former Chairman and CEO of Ames Rubber Corporation (1993 Award recipient) had to say: 

What we have gained from winning the Baldrige Award—improved results, new customers, benchmarking partners, recognition, learning from other world class companies, and internal motivation—outweighs any “sharing costs” that we have incurred. Sharing the Baldrige story is manageable—and, more importantly, it is mutually beneficial and the best possible way to make a contribution to your country’s competitive success.
The Baldrige National Quality Program assists in information sharing by providing profiles of Award recipients on its Web site. Award recipients also have the option of having a link to their own quality Web pages from the Baldrige National Quality Program Web site.

Do advertising and publicity diminish the image and prestige of the Malcolm Baldrige National Quality Award?
Promoting public and business awareness of performance excellence is one of the primary goals of the Baldrige National Quality Program, and advertising is one way to meet this goal. The law establishing the Award states that a recipient may publicize its receipt of the Award and use the Award in its advertising. Guidelines help organizations ensure that their advertising is appropriate in representing their Baldrige Award recognition. 

Is the Award selection political?
Politics do not enter into the selection of Malcolm Baldrige National Quality Award recipients. The Baldrige National Quality Program seeks to provide the fairest, most competent evaluation of each application. Furthermore, strict conflict-of-interest and confidentiality regulations guide the application review process.

Independent Review: All Award applications are reviewed and scored independently by the same five or six members of the Board of Examiners. Examiners are never assigned to review an application from an applicant with which they have a conflict of interest or which they have reviewed in a previous year. At the conclusion of this review, the Consensus Review process begins. All Award applicants receive a Consensus Review.

Consensus Review: The application is further reviewed and scored jointly by the same five or six members of the Board of Examiners, led by a Senior Examiner. Applicants remain anonymous to the Panel of Judges until they have selected which applicants will progress to the site visit stage.

Site Visit Review: A team of six to eight members of the Board of Examiners, led by a Senior Examiner, conducts the site visit, at which time the information in the application is verified and clarified. Site visits consist primarily of a review of pertinent records and data and interviews with executives and employees. A report by the Site Visit Team is submitted to the Panel of Judges. 

Judges’ Final Review: The Panel of Judges conducts final reviews and presents Award recommendations for the approval of the Director of NIST and the Secretary of Commerce. 
Conflicts of interest are strictly avoided during the judging process, and Judges with conflicts of interest concerning an applicant are excluded from any and all discussion of that applicant and from voting on the applicant.

Results/Impacts
How have the Malcolm Baldrige National Quality Award recipients performed financially compared to their competitors?  

Specific results data on competitive comparisons are not collected. Market share, however, is one indicator of success in the competitive market, and Baldrige Award recipients report rising market share. Clarke American Checks, for instance, increased its market share by 50 percent since 1996. Customer loyalty, retention, and satisfaction are other indicators of success. The Ritz-Carlton Hotel Company, L.L.C. (a two-time Award recipient), notes that 75 percent of its customers would not use a competitor, regardless of the offer. Pal’s Sudden Service, a 2001 recipient, reported a customer satisfaction rating for quality of 95.8 percent, which is more than 10 percentage points better than the rating of its best competitor.

Is it true that Malcolm Baldrige National Quality Award recipients have become more profitable since winning?
Award recipients report that they gain a lot both from the application process and from receiving the Award. Many Award recipients gained new customers after receiving the Award—customers they believe they would not have gained were it not for the Award. They also gain a lot more than additional business—they see improved results, gain benchmarking partners, receive nationwide and worldwide recognition, promote individual and organizational learning, and increase internal motivation. Receiving the Award, however, is not a guarantee of increased profitability, which is based on many factors.

How does the Malcolm Baldrige National Quality Award affect financial results/shareholder value?  
The Baldrige National Quality Program does not maintain information on the financial results of individual organizations. However, several financial results from Award recipients are provided in their application summaries, available on our Web site at www.baldrige.nist.gov. 

What is the typical payback on the Baldrige investment?  

There is nothing typical about the benefits of an investment in the Baldrige process. The process pays off in many different ways. Organizations that have received the Award have seen: 

· moves toward globalization

· decreased time to market

· an increase in new product sales as a percentage of total annual sales

· increased workforce involvement, empowerment, and productivity

· greater customer satisfaction

· increased return on assets and return on equity

· increased market share

· greater opportunities for research and development

· increased revenue

· decreased cycle time

· cost reductions

· improved product reliability

However, an organization does not have to receive the Award to see these benefits; all applicants are winners through improved business processes and results.

Award recipients out of business?

Is it true that many of the Baldrige Award recipients have gone out of business?
No, that is not true; in fact, the Award recipients generally have had very good results. There have been financial and nonmarket indicators of success, including exceptional results in such areas as workforce satisfaction, customer satisfaction, market share, and cycle time reduction.

It is important to note that several Award recipients have changed senior leadership and management systems since becoming Award recipients and, for various reasons, have not fared as well as they did previously.

Have any of the Malcolm Baldrige National Quality Award recipients gone out of business?
The Wallace Company, Inc., a 1990 Award recipient in the small business category, filed for bankruptcy after it became an Award recipient, and it was then acquired. The financial difficulties were a direct result of a recessionary economy and a highly price-sensitive market.

Armstrong World Industries, Inc., whose Building Products Operations was a 1995 Award recipient in the manufacturing category, filed for Chapter 11 in December 2000 to enable the company to continue its full service to customers and its employee pay and benefit programs while resolving asbestos liability issues.

Overall, Award recipients are role-model organizations. However, there is no performance excellence guarantee that an organization’s financial condition will continue to be outstanding or will not be affected by market developments or other factors.

How could an organization receive the Malcolm Baldrige National Quality Award and then go out of business?
No one can predict the future, and no criteria, not even the Baldrige Criteria, can examine for it. Sudden shifts in business conditions beyond the control of a company are possible. An organization may fail for many reasons, including macro-changes in the market structure (e.g., shrinking demand, too many competitors), pricing of key commodities, legal difficulties/lawsuits, financing, or wrong or ill-timed decisions by the organization (e.g., going public/not going public, over- or under-expansion, over- or under-diversification, acquisitions, mergers, or divestitures).

Excellent organizations with good products, processes, workforce, marketing, and management—organizations like Baldrige Award recipients—should be more likely to withstand many such changes than are others. Excellent organizations have a systematic strategic planning process and are more likely to notice coming changes. They are flexible, have a dedicated workforce, are constantly improving processes, have customer loyalty, and are, therefore, better able to adjust with market shifts than are other organizations. They also tend to have their research and development integrated into their manufacturing, marketing, and strategic planning, and, consequently, they are less likely to be blindsided by technology shifts. 

BOARD OF EXAMINERS

How are Examiners selected?
Examiners are selected by NIST’s Baldrige National Quality Program, with advice from the Malcolm Baldrige National Quality Award Panel of Judges, through a competitive application process. Each fall, applications are solicited from individuals in manufacturing, service, small business, health care, and education organizations, as well as from government agencies, professional and trade organizations, and nonprofit groups to serve as Examiners for the following year.

Applications for the Board of Examiners are evaluated on the basis of individuals’ (1) expertise in the seven Criteria Categories; (2) in-depth experience in several industrial or service sectors; (3) expertise in an area of high need for the Program, such as small business operations, senior management, hospitality or service, health care, education, charitable nonprofit, and financial results; and (4) skills that have been proven to be useful for an Examiner. Board members are selected on the basis of their personal qualifications and are not considered representatives of their employers or of any other organization. Efforts are made to ensure broad representation on the board and to minimize disproportionate involvement of one industry, sector, or organization.

Each year approximately one-third of the Examiners are new in order to provide opportunities for participation by a growing number of people.

Additional information about the Examiner selection process can be found in the current year’s Examiner Application on the Baldrige National Quality Program Web site.

What are the benefits of serving as an Examiner, and does the Examiner get paid?
Service on the Board of Examiners offers individuals the opportunity to

· strengthen their ability to use the Criteria for Performance Excellence within their own organizations

· network with peers and enhance personal growth

· gain experience in organizational assessment by reviewing applications from organizations across the United States, participating (if assigned) in Site Visit Reviews, and writing feedback reports to applicants (if assigned)

· be recognized for service by the Secretary of Commerce and the Director of NIST

· attend the annual presentation of the Malcolm Baldrige National Quality Award by the President of the United States

Examiners receive valuable training and experience in understanding and applying the Criteria to a variety of organizations. They develop analytical and consensus-building skills and a systems perspective that can be applied within their own organizations.

Members of the Board of Examiners are not compensated for their time; they serve on a voluntary basis. Examiners may request reimbursement for travel and associated administrative expenses (for training and phases of the evaluation process) if their activities are not supported by their employers.

What is required of Examiners? How many hours?
Examiners contribute significant time to the Baldrige National Quality Program—ten or more days per year, including a required three-to-four day Examiner preparation course, and an Independent and Consensus review of an Award applicant. (In preparation for attendance at training, individuals selected to be Examiners are expected to complete some online training, as well as an evaluation of a case study, which takes approximately 50 hours.) The actual number of days required of Examiners depends on the number of applications to be reviewed and on whether the Examiner participates in a Site Visit Review. Travel is necessary for training and Site Visit Review.

Independent review of an application is carried out at the Examiner’s work location or home. To complete the evaluation of an applicant, an Examiner can expect to spend approximately 35 hours. Examiners participating in the Consensus Review process can expect to spend approximately 30 hours completing their assignments prior to the consensus conference call, 6 to 8 hours on planning and consensus conference calls, and 1 to 2 hours after the call. When participating on site visits, approximately 1 to 2 days of individual preparation work and 6 to 7 days on site at the applicant’s location(s) are required.

In addition to their required application review responsibilities, Examiners contribute their time to outreach and information-transfer activities, such as giving presentations, participating on panels, and writing articles. Many of these activities involve the professional, trade, community, and state organizations to which Examiners belong.

USING THE CRITERIA

Why are the Baldrige Criteria good for running my organization? You cannot know the complexities of my work.
No one can tell you how to run your organization. The value in applying the Criteria is in using a validated framework to assess your organization’s performance. The Criteria-based assessment is tailored to your organization and its success, driven by your organization’s profile, your strategic and action plans, and your customer focus. 

Studies by NIST, universities, business organizations, and the U.S. General Accounting Office have found that the benefits to organizations using performance excellence approaches, such as the Baldrige Criteria, include increased productivity, improved profitability and competitiveness, and satisfied employees and customers. Award recipients have found that by applying the Baldrige Criteria they created a culture for change and excellence within their organizations that ultimately improved workforce morale, increased growth, and institutionalized a process for continuous learning and improvement.

Doesn’t this quality and performance stuff just apply to manufacturing? We are in the service business, so how does it apply to us?  How does it apply to educators or health care providers?
The Categories of the Criteria for Performance Excellence apply equally well to all business, service and nonprofit sectors. The success of service organizations is no less dependent on effective leadership, strategic planning, customer satisfaction, and business results, for example, than is the success of manufacturing organizations. Certainly a customer and market focus is also key to the success of a service organization. Successful service organizations also depend on well-developed and well-managed processes that are measured and improved based on data and information collected on a regular basis. Process management is particularly challenging in a service environment, since it frequently must incorporate customer preferences, leading to process flexibility. Finally, the close interaction with customers in the service sector means that particular attention needs to be focused on customer contact aspects in employee selection and training.

Some of the names of the Criteria Categories have been adapted for the education and health care sectors—for example, Education Criteria Category 3, Student, Stakeholder, and Market Focus, and Health Care Criteria Category 3, Focus on Patients, Other Customers, and Markets. Each year emerging trends in both education and health care are included in the Criteria. The Baldrige Program challenges all organizations to innovate and improve their organizations. One way BNQP encourages this innovation is through the showcasing of Award recipients and their best practices. Several education and health care Award recipients generously share their Baldrige journey.

How do you use Baldrige in a small organization—is it relevant to helping a small business?
Because Baldrige is a nonprescriptive framework for organizational excellence, it is applicable to small businesses or organizations. The Criteria allow organizations to be responsive in ways that are appropriate for their size and resources. The Criteria can help small organizations by encouraging a disciplined set of processes (though documentation may be less formal) that help small organizations plan and react to a complete set of situations that can affect their success. An applicant is judged against its own goals/objectives. 

Are there special Criteria for nonprofit organizations?
There is not a special set of Criteria created for nonprofit organizations; instead, notes have been added to the Criteria for Performance Excellence (often referred to as the “Business/Nonprofit Criteria”) that contain specific guidance and examples for nonprofit organizations. These specific, nonprofit notes can be found at the end of Items in italics.

Nonprofit organizations in the education and health care sectors will likely continue to use the Education Criteria for Performance Excellence or Health Care Criteria for Performance Excellence, respectively, as the education and health care sectors have always included appropriate nonprofit organizations in these sectors.

Linkages

I don’t understand what you mean when you talk about linkages between the Categories and processes; can you explain linkages? How can I ensure that the Category Items are properly linked?
The Criteria Categories are the components of a performance management system. The linkages refer to the relationship among the Categories for your organization. The individual components are essential, but how they relate to one another—how they link—defines the success of the organization and its overall management system. Some examples of linkages might be

· the connections between the Results Items and the corresponding Process Items

· the need for data from the Measurement, Analysis, and Knowledge Management Category in the strategic planning process

· the relationship between the leadership system and the strategic planning process

· the connection between workforce planning and strategic planning

Learning to define the appropriate linkages for your organization and ensuring that these linkages are in place come from assessing your own organization’s key business/organization factors against the Criteria. This process will move your organization toward solidifying the linkages. As you respond to the Criteria requirements, you will begin to identify gaps—first within the Categories and then among them. As you continue along the journey, you will learn more and more about your organization and begin to define the best ways your organization can close these gaps. An external perspective, obtained through the application process for the Baldrige Award, will provide an even better opportunity to identify gaps—and the linkages will continue to develop and become clearer.

SENIOR LEADERSHIP INVOLVEMENT

How can I encourage senior leadership involvement and persuade/convince upper management to use the Criteria and the Baldrige process?

No matter the type of organization in which you work, the best way for senior leaders to learn about the benefits of the Baldrige process is by introducing them to organizations that have adopted the Criteria and to the benefits those organizations have realized from the process. Benefits are derived both from self-assessment and from the application process. 

You can also provide copies of the Why Apply? brochure to your management team. This brochure addresses some of the many benefits of submitting an application. Another idea might be to try to set up a peer meeting with your executive team and the top leaders from one of the Award recipients. The annual Quest for Excellence® Conference is also an excellent opportunity for your senior management to learn about the benefits of using the Criteria and going through the application process.

If your organization is a subunit of a larger organization, consider having one unit apply for the Baldrige Award. The benefits gained by that subunit could then be realized throughout the rest of the organization. 

Another option is to start the process at the state level. Many state programs have tiered application systems and/or tiered recognition systems. This may allow for a “stepping stone” or a “walk-before-you-run” approach. The investment of time and energy could be more gradual, with some states allowing applicants to respond only at the Item or Category level.

The most important message to get across is that the Baldrige process is not something extra—it is a systems approach to managing your organization.

HEALTH CARE AND EDUCATION

How does Baldrige compare to accreditation organizations (e.g., the Joint Commission [formerly JCAHO, the Joint Commission on Accreditation of Healthcare Organizations]) National Committee for Quality Assurance, North Central Association of Colleges and Schools); what is the value of Baldrige for a health care or education audience?
Baldrige is focused on performance excellence and setting stretch standards. Accreditation is focused on setting the base standards that all organizations must meet to be considered acceptable providers of health care or education services. All organizations must be accredited; only role-model organizations will achieve Baldrige recognition. Nevertheless, a Baldrige self-assessment will help all organizations proceed beyond accreditation to setting excellence goals. Incidentally, some accreditation organizations (e.g., the Joint Commission and North Central Association Commission on Accreditation and School Improvement) are incorporating elements of the Baldrige Criteria into their assessments.

Why should education or health care be different from service industries?
Results from the 1995 Baldrige Pilot Program indicated that education and health care organizations are very similar to other service organizations. In fact, for-profit health care and education organizations were eligible to apply for the Award in the service category before 1999 and continue to be eligible in the service category. The purpose of separate Criteria is to facilitate understanding of the Baldrige framework in a health care or education setting. The Criteria are neither less rigorous nor more challenging, but the language has been adapted to ease organizations’ introduction into the two Award-eligibility categories.

	How many education and health care Award recipients are there?


There have been seven education and eight health care recipients. The first three education Awards were made in 2001 to Pearl River School District, Chugach School District, and University of Wisconsin-Stout. Community Consolidated School District 15 was selected as an Award recipient in 2003, and in 2004 Kenneth W. Monfort College of Business was named an Award recipient. In 2005, Jenks Public Schools and Richland College received Awards in the education category. In 2002, SSM Health Care received the first Award in the health care category. Baptist Hospital, Inc., and Saint Luke’s Hospital of Kansas City received the Baldrige Award in 2003, and in 2004 Robert Wood Johnson University Hospital Hamilton was named an Award recipient. In 2005, Bronson Methodist Hospital received the Award in the health care category, and in 2006, North Mississippi Medical Center received the Award. Two additional health care organizations received the Award in 2007—Mercy Health System and Sharp HealthCare.

THE MALCOLM BALDRIGE NATIONAL QUALITY AWARD AND ISO 9000

Is Baldrige the same as ISO 9000?
The purpose, content, and focus of the Baldrige Criteria and ISO 9000 registration are very different. The Baldrige Criteria provide an integrated, results-oriented framework for designing, implementing, and assessing all operations of an organization. In addition, the Baldrige Criteria include a strong customer, workforce, and future focus. The ISO 9000 series are standards used in implementing a compliance and improvement system and assessing conformity in organization-selected operations. Their central purpose is to provide a common basis for an independent supplier qualification system. Overall, ISO registration covers less than 10 percent of the requirements in the Baldrige Criteria.

The final version of the revised ISO 9001:2000 standards was issued in early 2001. ISO 9001: 2001 brings the standards closer to Baldrige-like Criteria. In this iteration, ISO 9001:2000 places greater emphasis on customers and continuous improvement. While ISO has expanded its perspective with this current revision, it still focuses on system defects and lacks a focus on business results and strategy. The Baldrige National Quality Program has an issue sheet entitled Baldrige, Six Sigma, and ISO: Understanding Your Options that provides insight into these three performance improvement tools. It explains the differences among the three systems and discusses how they can be used individually or in combination to meet organizational needs.

Why should we participate in the Baldrige National Quality Program when we have to do 
ISO 9000 certification and QS 9000?
In today’s competitive marketplace, ISO 9000 registration is increasingly becoming a requirement for doing business in many industries and for doing business with organizations in Europe in particular—but to remain competitive, organizations need to go beyond ISO 9000. The Baldrige Criteria provide an integrated, results-oriented framework for designing, implementing, and assessing the management of all operations. The Criteria focus on competitiveness—specifically the delivery of ever-improving value to customers, the improvement of overall organizational effectiveness and capabilities, and organizational and personal learning. The Criteria also place heavy emphasis on business results in areas such as customer satisfaction and customer-perceived value; product and service performance; financial and marketplace performance; workforce capability, capacity, and climate, satisfaction, engagement, development, and operational effectiveness.

QS 9000 incorporates elements of ISO 9000 and the major auto manufacturers’ quality system requirements. Unlike the Baldrige Criteria for Performance Excellence, it is not a complete performance management system.

MISCELLANEOUS
Is the Malcolm Baldrige National Quality Award a U.S. version of Japan’s Deming Prize?
While both awards focus on quality and quality improvement, the Baldrige Award focuses on an organization’s overall competitiveness. The Baldrige Award also 

· focuses more on results and service 

· relies on the involvement and insight of professionals representing many different professions, sectors, and groups

· focuses on strategy for the future

· includes a strong focus on customers and the workforce

· stresses the importance of sharing information

An award that more closely resembles the Baldrige Award is the Japan Quality Award. 

Why was NIST selected by Congress to manage the Malcolm Baldrige National Quality Award, and what is the role of the American Society for Quality (ASQ)?
NIST is a nonregulatory federal agency of the Department of Commerce. Its primary mission is to develop and promote measurement, standards, and technology to enhance productivity, facilitate trade, and improve the quality of life. NIST was selected by Congress to design and manage the Award Program because of its role in helping U.S. companies compete, its world‑renowned expertise in quality control and assurance, and its reputation as an impartial third party. 

The American Society for Quality (ASQ) assists NIST, under contract, with logistics of the application review process, preparation of Award documents, publicity, and outreach activities. ASQ is a professional, nonprofit association serving more than 100,000 members in the United States and around the world. 

For more information, contact

Baldrige National Quality Program

National Institute of Standards and Technology

Administration Building, Room A600

100 Bureau Drive, Stop 1020

Gaithersburg, MD 20899-1020

Phone: (301) 975-2036

Fax: (301) 948-3716

E-mail: nqp@nist.gov

Web site: www.baldrige.nist.gov
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