
The Seven Most Frequently Asked Questions about the 2009–2010 Criteria

In a teleconference with representatives of Baldrige-based state and local programs (July 2, 2009), Baldrige Program Director Harry Hertz answered the 2009 Board of Examiners’ seven most frequently asked questions about the 2009–2010 Criteria for Performance Excellence. 
Question 1: What Is the Difference between Performance Projections and Goals? Why Do the Results Scoring Guidelines Include Projections But Not Goals? Why Are Projections Expected for All Measures in All Scoring Ranges? Why Are Projections Not Mentioned in the Results Criteria? 

Question 2: Why Aren’t Results Items Aligned with Process Items?
Question 3: Without Comparisons, How Can Examiners Interpret Levels?
Question 4: How Do Applicants Assess Key Themes in the Feedback Report?
Question 5: How Do Examiners Evaluate Applicants That Are Part of a Larger System? 
Question 6: Why Don’t the Criteria Ask Applicants to Describe Their Work System(s)?
Question 7: What Is the Difference between Work Systems and Work Processes?
_________________________________________________________________________________

Mike Langridge: I think we're about ready to go ahead and turn it over to Harry. 
Harry Hertz: Well good afternoon everybody and thank you for joining us this afternoon. And let me start by thanking Jennifer Sprecher, I don't know if Jennifer is on the line or not, but thank her for the idea for this call. It actually came out of--I can't remember anymore either--a conversation or an e-mail dialog. I think it was actually a conversation following an e-mail dialog that we had before examiner training at which she suggested that it might be interesting after the training is over to look at all the parking lot questions that come up during examiner training that are handled at the end of each week of training and see if there are any common themes. And then offer an opportunity to the state programs to address those themes on a call because you might well be getting the same questions from your examiners then when you do training throughout the year. 
What I have done is I've looked through all the questions we got and found seven that really seemed to have come up repeatedly or, you know, with some frequency throughout the four weeks of examiner training, and what I will do is I will actually start with the number one question, and I will end seventh with the number two question only because the number two question deals with the diagram that we sent everybody, and I want to give people a chance to request a diagram if they didn't get it by email earlier today. And that diagram is a modification based on the dialog we had during training of one of the slides that I used during examiner training. So it might look somewhat familiar to some of you who attended examiner training, but it is also slightly different. What I will do is I will pause at the end of each of the seven questions after giving a first answer to it and see if it triggers any further questions on any of your parts, and then I'll move on to the next question. 
Question 1: What Is the Difference between Performance Projections and Goals?
So by far the most asked question during training this year dealt with clarification of performance projections versus goals and various issues surrounding that, and I will try to cover several of them. Let me start maybe with a simple differentiation between performance projections and goals. And I see performance projections, as they are used in the Criteria, performance projections are expected results, and I would contrast that with goals, which are hoped for results. Now it could be that in some instances the goals and projections are the same, and that's fine if your expected performance is achievement of your hoped for performance or your goal, that's great. But really the two serve different purposes from the start. Projected performance should be based on your trends and seeing where those trends would take you and if the projected performance for the future doesn't fall essentially on that trend line, but falls significantly above the trend line, there should be something in your strategy that is allowing discontinuous improvement so that your projected performance can be achieved. And the whole idea behind performance projections is to get organizations on some of their team efforts to think about where their current processes will take them and where they need to go in order to sustain the organization. That's the basic concept behind performance projections. Goals, on the other hand, or your hoped-for performance, can be arrived at through anything from, you know, wishful thinking through a recognition that if you are not at level X, you will not achieve your vision of being best in your industry, or you will not achieve your vision of top 10 percent performance, whatever, or not get to where you would like to see your organization, for one reason or another, be in X number of years. So one is wished for, the other is expected, and obviously in many organizations it's the gap between expected and goal that leads to some of the dynamics in the organizations and that might lead to rethinking a strategy or rethinking what's important in the organization. And that's really what performance expectations versus goals are intended to do. 
Why Do the Results Scoring Guidelines Include Projections But Not Goals? 
So with that, some of the subsidiary questions that came up relative to goals and performance projections were questions of why, in the Results Scoring Guidelines, we include performance projections but not goals as a dimension for evaluating results. And the reason for that is, first of all, when we include performance projections, we're not evaluating the goodness of those projections, we're evaluating the likelihood of (A) the fact that you have projected performance, which I think is important for key metrics, and (B) the likelihood that you will be able to achieve that projected performance because either it is in line with your trend, or if not, that you have explicitly stated something in your application strategically that will allow you to make discontinuous improvement. We do not, on the other hand, evaluate relative to goals in your Results Items because we don't know the basis by which an organization sets its goals. There are some organizations that always set stretch goals knowing that they are not likely to achieve them, but the culture of the organization is constantly to stretch them. There are other organizations that set their goals in a way that they are always, or almost always achievable, because the culture is one of, you know, gaining engagement and satisfaction through the achievement of goals. So it's really hard to make a meaningful assessment against goals as a Results dimension, and that’s why we don’t do it. On the other hand, we do assess against goal setting, and in the strategic planning category, we ask for goals on key strategic objectives and assess against whether or not organizations are setting goals. But we don’t assess the goodness or badness of those goals in the Results Items but rather the projections and whether or not they're likely to achieve projections, which are their expected results, in order to be sustainable. 
Why Are Projections Not Mentioned in the Results Criteria? 
Another question related to that was, "Why are projections not specifically mentioned in the Criteria if they're important?" And the reason for that is the really true dimensions of assessing performance are the Criteria and the Scoring Guidelines. The Criteria are essentially a set of must-haves. The Scoring Guidelines are a set of maturity levels, and you assess the must-haves against the maturity levels. And performance projections, like everything else, in the Results Scoring Guidelines, are measured through maturity. If you wrote them into the Criteria themselves, they would be must-haves at every level of maturity. That's why we put them in the Results Scoring Guidelines, and that’s why we tell organizations in the guidelines for responding to the Criteria, that you really need to look at the Criteria and the Scoring Guidelines because together they form the system by which you can assess your own performance and look at your levels of achievement. 
Why Are Projections Expected for All Measures in All Scoring Ranges? 
The last question I'll address under this sort of topic one was a question that came up several times also which was, "Why are projections expected for all measures in all scoring ranges?" And the answer to that clearly is, "They're not." Performance projections don't really carry any significance until you get to the 50 to 65 percent scoring range and then we're only beginning to look for their presence in areas of importance and really tying with the key metrics is a sign of maturity and doesn't really occur until you hit the 70 percent scoring range. The other key thing about performance projections is to remind people that performance projections, although for some reason because they're new they've taken on a lot of importance in examiners’ minds, performance projections are just one element of one dimension of the four dimensions of the Results Scoring Guidelines. And the Results Scoring Guidelines are LeTCI --levels, trends, comparison, and integration, and projection is just one element of the integration dimension. So even at the higher scoring ranges, we need to remind examiners to put them in the context of being one element of one of four dimensions. So that sort of summarizes some of the issues around performance projections and goals that came up repeatedly, and I will pause and see if there are any further questions on those concepts. 
Question 2: Why Aren’t Results Items Aligned with Process Items?
 Harry Hertz: Okay, either I've clarified or confused everyone, and I'll assume for now that it's clarified. And I'll move on to topic number two, and as I said, the two biggies are the first and the last, and the last refers to the diagram, so I'll leave that to make sure everybody has it. The second one that came up several times is, "Why don’t we align Results Items with Process Items?" In other words, why doesn't 7.1 align with Category 1, 7.2 with Category 2, and so on? And I think there's several reasons for that maybe the first of which is the most important, and that's that we've really put in 7.1, 7.2, and 7.3, what I'll call the big three, from the perspective of, you know, criticality of results to a senior leader of an organization. And that is their product or service outcomes in 7.1 or, you know, looking to health care and education, their health care outcomes, and their student learning outcomes. I mean those have got to be top of mind for whatever sector you're in and therefore, intentionally made it 7.1. 7.2 then deals with the satisfaction of your customers and the engagement of your customers and the results in measuring those because, obviously, without customers, you're not going to sustain the organization. And then 7.3, your financials and whether you're a for-profit business that has to show profitability or a nonprofit that has to function and live within budget and be responsive to budget parameters, that's a critical dimension for any organization. So that's one reason for the alignment of the Results Items. And the second, and maybe more tactical reason, is that it's almost impossible to come up with Results that would align clearly with the six Process categories. For example, what would your Results Item be for Category 4? You know, all the results relate to Category 4, which deals with your measurement system. So it would be hard to identify one Item that aligned with Category 4. And the other would be, you know, certainly you could not look at any organizational scorecard that doesn't include financials, and financials don’t really line up with any individual category either but are the sum of everything you do that leads to your financial performance. So that's why the Results Items do not align one-for-one and in consecutive order with categories one through six. With that, I'll pause again and see if there are any questions related to that. 
Question 3: Without Comparisons, How Can Examiners Interpret Levels?
Harry Hertz: Okay, I'll move on to, you know, popular question number three, which dealt with comparisons and the Results Items, and specifically the question, generally went something like this, "Without comparisons, how do you interpret levels? Without a point of reference, how can an examiner understand a level?" And I think the answer to that is that while we have four dimensions for Results scoring and also four dimensions for Process Item scoring, the dimensions are descriptive, but not separable dimensions. And although examiners like to think of the four dimensions and we certainly encourage thinking along the lines of the four dimensions, you cannot evaluate any of the dimensions in a vacuum. You can't look at the goodness of a level without seeing what the trends have been. You cannot look at the goodness of a level without understanding where that level is relative to key comparative information, key competitors, best in class, if that's where you're looking to go. So the four dimensions in Results scoring are four key dimensions of scoring, but not separable dimensions that can be looked at in isolation, one from the other, which is why we also always talk about scoring, whether on a Process or Results Item, in a holistic sense and saying you really need to look at the scoring range that overall is most descriptive of the organization's performance. And you can't get there by looking at the four dimensions individually and then averaging or trying to assign a completely separable score for each of the dimensions and then averaging. So that's all on scoring dimensions, and I'll pause again.

Question 4: How Do Applicants Assess Key Themes in the Feedback Report?

Harry Hertz: Okay? The fourth question that I heard more often than once was a question related to key themes, and in particular, "How are key themes assessed by the applicant when they receive their feedback report?" And I think this is really a crucial concept for understanding, because there is no doubt that applicants start, when they receive their feedback report, by reading the key themes. And I think in many organizations the key themes are really a make-it or break-it part of the feedback report. By that I mean that applicants will form a fairly quick opinion on the value of the feedback report based on the relevance and accuracy of the key themes they receive. So I think it's extremely important that the key themes really provide an executive summary giving the most important points for the applicant to consider now going through looking at, are there any really key strengths or key opportunities that you need to pull forward as well as looking at synthesis to see if you look across Items and categories, can you synthesize out of the individual comments a key theme? That's another way also of saying that you really need to make sure that the key themes are traceable back into the bulk of the feedback so that if applicants reading the key themes want further clarification, they can go and read the individual Item comments and see where the key theme originated or how you pulled it together. I think the other key consideration with key themes is that for the CEO or highest ranking official in an organization, they certainly will focus very heavily on the key themes, and indeed might read no further but draw their strategic conclusions and needs out of those key themes and then delegate further into the organization the detailed commentary, Item-by-Item, asking for any significant feedback, but they will focus their attention on the key themes. So what does this all mean? This all means that while it's clear that by the time one gets to the end of either a consensus evaluation or a site-visit evaluation, the team is pretty drained and pretty tired and for good reasons, but needs to take that final look at key themes and hopefully appreciates the significance of those key themes so that they do not receive too little attention despite the fact that it's at a point where examiners have done a lot of work. I think revisiting the key themes, though is crucial to the benefit that applicants receive.
Question 5: How Do Examiners Evaluate Applicants That Are Part of a Larger System?
The next question, yes, if I can find it was, "How do we evaluate applicants that are part of a larger organization or a larger system?" For example, an applicant might say that they use a process established by their parent organization. How do we evaluate that parent organization's process? I think the answer to this question is fairly straight forward. If the applicant is using a process or people that are part of the parent organization to fulfill its performance management system to respond to the Criteria Items, then that piece of the parent becomes part of the applicant's organization as far as the review process is concerned. Now that doesn't mean that if, for example, human resource support is provided by the parent, that it's now your license as an examiner to go and review the full human resource function of the parent. But it does mean you should be reviewing that piece of the human resource function of the parent that supplies service and sets policy for the applicant's organization. So, in summary, you know, it comes from the parent, but it's part of what the applicant does, then that piece that the applicant does becomes--or that the parent does for the applicant --becomes part of the application and part of the review process, including site visit, if the applicant receives a site visit. 
Question 6: Why Don’t the Criteria Ask Applicants to Describe Their Work System(s)?

The next question, the sixth question was, "Why don't we ask applicants to define or describe their work systems?" For example in 6.1a(1), why don't we ask, "What is or are your work systems in parallel to the question we ask about what are your key work processes?" And I have to say that's a very good question, and it seems like the right thing to do. So I would say look for that question in the next revision of the Criteria. I think that will provide value to examiners and also value to applicants in terms of helping them think through their most important process management responses. 
Question 7: What Is the Difference between Work Systems and Work Processes?

The final question that I received really deals--and as I said at the start, questions one and seven really were the ones that occurred most frequently, and question seven really relates to larger concepts, so I want to dwell on that for a few minutes as well. But basically, the question was, "Clarify the difference between work systems and work processes. There appears to be overlap and the Category is labeled 'Process Management.'" And let me start first with just the straight answer to this question and then maybe elaborate on it a little more by talking to the larger issue, which is part of what is shown in the slide that I sent everybody on core competencies. So let's start with work systems and work processes. “Work systems,” basically, is how you accomplish the work of your organization. And “work systems” involves your workforce as well as key suppliers, partners, collaborators, and so on. So your work systems in the end will coordinate the internal work processes and the external resources that you use to accomplish the work of your organization and to deliver the products or services or health care or whatever is the final outcome of the work of your organization. With that in mind, then, obviously decisions about work systems are strategic because they involve protecting your core competencies, your intellectual property, and deciding what can be more efficiently accomplished and appropriately accomplished outside the four walls, so to speak, of your organization. And it's that relationship to core competencies that we'll come back to in a minute with the slides. But let's now shift gears and talk very briefly about “work processes.” So “work processes” are accomplished within the confines of your organization, if you will. So they refer to your most important internal value creation processes. They are the processes, in general, that involve the majority of your workforce, so the activities and the processes that your workforce engage in. To give a concrete example maybe that all of us can identify with, let's look at the Baldrige program. One of our key work systems within the process management arena is the management of the award process. So what then are our work processes within that award process work system? Our work processes are the assignment of examiners to applications, monitoring the application review process, and editing the feedback report before it is sent to applicants. So those are our three key work processes within the work system of the overall award process. What do we accomplish through external resources? It's the actual review of the applications performed by the examiners. So those examiner reviews are part of our work system, but not our internal work processes since we rely on the wonderful and many volunteers to accomplish that piece of the award process. So it's what we rely on partners, collaborators, volunteers for versus what we do ourselves using the staff of the Baldrige Program, which are our work processes, and again, our assignment of examiners, monitoring of the review process and then the final editing of the feedback reports.
Let's shift gears now and try to put this all into the larger concept of what the Criteria are trying to help organizations focus on, and for that we'll turn to the slide that I sent you labeled "Core Competencies." And I think one of the concepts that has become increasingly clear as vital to us, and therefore increasingly important within the Criteria in the 2009-2010 revision, is the concept of core competencies. Those areas of greatest expertise for the organization today as well as those areas of expertise that are needed strategically to sustain the organization into the future. So you'll see in this diagram that at the heart of what an organization does, are its core competencies, and it shows with a double-headed arrow are very closely aligned to strategies. Your core competencies should be closely aligned to the strategic intent of the organization because they are your areas of greatest expertise. And the strategy of the organization might require a change in core competencies over time. So therefore, you need to be prepared to address those needed areas of expertise as you execute your strategic objectives for the organization. Moving around the outer rim of this diagram, your strategy then determines your work systems. Review of strategy determines what you do with an organization and your work systems then define how you do it. And again, your work systems now will build on your core competencies in the decisions on what you will accomplish internally with your internal work processes and with your staff and presumably relying on your core competencies, and what piece of your work system, as shown in the split here, will be accomplished through partnerships, collaboration, outsourcing. So those key decisions on what you will do protecting you IP [intellectual property], using the expertise of the organization, using your core competencies and what piece of the work of the organization is most effectively accomplished through external resources, partnerships, collaborations, and outsourcing. And all of that then, the combination of your work processes and what you accomplish through those external resources, will lead to and help define the success of the organization, and, therefore, its sustainability, which in turn relates back to your core competencies and your strategy needs to drive sustainability of the organization to be aimed at sustaining the organization for the long term. So hopefully this gives somewhat more of a pictorial of the relationship between work systems and work processes, but also puts it in the context of those vital core competencies and the linkage to strategy and sustainability of the organization. So that summarizes the most frequent questions we received during examiner training this year, and thank you all for spending the time with us.

#### End of Harry_Hertz_Examiner_Training_Questions_2009.mp3 ####







