
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 

 
 

 
 

 
 
 
 
 
 
 

 
v.1 

Mark L. Blazey 
© 2019 

  



 1 

 
 

Contents 
 
Clarifying the Scoring Guidelines ................................................................................................................................................3 

Introduction .................................................................................................................................................................................3 
Criteria for Excellence ......................................................................................................................................................3 
Basic Questions .................................................................................................................................................................4 
Overall Questions .............................................................................................................................................................4 
Multiple Questions ............................................................................................................................................................4 

Scoring System............................................................................................................................................................................5 
Processes ...........................................................................................................................................................................5 
Results ...............................................................................................................................................................................6 
“Importance” As a Scoring Consideration ........................................................................................................................6 
Assignment of Scores .......................................................................................................................................................6 
Important Explanation About the Meaning “Innovation” .................................................................................................7 

Baldrige Scoring Guidelines .........................................................................................................................................................8 
Baldrige Process Scoring Guidelines ..........................................................................................................................................8 
Baldrige Results Scoring Guidelines ...........................................................................................................................................9 

Baldrige Scoring Calibration Guide .......................................................................................................................................... 10 
P Organizational Profile ............................................................................................................................................................. 10 

P.1 Organizational Description ....................................................................................................................................... 10 
P.2 Organizational Situation ........................................................................................................................................... 12 

1 Leadership ................................................................................................................................................................................ 13 
1.1 Senior Leadership (70 points) ............................................................................................................................................. 13 
1.2 Governance and Societal Contributions (50 points) ............................................................................................................ 17 

2 Strategy ..................................................................................................................................................................................... 21 
2.1 Strategy Development (45 points) ....................................................................................................................................... 21 
2.2 Strategy Implementation (40 points) ................................................................................................................................... 26 

3 Customers ................................................................................................................................................................................. 30 
3.1 Customer Expectations (40 points) ..................................................................................................................................... 30 
3.2 Customer Engagement (45 points) ...................................................................................................................................... 34 

4 Measurement, Analysis, and Knowledge Management ........................................................................................................ 38 
4.1 Measurement, Analysis, and Improvement of Organizational Performance (45 points) ..................................................... 38 
4.2 Information and Knowledge Management (45 points) ........................................................................................................ 42 

5 Workforce ................................................................................................................................................................................. 46 
5.1 Workforce Environment (40 points) ................................................................................................................................... 46 
5.2 Workforce Engagement (45 points) .................................................................................................................................... 50 

6 Operations ................................................................................................................................................................................. 54 
6.1 Work Processes (45 points) ................................................................................................................................................. 54 
6.2 Operational Effectiveness (40 points) ................................................................................................................................. 58 

7 Results ....................................................................................................................................................................................... 62 
Introduction to Results .............................................................................................................................................................. 62 
7.1 Product and Process Results (120 points) ........................................................................................................................... 63 
7.2 Customer Results (80 points) .............................................................................................................................................. 69 
7.3 Workforce Results (80 points) ............................................................................................................................................ 73 
7.4 Leadership and Governance Results (80 points) ................................................................................................................. 78 
7.5 Financial, Market, and Strategy Results (90 points) ........................................................................................................... 84 

 
  



 2 

Business Scoring Calibration Guide: Clarifying the 2019-2020 Baldrige Criteria for Performance Excellence for 
Business and Nonprofit Organizations 
 
By Mark L. Blazey, Ed.D.  
 
© 2019 
Version 1 – 2019.02.10 
 
The Business Scoring Calibration Guide is designed to educate people about the Baldrige Criteria for Performance 
Excellence and serves as a supplemental guide to the Baldrige Excellence Framework booklet. To obtain a complete 
copy of the 2019–2020 Criteria for Performance Excellence visit the Web site of the Baldrige Performance Excellence 
Program at http://www.nist.gov/baldrige/publications/criteria.cfm. 
 
Portions of this book are drawn from the work of the Baldrige Award Office, National Institute of Standards and Technology 
(NIST), U.S. Department of Commerce. We appreciate the hard work and dedication of the NIST Award staff and the 
contribution to improved performance of all types of organizations in the United States.  
 
Text drawn from the Baldrige Criteria, such as the definitions of Basic, Overall, and Multiple, the scoring guidelines, and some 
of the basic-, overall-, and multiple-level text, glossary terms, and Item titles are in the public domain and may be used without 
restriction in the United States. The author would like to acknowledge the work of the hundreds of Baldrige, state, American 
Health Care Association Quality Award, and U.S. Army National Guard and Army Reserve examiners who use this guide to 
improve scoring accuracy and for their vigilance in spotting technical corrections, and to particularly thank Colonel (Ret.) 
April Corniea, Cathy Bergland, Urvi Patel, Gary Floss, and Paul Grizzell for technical analysis and thoughtful, detailed 
edits. 
 
No part of the copyrighted materials in this book may be reproduced or utilized in any form or by any means, electronic or 
mechanical, including photocopying, recording, or by any information storage and retrieval systems, without permission in 
writing from Mark Blazey. Inquiries should be addressed to him at 3336 Fallbrook Park, Canandaigua, NY 14424. Published in 
the United States of America. 
  
Please help improve this document. It you find errors or have questions or suggestions for improvement about any part of these 
Scoring Calibration Guidelines, please email me at markblazey@gmail.com. Many people have already helped to make these 
Calibration Guidelines better and I appreciate their input. 
 
Thank you, 
 
Mark Blazey 
 
To contact Mark L. Blazey for information or to comment, please use the following methods: 
Phone:  (585) 721-4444 (cell) 
E-mail: markblazey@gmail.com 
   
 
  



 3 

Clarifying the Scoring Guidelines 
 
Introduction 

The Baldrige Criteria for Performance Excellence, together with 
the Scoring Guidelines, provide a diagnostic tool to help 
examiners identify the strengths and vital few areas needing 
improvement to help leaders focus their resources on the steps 
needed to get to the next developmental level. Unfortunately, for 
several years, national and state examiners have tended to nit-pick 
applicants by citing minute, inconsequential opportunities for 
improvement—even when basic or fundamental processes were 
not in place. Because of the tendency to select trivial issues as 
opportunities for improvement, scores were inappropriately low 
and comments were not properly focused. 

To help mitigate this problem, the Baldrige Performance 
Excellence Program redefined the Scoring Guidelines to focus 
attention on a hierarchy of questions (aka, requirements) moving 
from basic to overall to multiple. The purpose of this hierarchy 
was to keep examiners focused on the most important factors each 
applicant needed to put in place to get to the next level and not turn 
the examination process into a compliance-oriented checklist. 

The strengths comments were intended to describe the 
processes and systems an applicant had in place that supported or 
justified the score assigned. The opportunities for improvement 
comments were intended to identify the vital few processes or 
systems that were not in place that kept the organization from 
moving to the higher levels. By focusing on insignificant issues 
(nits) in the feedback report, an applicant might spend resources 
fixing a relatively low-impact problem, and overlook a key area 
essential for growth and improvement. 

I believe that the Baldrige Performance Excellence Program 
was correct in identifying the need to keep examiners focused on 
the vital few issues. To achieve this objective, it is essential 
that all examiners reviewing applications for national, state, 
regional, or “in-house” Baldrige-based recognition programs 
interpret the Criteria and scoring guidelines consistently. 
Unfortunately, many process descriptions presented in the 
Criteria and Scoring Guidelines do not help many examiners 
achieve this objective. 

From my experience in training thousands of examiners on 
the use of the Baldrige Criteria, I have found that perhaps the 
greatest source of unacceptable variation is caused by individual 
examiners who each believe different aspects of the Criteria are 
most important. The lack of clarity in defining precisely what 
systems and processes are required for each scoring level forces 
examiners to decide for themselves which elements of each Item 
they deem more critical than others. With examiners holding 
many different opinions as to what constitutes basic and overall 
processes and practices, their comments and scores have not 
been consistent, either from team to team or examiner to 
examiner. For example, in several recent examiner training 
classes, I asked the participants to list the factors they would 
look for as a basic element of Senior Leadership (Item 1.1). 
Each class generated a list similar to the following: 

The applicant organization’s senior leaders should 
personally carry out actions to: 
• Set vision and values 
• Deploy vision and values 
• Communicate with the workforce 
• Communicate with customers 
• Encourage the effective use of social media like Twitter, 

blogs, and Web sites 
• Require legal and ethical behavior 
• Promote workforce learning 
• Encourage two-way communication throughout the 

organization 
• Make sure their actions match their values 
• Ensure steady performance improvement and innovation 

throughout the organization 
• Create an environment for intelligent risk taking 
• Participate in succession planning 
• Reinforce high performance and a customer and business 

focus 
• Focus on improving performance 
• Balance value for customers and stakeholders 

The list of so-called basic elements that the individual 
examiners produced (required for a score of 10 to 45 percent) 
more accurately defines many of the overall and multiple 
level questions (needed for a score of 50 – 65 and 70 – 100 
percent). With this kind of variation in defining the basic 
elements of Item 1.1—a relatively straightforward Item—
imagine the differences a team of six to 10 examiners will 
have interpreting the process questions of Items in Categories 
1 through 6 and the five Results Items in Category 7. It is 
difficult to conduct a consistently accurate assessment when 
each examiner's interpretation of the basic and many of the 
overall questions is so varied. 

During the past 16 years, many Baldrige-based award 
programs tested and subsequently implemented an approach 
to scoring that produces more accurate scores—based on the 
Baldrige Scoring Calibration Guidelines in this book—
consistent with the scores of the most senior Baldrige 
examiners. 

Having been provided clearer statements of Criteria for 
the Approaches at the basic and overall levels, examiners 
are able to more accurately and consistently assess, score, 
and provide meaningful feedback to award applicants. 

 
Criteria for Excellence  
The Baldrige Criteria consist of questions that organizations 
must address in their award applications and is considered 
applicant centric. The Scoring Calibration Guide, however is 
intended for examiners’ use and the Criteria questions have 
been converted into statements that describe the processes, 
practices, and results that the Criteria seek,  
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The basic-, overall-, and multiple-level statements in the Criteria 
items ask about processes, practices, and results found in high-
performing organizations. As in the past, these 
statements/questions vary in their importance to different 
organizations depending on the factors that enable and ensure 
that organization’s success and sustainability. Especially at the 
multiple level, these statements/questions should not be 
considered a checklist of requirements that all organizations 
must meet to the same degree.  
 
To help focus attention on this concept, the Baldrige Award 
Office changed the terminology and now refers to these Criteria 
items as “questions.” Instead of “requirements.” 
 
Since the processes, practices, and results that the 
statements/questions continue to reflect leading edge drivers 
of high performance, Baldrige Award applicants are still 
expected to respond to these questions to demonstrate 
maturity in their management and quality systems. 
However, if they believe that some statements/questions 
(requirements/standards) are not important to their current 
or future success, they should explain why.  
 
As subject-matter experts, Baldrige examiners should consider 
the applicant’s explanation but also use their industry and 
Criteria knowledge to make their own judgment about the 
importance of the statements/questions to the applicant. Merely 
declaring that “a criteria item does not apply to our 
organization” is not likely to convince examiners that the 
Criteria statement/question should be ignored (see “‘Importance’ 
as a Scoring Consideration,”).  
 
Accordingly, examiners may identify opportunities for 
improvement in an application—which may affect scoring—if 
(a) an applicant does not provide a reasonable or valid rationale 
for failing to respond to one or more Criteria 
statements/questions, or (b) the response provided does not 
demonstrate that the process or result described meets the 
relevant scoring range in the Baldrige Scoring Guidelines (such 
as the existence of an effective, systematic approach, responsive 
to an important Basic-, Overall-, or Multiple-level Criteria 
questions in the item). 
 

This section presents the actual definitions (in bold italic type 
with emphasis added) from the Baldrige Program office. The 
word “question” when referring to the Criteria is synonymous 
with the word “statement” in the Scoring Calibration Guide. 

 
Basic Questions 

The term “basic questions” refers to the most central concept 
of a Baldrige Criteria Item, as presented in the Item title 
question.  

Only meeting the basic questions in the item could result in a 
score at the 10 to 45 percent levels, depending on the level of 
development and alignment of the basic systems and the extent of 
deployment of those systems. 

Accordingly, for Item 1.1, an applicant can meet the basic 
requirements by ensuring that its senior leaders effectively lead the 

organization (the Item title question of Item 1.1). For Item 2.1, 
the organization must have a process to “develop strategy” (also 
undefined). What do these terms mean? What does develop 
strategy include at the basic level? Different examiners have 
different opinions. There is simply not enough information 
presented by these terms alone to ensure a consistent review, 
appropriate feedback, and a reliable, accurate score. 

 
Overall Questions 

The term “overall questions” refers to the most important 
features of a Baldrige Criteria Item, as elaborated in the first 
question (the leading statement in boldface) under each 
lettered/numbered Area to Address. 
 
Meeting the overall questions in the item could result in a 
score at the 50, 55, 60, or 65 percent level depending on the 
maturity of the overall systems, the extent of deployment of 
those systems, and the extent of systematic evaluation, 
refinement, and innovation and integration of those systems. 

Much more detail is provided in the Criteria to define the 
overall level approach than is provided for the basic level 
approach. However, the explanation is still too limited in 
some Items to enable examiners to provide a consistent 
review, appropriate feedback, and an accurate score. 

For example, the overall level of Item 1.1 requires that 
senior leaders personally set the organization’s vision and 
values, take actions to demonstrate their commitment to legal 
and ethical behavior, communicate with and engage the entire 
workforce and key customers, create an environment for 
success now and in the future, and create a focus on action that 
will achieve the organization’s mission. Ask any five people 
what systems and processes might be appropriate to meet these 
questions and five different answers are likely. However, it is 
clear that more systems are required at the overall level than the 
basic level, where senior leaders simply lead the organization. 

 
Multiple Questions 

The term “multiple questions” refers to the details of a 
Baldrige Criteria Item, as expressed in the individual questions 
under each lettered Area to Address, and numbered Subarea 
to Address.  

The 50–65% scoring range requires, in part, that “an 
effective, systematic approach, responsive to the overall 
questions in the item, is evident.” The 70–85% scoring range 
requires, in part, that “an effective, systematic approach, 
responsive to the multiple questions in the item, is evident.” 

Scoring consistency requires an answer to the following 
question: “What would an applicant be able to score by 
meeting the Approach questions in boldface questions?” 
Let’s break down the answer as follows: 
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• To score in the 50-65% range, an applicant must first show 
that it has an effective, systematic approach in place that 
meets the basic (Item title) questions in the item, including 
the beginning of learning, deployment, and integration 
standards. In addition, to score in the 50-65% range, an 
applicant must show that it has an effective, systematic 
approach in place that meets at least some of the overall 
(boldface) questions (plus some of the Deployment, 
Learning, and Integration standards in the 50-65% range). 
To score at the top of the range (65%), it must meet all of 
the overall (boldface) questions (plus the Deployment, 
Learning, and Integration standards in the 50-65% range)  

• To score 70% or higher, an applicant must meet the 
questions for scoring 65% and meet additional questions in 
the 70-85% range.  

To summarize, meeting the overall and some-to-all of the 
multiple questions of an Item could result in a score at the 70—
100% levels, depending also on the extent of deployment, 
systematic evaluation, refinement, innovation, and alignment or 
integration of those systems throughout the organization. 
 
 

Scoring System 
The scoring of responses to Criteria Items (Items) and 
Award applicant feedback are based on two 
evaluation/scoring dimensions: Processes and Results.  
Processes 

Process refers to the methods the organization uses and 
improves to address the Item questions in Categories 1 through 
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 questions and the 
organization’s operating environment, the effectiveness of the 
methods used, and the degree to which the approach is 
repeatable and based on reliable data and information (for 
example, systematic). 
 
Deployment refers to the extent to which the approach is applied 
in addressing Item questions that are relevant and important to 
the organization, the approach is applied consistently, and the 
approach is used (executed) by all appropriate work units. 
 
Learning refers to refining the approach through cycles of 
evaluation and improvement, encouraging breakthrough change 
to the approach through innovation, and sharing of refinements 
and innovation with other relevant work units and processes in 
the organization. 

A cycle of improvement requires the use of a fact-based, 
systematic approach to evaluation and improvement. Examples 
of such an approach might include implementing a Lean 
Enterprise System; applying Six Sigma methodology; using 
Plan-Do-Check-Act (PDCA) or Plan-Do-Study-Act (PDSA), or 
After-Action Reviews (AARs); improving processes using 
standards from the International Organization for 
Standardization (ISO; for example, 9000 or 14000); decision 
science; or other improvement tools. One such improvement 
tool could be based on a state or national organizational 

assessment using the Baldrige criteria, generating a feedback 
report, and then taking action to correct the opportunities for 
improvement identified in the report. 

Conducting a fact-based, systematic evaluation without 
implementing an improvement based on that evaluation does 
not constitute a cycle of improvement. Broadly stated, a fact-
based cycle of improvement involves repeatable steps such 
as: 
• Identifying an issue/problem;  
• Gathering data to examine or analyze the characteristics 

of the issue/problem (which may include identifying 
potential causes);  

• Developing potential solutions based on the examination 
or analysis of the data and causes;  

• Testing or examining alternative solutions;  
• Deciding which solution(s) to implement (considering 

relevant factors such as feasibility, cost, benefit);  
• Implementing the solution; and 
• Monitoring the implemented solution to determine its 

value-added impact and, if appropriate, locking it in 
place.  

 
Refining the improved process using steps such as these may 
constitute another cycle of improvement. 
A relevant organizational outcome reported in Category 7 
might be considered evidence of the cycle of improvement 
value or impact on performance. To ensure relevance, there 
should be a logical link between the specific cycle of 
improvement and performance metric reported. However, 
outcome results reported in category seven are generally not 
required to prove a process has improved. A process can be 
improved significantly before a change in organizational 
performance is observed. For example, cycle time of an 
individual work process can be reduced well before lagging 
indicators such as cost, quality, customer satisfaction, or 
profitability demonstrate measurable change in outcomes.  

Moreover, a meaningful process improvement may occur 
with no corresponding reduction in measurable outcomes. 
For example, costs saved through process simplification may 
be offset by increases in the cost of raw materials, 
transportation, or labor. 

Two other points are important to understand when 
evaluating whether or not a fact-based cycle of improvement 
has occurred. First, benchmarking a work process used by 
top-performing organizations and then adopting or adapting 
the process internally may constitute a fact-based, systematic 
approach to meaningful change (learning). Second, random 
acts of improvement are not considered fact-based or 
systematic and should not be credited as a cycle of 
improvement for purposes of Baldrige scoring. 
 
Integration, the last process scoring dimension, refers to the 
extent to which the approach is aligned with the 
organizational needs identified in the Organizational Profile 
and other Process Items; measures, information, and 
improvement systems are complementary across processes 
and work units; and plans, processes, results, analysis, 
learning, and actions are harmonized across processes and 
work units to support organization-wide goals. For example, 
integration occurs when the vision that leaders set is 
consistent with the mission described in the organizational 
profile. Integration also occurs when strategy is consistent 

! 
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with vision, and the timelines for organizational review are 
consistent with the timelines set for achieving the strategic 
objectives. 
 
Results 
Results refers to outputs and outcomes achieved by an 
organization in addressing the questions in Items 7.1 to 7.5 
(Category 7). The factors used to evaluate results are Levels 
(L), Trends (T), Comparisons (C), and Integration (I). 
 
Levels and Comparisons. Levels refers to the organization’s 
current level of performance. Comparisons refers to 
performance relative to competitors or similar organizations 
and/or benchmarks or industry leaders. 

In practice, unless the level of performance approaches the 
extremes of possibility (such as zero lost-time accidents or 99% 
customer satisfaction), in order to evaluate goodness or 
strength of performance, relevant comparison data must be 
provided. Accordingly, Levels (L) and Comparisons (C) are 
usually analyzed together. 
 
Trends refers to the rate of performance improvements or the 
sustainability of good performance over time (that is, the 
slope of trend data) and the breadth (that is, the extent of 
deployment) of performance results. 
 
Integration refers to the extent to which results measures (often 
through segmentation) address important customer, product, 
market, process, and action plan performance requirements 
identified in the Organizational Profile and in Process Items.  
 

To summarize, examiners look for results data to 
answer the following: For results that are important 
to the organization (I), is its performance getting 
better (T), and is its performance any good? (Le/C) 
 

“Importance” As a Scoring Consideration 
 
The Process and Results evaluation dimensions described 
previously are critical to providing an organization with 
accurate, consistent feedback and scores. However, another key 
consideration in feedback and scoring is the importance of the 
reported processes and results to the organization’s key business 
factors. Most of the areas of greatest importance are typically 
identified in the Organizational Profile, such as 
products/services, customer requirements, workforce 
characteristics, and the competitive environment. Additionally, 
many areas of great importance may also be found in the process 
categories, such as key strategic objectives and action plans, 
organizational performance measures, and process and support 
process requirements. 
 
Assignment of Scores  
The following guidelines should help in assigning scores to Item 
responses. 

• Scoring occurs at the Item level, based on all of the 
questions for the Item at each scoring range—not a 

subpart of the Criteria requirement within an Item. To 
score in the higher levels, all Areas to Address should be 
included in an Item response. However, regardless of the 
assigned scoring level, in all cases, the applicant’s 
narrative responses should reflect what is important to 
the organization. 

• In assigning a score to an Item, first look at the 
strengths that have been identified that show what the 
applicant is doing in response to the Criteria questions. 
Based on those strengths, determine which scoring range 
(for example, 50 percent to 65 percent) is most 
descriptive of the organization’s processes or 
achievement level. The most descriptive can include 
some gaps in one or more of the process or results 
factors for the chosen scoring range.  
 For example, if the applicant does everything asked 

for in the 50–65% scoring range and nothing in the 
higher ranges, then the score should be at the top of 
the 50–65% range. If the applicant does everything 
ask for in a scoring range and meets some of the 
questions in any of the higher ranges, then the score 
should be in the next higher scoring range.  

 Assigning the actual score (which is set in five-
percent increments) within the chosen range 
requires evaluating whether the Item response is 
closer to the statements in the next higher or next 
lower scoring range. 

• Opportunities for Improvement reflect things the Criteria 
require that the applicant is not doing. The key or vital 
few opportunities for improvement that should be 
reported to the applicant in a feedback report include 
those that must be done to move the applicant to the next 
higher scoring range (and/or, if at the bottom of a range 
to the top of the same range). 

• A Process score of 50–65 percent represents an approach 
that meets all the questions asked in the basic (30 to 45% 
range) and some of the overall-level questions in the 
item, is deployed consistently to most work units 
covered by the Item, has been through some cycles of 
improvement and learning, and addresses the key 
organizational needs. Higher scores reflect greater 
achievement, demonstrated by broader deployment, 
significant organizational learning and meaningful 
change (innovation), and increased integration. 

• A Results Score of 50–65 percent represents a clear 
indication of improvement trends and/or good levels of 
performance with appropriate comparative data in the 
results areas covered in the Item and important to the 
organization and its mission. (Results that are not 
required by the Criteria or are meaningless or 
irrelevant to the success of the organization, its 
mission, vision, strategic objectives, action plans, or 
regulatory requirements count for nothing.) Higher 
scores are given based on better improvement rates 
and/or levels of importance, better comparative 
performance, and broader coverage and integration with 
business requirements. 

 

  

! 
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Important Explanation About the Meaning “Innovation”  
innovation — a component of the Baldrige scoring guideline. The Baldrige definition of innovation is 
two-tiered.  
• At one level (50 to 65% scoring range) "basic" innovation involves making “meaningful change” 

to improve services, processes, or organizational effectiveness and create new value for 
stakeholders.  

• At a higher level, (70 to 100% scoring ranges) "classic" innovation involves adopting an idea, 
process, technology, service, or business model that is either new or new to its proposed 
application.  

 
Making meaningful change is typically an easier standard to achieve than creating something entirely 
new or new to its proposed application which is why it is assigned to the 50 to 65% scoring range. An 
outcome of higher-level, "classic" innovation is typically a discontinuous or breakthrough change in 
results, products, or processes. 
 
Innovation at both levels benefits from a supportive environment, a process for identifying strategic 
opportunities, and a willingness to pursue intelligent risks. Successful organizational innovation is a 
multistep process of development and knowledge sharing, a decision to implement, implementation, 
evaluation, and learning. Although higher-level innovation is often associated with technological 
innovation, it is applicable to all key organizational processes that can benefit from change through 
innovation, whether breakthrough improvement or a change in approach or outputs. Innovation could 
include fundamental, transformational changes in an organization’s structure or business model to 
accomplish work more effectively.  
 
In a Baldrige-based review, applicants receive feedback that identifies – by definition – the most 
important, “vital few” opportunities for improvement that are keeping the organization from achieving 
higher levels of performance excellence. A Baldrige-based review conducted by trained examiners 
who adhere to national or state protocols, is considered a fact-based evaluation. An applicant that uses 
this evaluation and feedback, addresses the opportunities for improvement, and produces positive 
change as a result should be considered to have made “meaningful change” to improve services, 
processes, organizational effectiveness and create new value for stakeholders. 
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Baldrige Scoring Guidelines 

 
* Highlights, underlines, and colors added for emphasis 
* An explanation of the different standards for innovation is provided in brackets in the 50–65% and 70–85% scoring ranges  
* The word “your” was deleted and replaced with “the” or “the organization’s” to make the guidelines more user friendly to 

Examiners 
 
  

Baldrige Process Scoring Guidelines 

0% 
or 

5% 

• No systematic approach to Item questions 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. (I) 

10%, 
15%, 
20%, 

or 25% 

• The beginning of a systematic approach to the BASIC QUESTION in the item is evident. (A) 
• The approach is in the early stages of deployment in most areas or work units, inhibiting progress in achieving the 

BASIC QUESTION in the item. (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) 

30%, 
35%, 
40%, 

or 45% 

• An effective, systematic approach, responsive to the BASIC QUESTION in the item, 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 BASIC organizational needs identified in response to the 

Organizational Profile and other process Items. (I) 

50%, 
55%, 
60%, 

or 65% 

• An effective, systematic approach, responsive to the OVERALL QUESTIONS in the item, 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 [meaningful change], are in place for improving the efficiency and effectiveness of key processes. (L)  
• The approach is aligned with the OVERALL organizational needs identified in response to the Organizational Profile 

and other Process Items. (I) 

70%, 
75%, 
80%, 

or 85% 

• An effective, systematic approach, responsive to the MULTIPLE QUESTIONS in the item, is evident. (A) 
• The approach is well deployed, with no significant gaps. (D) 
• Fact-based, systematic evaluation and improvement and organizational learning, including innovation [adoption of 

an idea, process, technology, product, or business model that is either new or new to its proposed application], 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 current and future organizational needs identified in response to the Organizational 
Profile and other process Items. (I) 

90%, 
95%, 

or 
100% 

• An effective, systematic approach, FULLY responsive to the MULTIPLE QUESTIONS in 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 [adoption of an 

idea, process, technology, product, or business model that is either new or new to its proposed application] are key 
organization-wide tools; refinement and innovation, backed by analysis and sharing, are evident throughout the 
organization. (L)  

• The approach is integrated with current and future organizational needs as identified in response to the 
Organizational Profile and other Process Items. (I) 
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* Highlights and colors added for emphasis 
* An explanation of the different standards for performance comparisons is provided in brackets  
* The order of the scoring elements has been changed from LeTCI 
(pronounced “let’s see”) to ITLeC, (pronounced “it leck”) in order to 

align better with the main question that organizational 
performance results are intended to answer: “For results that 
are important for the organization to achieve (I), is the 
organization getting better (T), and is its performance any 
good (LE, C)?” 

* The word “your” was deleted and replaced with “the” or “the 
organization’s” to make the guidelines more user friendly to Examiners 
  

Baldrige Results Scoring Guidelines 

0% 
or 

5% 

• Results are not reported for any areas of importance to the accomplishment of the organization’s mission. (I) 
• Trend data either are not reported or show mainly adverse trends. (T) 
• There are no organizational performance results, or the results reported are poor. (Le) 
• Comparative information is not reported. (C) 

10%, 
15%, 
20%, 

or 
25% 

• Results are reported for a few areas of importance to the accomplishment of the organization’s mission. (I) 
• Some trend data are reported, with some adverse trends evident. (T) 
• A few organizational performance results are reported, responsive to the BASIC QUESTION in the item, and early good [e.g., 

close to average] performance levels are evident. (Le) 
• Little or no comparative information is reported. (C) 

30%, 
35%, 
40%, 

or 
45% 

• Results are reported for many areas of importance to the accomplishment of the organization’s mission. (I) 
• Some trend data are reported, and a majority of the trends presented are beneficial. (T) 
• Good [e.g., at or above average] organizational performance levels are reported, responsive to the BASIC QUESTION in the 

item. (Le)  
• Early stages of obtaining comparative information are evident. (C) 

50%, 
55%, 
60%, 

or 
65% 

• Organizational performance results are reported for most key customer, market, and process requirements. (I) 
• Beneficial trends are evident in areas of importance to the accomplishment of the organization’s mission. (T) 
• Good [e.g., at or above average] organizational performance levels are reported, responsive to the OVERALL QUESTIONS in 

the item. (Le)  
• Some current performance levels have been evaluated against relevant comparisons and/or benchmarks and show areas of 

good [e.g., at or above average] relative performance. (C) 

70%, 
75%, 
80%, 

or 
85% 

• Organizational performance results are reported for most key customer, market, process, and action plan requirements. (I) 
• Beneficial trends have been sustained over time in most areas of importance to the accomplishment of the organization’s 

mission. (T) 
• Good [e.g., above average] to excellent [e.g., industry leading] organizational performance levels are reported, responsive 

to the MULTIPLE QUESTIONS in the item. (Le)  
• 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 [e.g., top quartile] relative performance. (C) (also T and Le) 

90%, 
95%, 

or 
100% 

• Organizational performance results and projections are reported for most key customer, market, process, and action plan 
requirements. (I) 
• Beneficial trends have been sustained over time in all areas of importance to the accomplishment of the organization’s 

mission. (T) 
• Excellent [e.g., industry leading] organizational performance levels are reported that are fully responsive to the MULTIPLE 

QUESTIONS in the item. (Le)  
• Evidence of industry and benchmark [e.g., best in class] leadership is demonstrated in many areas. (C) 

Calibration of Results-Related Scoring Terms: 
Few/Little  5 to 15% 
Some  more than 15% to 30% 
Many  more than 30% to 50% 
Most/Majority  more than 50% to 80% 
Nearly All  more than 80% to less than 100% 
All / Fully 100% 
 
Close-to-Good A little below Average or Amber in a Red-

Amber-Green Reporting System 
Good  Average or Better 
Very Good  Top Quartile 
Excellent  Industry Leading 
Benchmark Best in Class 

! 
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Baldrige Scoring Calibration Guide 
P Organizational Profile 
The Organizational Profile is a snapshot of your organization, the key influences on how it operates, and the organization’s 
strategic environment. 
 

P.1 Organizational Description  
What are the key organizational characteristics? 

 
Answer the following questions: 
a. Organizational Environment 

(1) Product Offerings What are the organization’s main product offerings (see the note on the next page)? What is the 
relative importance of each to the organization’s success? What mechanisms do you use to deliver the 
organization’s products? 

(2) Mission, Vision, Values, and Culture What are your mission, vision, and values? Other than values, what are 
the characteristics of your organizational culture, if any? What are your organization’s core competencies, and what 
is their relationship to your mission? 

(3) Workforce Profile What is the organization’s workforce profile? What recent changes have been experienced in 
workforce composition or in your needs with regard to your workforce? What are 
• your workforce or employee groups and segments; 
• the educational requirements for different employee groups and segments; 
• the key drivers that engage them; 
• your organized bargaining units (union representation), if any; and 
• your special health and safety requirements, if any? 

(4) Assets What are the organization’s major facilities, equipment, technologies, and intellectual property? 
(5) Regulatory Environment What are your key applicable occupational health and safety regulations; 

accreditation, certification, or registration requirements; industry standards; and environmental, financial, and 
product regulations? 

b. Organizational Relationships 
(1) Organizational Structure What are the organizational leadership structure and governance structure? What structures and 

mechanisms make up your organization’s leadership system? What are the reporting relationships among the governance 
board, senior leaders, and parent organization, as appropriate? 

(2) Customers and Stakeholders 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, 
including any differences among the groups? 

(3) Suppliers, Partners, and Collaborators What are your key types of suppliers, partners, and collaborators? What 
role do they play in producing and delivering your key products and customer support services, and in enhancing 
your competitiveness? What role do they play in contributing and implementing innovations in your organization? 
What are your key supply-network requirements? 
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Notes: 
P.1a(1). Product offerings are the goods and services you offer in the marketplace. Mechanisms for delivering products to your 
customers might be direct or might be indirect, through dealers, distributors, collaborators, or channel partners. Nonprofit 
(including government) organizations might refer to their product offerings as programs, projects, or services. 
 
P.1a(2). If your organization has a stated purpose as well as a mission, you should include it in your response. Some organizations 
define a mission and a purpose, and some use the terms interchangeably. In some organizations, purpose refers to the fundamental 
reason that the organization exists. Its role is to inspire the organization and guide its setting of values. 
 
P.1a(2). Your values are part of your organization’s culture. Other characteristics of your organizational culture might include 
shared beliefs and norms that contribute to the uniqueness of the environment within your organization. 
 
P.1a(3). Workforce or employee groups and segments (including organized bargaining units) might be based on type of 
employment or contract-reporting relationship, location (including telework), tour of duty, work environment, use of certain 
family-friendly policies, or other factors. Organizations that also rely on volunteers and interns to accomplish their work should 
include these groups as part of their workforce. 
 
P.1a(5). In the Criteria, industry refers to the sector in which you operate. Industry standards might include industrywide codes of 
conduct and policy guidance. For nonprofit (including government) organizations, this sector might be charitable organizations, 
professional associations and societies, religious organizations, or government entities—or a subsector of one of these. Depending 
on the regions in which you operate, environmental regulations might cover greenhouse gas emissions, carbon regulations and 
trading, and energy efficiency. 
 
P.1b(1). The governance or oversight structure for privately held businesses, nonprofit organizations, and government agencies 
may comprise an advisory board, a family council, or local/regional leaders who are assembled to provide guidance. For some 
nonprofit (including government) organizations, governance and reporting relationships might include relationships with major 
funding sources, such as granting agencies, legislatures, or foundations. 
 
P.1b(1). The Organizational Profile asks for the “what” of your leadership system (its structures and mechanisms). Questions in 
categories 1 and 5 ask how the system is used. 
 
P.1b(2). For some nonprofit (including government) organizations, customers might include members, taxpayers, citizens, 
recipients, clients, and beneficiaries, and market segments might be referred to as constituencies. For government agencies, the 
legislature (as a source of funds) may be a key stakeholder. 
 
P.1b(2). Customer groups might be based on common expectations, behaviors, preferences, or profiles. Within a group, there may 
be customer segments based on differences, commonalities, or both. You might subdivide your market into segments based on 
product lines or features, distribution channels, business volume, geography, or other defining factors. 
 
P.1b(2). Customer, stakeholder, and operational requirements and expectations will drive your organization’s sensitivity to the risk 
of product, service, support, and supply-network interruptions, including those due to natural disasters and other emergencies. 
 
P.1b(3). Your supply network consists of the entities 
involved in producing your products and services and delivering them to your customers. For some organizations, these entities 
form a chain, in which one entity directly supplies another. Increasingly, however, these entities are interlinked and exist in 
interdependent rather than linear relationships. The Criteria use the term supply network, rather than supply chain, to emphasize 
the interdependencies among organizations and their suppliers. 
 

Important Explanation about the Meaning of “Might” Versus “Should” in Notes 
Baldrige “Notes” appear at the end of each Item. The Baldrige Notes are intended to provide some clarification about Item 
requirements but do not establish new requirements. The words “might” or “may” are intended to provide an example for 
applicants and examiners to help them understand a Criteria requirement or concept. The word “should” carries a stronger 
meaning. For example Note P.1a(3) below indicates that, “Organizations that also rely on volunteers and unpaid staff to 
accomplish their work should (read must) include these groups as part of their workforce.” To fail to include volunteers if 
they represent an important segment of the workforce might be listed as an Opportunity for Improvement in Category 5. If the 
Note indicated instead that the workforce “might” include volunteers, then the applicant would be free to include them or not. 
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P.2 Organizational Situation  
What is the organization's strategic situation? 

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

(1) Competitive Position What are the relative size and growth in the industry or the markets you serve? How many and 
what types of competitors does the organization have? 

(2) Competitiveness Changes What key changes, if any, are affecting the competitive situation, including changes that 
create opportunities for innovation and collaboration, as appropriate? 

(3) Comparative Data What key sources of comparative and competitive data are available from within the 
organization’s industry? What key sources of comparative data are available from outside the organization’s 
industry? What limitations, if any, affect the organization’s ability to obtain or use these data? 

b. Strategic Context 
What are the organization’s key strategic challenges and advantages? 

c. Performance Improvement System 
What is the organization’s performance improvement system, including processes for evaluation and improvement of key 
organizational projects and processes? 

 
Notes: 

  

P.2a. Nonprofit organizations must often compete with other organizations and alternative sources of similar services to secure 
financial and volunteer resources, membership, visibility in appropriate communities, and media attention. 
 
P.2b. Strategic challenges and advantages might be in the areas of business, operations, societal contributions, and workforce. 
They might relate to products, finances, organizational structure and culture, emerging technology, digital integration, data and 
information security, brand recognition and reputation, your supply network, globalization, and the environment and climate. 
Throughout the Criteria, “business” refers to a nonprofit (or government) organization’s main mission area or enterprise activity. 
 
P.2c. The Baldrige Scoring System uses performance improvement through learning and integration as a dimension in assessing 
the maturity of organizational approaches and their deployment. This question is intended to set an overall context for your 
approach to performance improvement. The approach you use should be related to your organization’s needs. Approaches that are 
compatible with the overarching systems approach provided by the Baldrige framework might include implementing a Lean 
Enterprise System, applying Six Sigma methodology, using PDCA methodology, using standards from ISO (e.g., the 9000 or 
14000 series, or sector-specific standards), using decision science, or employing other improvement tools. 
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1 Leadership 
1.1 Senior Leadership (70 points) 

Best Fit Scoring Guidelines Expected Findings 
0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels   
1.1 Senior Leadership. Senior leaders have no effective processes to lead the organization. (A).  

 
The guidance that senior leaders provide has not been deployed (D). Reacting to problems is 
the normal way of approaching work and no consistent effort is made to prevent problems (L). 
There is no effective alignment in the organization related to mission and direction; workers 
and/or units seem to operate independently (I). 
 
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels   
1.1 Senior Leadership. Senior leaders are beginning to use systematic processes to lead the 
organization (which may, for example, include setting clear values [1.1a(1)] or effectively 
communicating to workers [1.1b]) (A-B).  

 
The leadership that senior leaders provide is not widely deployed or understood by the 
workforce (D). Reacting to problems is widespread and senior leaders are not focused on 
improvement (L). Joint problem-solving activities are sometimes used to help promote 
alignment within the organization (I).  
 
 
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels   
1.1 Senior Leadership. Senior leaders use effective, systematic processes in place to lead the 
organization (which may, for example, include setting clear values [1.1a(1)] or effectively 
communicating to workers [1.1b]) (A-B).  

 
The leadership/direction that senior leaders provide is generally understood by the workforce 
(D). Senior leaders are beginning to evaluate some of their leadership processes and may or 
may not have made improvements based on the evaluation (L). The leadership provided is 
generally consistent with organization priorities such as those set forth in the Organizational 
Profile (for example, values and vision) and BASIC QUESTION of other Process Items (for 
example, strategy development [2.1], societal contributions [1.2], or customer engagement 
[3.2]) (I). 
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels   
1.1 Senior Leadership. Senior leaders through their personal actions use effective, systematic 
processes to do the following: (A-O) 
a. Vision and Values* 

(1) Senior leaders set the organization’s vision and values [1.1a(1)]  
(2) Senior leaders’ personal actions demonstrate their commitment to legal and ethical 

behavior. [1.1a(2)] 
b. Communication 
Senior leaders communicate with and engage the entire workforce, key partners, and key 

customers. [1.1b] 
c. Mission and Organizational Performance 
(1) Senior leaders create an environment for success now and in the future. [1.1c(1)] 
(2) Senior leaders create a focus on action that will achieve the organization’s mission. 

[1.1c(2)] 
 
Some relatively minor gaps may exist in the deployment of these processes in some parts of the 
organization (D). A systematic, fact-based process is in place to evaluate the efficiency and 
effectiveness of some of the key elements of (a), (b), and/or (c) above; and—for scores of 65%—
evidence of at least one cycle of improvement and some innovation (meaningful change) within 
one or more of these elements (L). The leadership processes are generally aligned with 
organizational needs set forth in the Organizational Profile (for example, mission, vision, 
values, customer requirements, and workforce characteristics and needs), and the questions of 
other Process Items (for example, evaluating the performance of senior leaders and the 
governance board [1.2a(2)], strategic objectives [2.1b(1)], action plan development [2.2a(1)], 
implementation [2.2a(2)], and their performance measures [2.2a(5)], and career progression 
[5.2c(4)]) (I). 
 
*Note that the throughout this guidebook, bold titles for Areas to Address (for example, 1.1a 
Vision and Values above) simply identify the theme being assessed and do not establish 
additional requirements. 
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Meeting Multiple Levels   
1.1 Senior Leadership: Senior leaders have effective, systematic processes in place to do the 
following: (Non-bold regular text below = A-M) 
a. Vision and Values 
(1) Setting Vision and Values. Senior leaders set the organization’s vision and values. Senior 
leaders deploy the vision and values through the leadership system, to the workforce, to key 
suppliers and partners, and to customers and other stakeholders, as appropriate. Senior leaders’ 
personal actions reflect a commitment to those values. 
(2) Promoting Legal and Ethical Behavior. Senior leaders’ personal actions demonstrate their 
commitment to legal and ethical behavior. Senior leaders promote an organizational 
environment that requires it. 
 
b. Communication 
Senior leaders communicate with and engage the entire workforce, key partners, and key 
customers. They 

• encourage frank, two-way communication; 
• communicate key decisions and needs for organizational change; and 
• take a direct role in motivating the workforce toward high performance and a customer 

and business focus. 
 
c. Mission and Organizational Performance 
(1) Creating an Environment for Success. Senior leaders create an environment for 
success now and in the future. Senior leaders 

• create an environment for the achievement of the organization’s mission; 
• create and reinforce the organizational culture, and a culture that fosters customer and 

workforce engagement; 
• cultivate organizational agility, accountability, organizational and individual learning, 

innovation, and intelligent risk taking; and 
• participate in succession planning and the development of future organizational 

leaders. 
(2) Creating a Focus on Action. Senior leaders create a focus on action that will achieve 
the organization’s mission. Senior leaders 

• create a focus on action that will improve the organization’s performance; 
• identify needed actions; 
• in setting expectations for organizational performance, include a focus on creating and 

balancing value for customers and other stakeholders; and 
• demonstrate personal accountability for the organization’s actions. 

 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a), (b), and (c) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning and systematic evaluation and improvement of (a, 
(b), and (c) above are key management tools. The approach is integrated with the 
organizational needs set forth in the Organizational Profile and other Process Items (for 
example, governance, improving the leadership system, and societal contributions [1.2], 
strategic objectives [2.1b(1)], action plan development [2.2a(1)], implementation [2.2a(2)], 
and their performance measures [2.2a(5)], customer engagement [3.2], career progression 
[5.2c(4)]) (I). 
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Glossary Terms Not Described in the Notes: 
 
Senior leaders refer to an organization’s senior management group or team. This typically consists of the head of the organization and his or her 
direct reports.  
 
Stakeholders refer to all groups that are or might be affected by the organization's actions and success. Key stakeholders might include customers, the 
workforce, partners, collaborators, governing boards, stockholders, donors, suppliers, taxpayers, regulatory bodies, policy makers, funders, and local and 
professional communities. 
  

Notes: 
1.1. Your organizational performance results should be reported in items 7.1–7.5. Results related to the effectiveness of leadership 
and the leadership system should be reported in item 7.4. 

1.1a(1). Your organization’s vision should set the context for the strategic objectives and action plans you describe in items 2.1 
and 2.2. 
1.1b. Two-way communication may include use of social media, such as delivering periodic messages through internal and 
external websites, tweets, blogging, and customer and workforce electronic forums, as well as monitoring external social media 
outlets and responding, when appropriate. 
 
1.1b. Senior leaders’ direct role in motivating the workforce may include participating in reward and recognition programs. 

1.1b. Organizations that rely heavily on volunteers to accomplish their work should also discuss efforts to communicate with and 
engage the volunteer workforce. 

1.1c(1). A successful organization is capable of addressing current business needs and, by addressing risk, agility, and strategic 
management, is capable of preparing for its future business, market, and operating environment. In creating an environment for 
success, leaders should consider both external and internal factors. Factors might include risk appetite and tolerance, 
organizational culture, work systems, the potential need for transformational changes in structure and culture, workforce capability 
and capacity, resource availability, core competencies, and the need for technological and organizational innovation. Other factors 
include risks and opportunities arising from emerging technology, data integration, data and information security, and 
environmental considerations. 

1.1c(2). Senior leaders’ focus on action considers your strategy, workforce, work systems, and assets. It includes taking intelligent 
risks, implementing innovations and ongoing improvements in performance and productivity, taking the actions needed to achieve 
your strategic objectives (see 2.2a[1]), and possibly establishing plans for managing major organizational change or responding 
rapidly to significant new information. 
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1.2 Governance and Societal Contributions (50 points) 
Best Fit Scoring Guidelines Expected Findings 

0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
1.2 Governance and Societal Contributions. The organization has no effective processes to 
govern and fulfill its societal contributions (A).  

 
The processes to promote effective governance and meet societal contributions have not been 
deployed (D). Reacting to problems is the normal way of approaching work and no consistent 
effort is made to prevent problems (L). There is no effective alignment in the organization 
related to governance and meeting societal contributions; workers and/or units seem to operate 
independently (I). 
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
1.2 Governance and Societal Contributions. The organization is in the beginning stages of 
establishing systematic processes to— 

1. Provide effective governance (which may, for example, include ensuring 
accountability for senior leader’s actions) [1.2a(1)], and  

2. Make societal contributions (which may, for example, include protecting the 
environment) [1.2c(1)] (A-B).  

 
Major gaps exist where the processes do not provide effective governance and make societal 
contributions in most parts of the organization (D). Reacting to problems related to governance 
and societal contributions is common, and working to prevent problems is in the beginning 
stages (L). Joint problem-solving activities are generally used to help promote alignment within 
the organization (I).  
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
1.2 Governance and Societal Contributions. The organization has effective, systematic 
processes in place to— 

1. Provide governance (which may, for example, include ensuring accountability for 
senior leader’s actions) [1.2a(1)], and  

2. Make societal contributions (which may, for example, include protecting the 
environment) [1.2c(1)] (A-B).  

 
These processes are deployed in most parts of the organization (D). The organization is 
beginning to evaluate some of these processes and may or may not have made improvements 
based on the evaluation (L). The governance and societal processes are generally consistent 
with organization priorities such as those set forth in the Organizational Profile (for example, 
values and vision and regulatory environment) and basic requirements of other Process Items 
(for example, senior leadership effectiveness [1.1], and strategy [2.1]) (I). 
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
1.2 Governance and Societal Contributions. The organization has effective, systematic 
processes in place to do the following (A-O): 
a. Organizational Governance 
(1) Govern the organization responsibly (to ensure, for example, accountability for senior 

leader’s actions or protection of stakeholder interests) [1.2a(1)]  
(2) Evaluate the performance of senior leaders and the governance board [1.2a(2)] 
b. Legal and Ethical Behavior  
(1) Address and anticipate legal, regulatory, and community concerns with products and 

operations [1.2b(1)]  
(2) Promote and ensure ethical behavior in all interactions (which may, for example, include 

dealings with the workforce, suppliers, customers, and other stakeholders) [1.2b(2)] 
c. Societal Contributions  
(1) Consider societal well-being and benefit as part of strategy and daily operations (for 

example, through environmental systems) [1.2c(1)]  
(2) Actively support and strengthen the organization’s key communities [1.2c(2)] 

 
Some relatively minor gaps may exist in the deployment of these processes in some parts of the 
organization (D). A systematic, fact-based process is in place to evaluate the efficiency and 
effectiveness of some of the key elements of (a), (b), and/or (c) above; and—for scores of 65%—
evidence of at least one cycle of improvement and some innovation (meaningful change) 
within one or more of these elements (L). The governance and societal processes are generally 
aligned with organizational needs set forth in the Organizational Profile (for example, mission, 
vision, values, customer requirements, regulatory environment, and workforce safety needs), 
and the requirements of other Process Items (for example, strategic objectives [2.1b(1)], action 
plan implementation [2.2a(2)], and their performance measures [2.2a(5)], career progression 
[5.2c(4)], and work process implementation [6.1b(1)]) (I). 
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Meeting Multiple Levels   
1.2 Governance and Societal Contributions: The organization has effective, systematic 
processes in place to do the following: (Non-bold regular text below = A-M) 
a. Organizational Governance 
(1) Governance System. Ensure responsible governance. The governance system effectively 
reviews and achieves the following: 

• Accountability for senior leaders’ actions; 
• Accountability for strategy; 
• Fiscal accountability; 
• Transparency in operations; 
• Selection of governance board members and disclosure policies for them, as 

appropriate; 
• Independence and effectiveness of internal and external audits; 
• Protection of stakeholder and stockholder interests, as appropriate; and  
• Succession planning for senior leaders 

 
(2) Performance Evaluation. Evaluate the performance of senior leaders and the 
governance board. Use performance evaluations in determining executive compensation. 
Senior leaders and the governance board effectively use these performance evaluations to 
advance their development and improve the effectiveness of leaders, the board, and the 
leadership system, as appropriate. 
 
b. Legal and Ethical Behavior  
(1) Legal and Regulatory Compliance. Address current and anticipate future legal, 
regulatory, and community concerns with the organization’s products and operations. 
Also effectively do the following: 

• Address any adverse societal impacts of the organization’s products and operations, 
• Anticipate public concerns with future products and operations, and 
• Prepare for these impacts and concerns proactively. 

List the organization’s key compliance processes, measures, and goals for  
• Meeting and surpassing regulatory and legal requirements, as appropriate.  
• Addressing risks associated with the organization’s products and operations. 

(2) Ethical behavior. Promote and ensure ethical behavior in all interactions. List the 
organization’s key processes and measures or indicators for promoting and ensuring ethical 
behavior in the governance structure; throughout the organization; and in interactions with the 
workforce, customers, partners, suppliers, and other stakeholders. Monitor and respond to 
breaches of ethical behavior. 
 
c. Societal Contributions 
(1) Societal Well-Being. Effectively consider societal well-being and benefit as part of the 
organization’s strategy and daily operations. Contribute to the well-being of the 
organization’s environmental, social, and economic systems. 
(2) Community Support. Actively support and strengthen the organization’s key 
communities. Identify and list the key communities and effectively determine areas for 
organizational involvement. Senior leaders, in concert with the workforce, contribute to 
improving these communities. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a), (b), and/or 
(c) above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization. Organizational learning about (a), (b), and (c) above and systematic evaluation 
and improvement of (a), (b), and (c) above are key management tools (L). The approach is 
integrated with the organizational needs set forth in the Organizational Profile and other 
Process Items (for example, strategic objectives [2.1b(1)], action plan implementation 
[2.2a(2)], and their performance measures [2.2a(5)], career progression [5.2c(4)], and process 
management [6.1b]) (I). 

 
  



 20 

 
 
  

Notes: 
1.2. Societal contributions in areas critical to your ongoing marketplace success should also be addressed in Strategy Development 
(item 2.1) and Operations (category 6). Key societal results should be reported as Leadership and Governance Results (item 7.4). 
 
1.2. The health and safety of your workforce are not addressed in this item; you should address these workforce factors in items 
5.1 and 6.2, respectively. 
 
1.2a(1). The governance board’s review of organizational performance and progress, if appropriate, is addressed in 4.1(b). 
 
1.2a(1). Transparency in the operations of your governance system should include your internal controls on governance processes. 
For some privately held businesses and nonprofit (including government) organizations, an external advisory board may provide 
some or all governance board functions. For nonprofit (including government) organizations that serve as stewards of public funds, 
areas of emphasis are stewardship of those funds and transparency in operations. 
 
1.2a(2). The evaluation of leaders’ performance might be supported by peer reviews, formal performance management reviews, 
and formal or informal feedback from and surveys of the workforce and other stakeholders. For some privately held businesses and 
nonprofit and government organizations, external advisory boards might evaluate the performance of senior leaders and the 
governance board. 
 
1.2b(1). Proactively preparing for any adverse societal impacts and concerns may include conservation of natural resources and 
effective supply-network management processes, as appropriate. Nonprofit organizations should report, as appropriate, how they 
meet and surpass regulatory and legal requirements and standards that govern fundraising and lobbying. 
 
1.2b(2). Measures or indicators of ethical behavior might include the percentage of independent board members, measures of 
relationships with stockholder and non- stockholder constituencies, instances of ethical conduct or compliance breaches and 
responses to them, survey results showing workforce perceptions of organizational ethics, ethics hotline use, and results of ethics 
reviews and audits. Measures or indicators of ethical behavior might also include evidence that policies, workforce training, and 
monitoring systems are in place for conflicts of interest; protection and use of sensitive data, information, and knowledge 
generated through synthesizing and correlating these data; and proper 
use of funds. 
 
1.2c. Some charitable organizations may contribute to society and support their key communities totally through the mission-
related activities described in response to other Criteria questions. In such cases, it is appropriate to respond here with any “extra 
efforts” through which you support these communities. 
 
1.2c(1). Areas of societal well-being and benefit to report are those that are in addition to the compliance processes you describe in 
1.2b(1). They might include organizational or collaborative efforts to improve the environment; strengthen local community 
services, education, health, and emergency preparedness; address societal inequities; and improve the practices of trade, business, 
or professional associations. 
 
1.2c(2). Areas for organizational involvement in supporting your key communities might include areas that leverage your core 
competencies. 
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2 Strategy 
2.1 Strategy Development (45 points) 

Best Fit Scoring Guidelines Expected Findings 
0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
2.1 Strategy Development. The organization has no effective processes to develop its strategy 
for future success (sometimes called strategic planning) [2.1a(1)] (A).  

 
Strategies that may exist are incomplete or vague (D). Reacting to problems is the normal way 
of approaching work and no consistent effort is made to prevent problems (L). There is no 
effective alignment in the organization related to the development of strategic plans; workers 
and/or units seem to operate independently (I). 
 

 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
2.1 Strategy Development. The organization is in the beginning stages of establishing 
systematic processes for developing its strategy for future success (sometimes called strategic 
planning) [2.1a(1)] (A-B).  

 
Major gaps exist where the strategy development process does not consider most business 
requirements that are key to future success and essential to effective strategic planning (D). 
Reacting to problems in the planning process is widespread; working to prevent problems is in 
the beginning stages (L). Alignment within the planning process is accomplished generally by 
the use of joint problem solving such as through cross-functional teams (I). 
 
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
2.1 Strategy Development. The organization has effective, systematic processes in place to 
develop its strategy for future success (sometimes called strategic planning) [2.1a(1)] (A-B).  

 
The planning process considers some issues that relate to future success (D). The organization 
is beginning to evaluate some of these processes and may or may not have made improvements 
based on the evaluation (L). The strategy development processes are generally consistent with 
organization priorities such as those set forth in the Organizational Profile (for example, 
values, vision, mission, core competencies, workforce characteristics, and key customer 
requirements) and basic requirements of other Process Items (for example, strategy deployment 
[2.2] and measures of organizational performance [4.1] (I). 
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
2.1 Strategy Development. The organization has effective, systematic processes in place to do 
the following (A-O): 
a. Strategy Development Process 
(1) Conduct strategic planning [2.1a(1)] 
(2) Ensure the strategy development process stimulates and incorporates innovation [2.1a(2)] 
(3) Collect and analyze relevant data and develop information for use in the strategic planning 

process [2.1a(3)] 
(4) Decide which key processes will be accomplished by the workforce and which by external 

suppliers, partners, and collaborators [2.1a(4)] 
b. Strategic Objectives  
(1) Describe key strategic objectives and the timetable for achieving them [2.1b(1)]. (Note: 

Strategic objectives are measurable, outcome-oriented, and define what the organization 
must achieve to be successful in the future). 

(2) Ensure the organization’s strategic objectives achieve appropriate balance among varying 
and potentially competing organizational needs. [2.1b(2)] 

 
Some relatively minor gaps may exist in the process of considering strategic challenges and 
advantages, and planning and setting strategic objectives (D). A systematic, fact-based process 
is in place to evaluate the efficiency and effectiveness of some of the key elements of (a) and/or 
(b) above; and—for scores of 65%—evidence of at least one cycle of improvement and some 
innovation (meaningful change) within one or more of these elements (L). The planning 
processes are generally aligned with organizational needs set forth in the Organizational 
Profile (for example, mission, vision, values, culture, product offerings, customer 
groups/segments and requirements, core competencies, challenges and advantages, workforce 
characteristics and needs, technologies, equipment, regulatory environment, key suppliers, 
partners, and collaborators, and the competitive environment) and the requirements of other 
Process Items (for example, strengthen key communities [1.2c(2)], action plan implementation 
[2.2a(2)], and their performance measures [2.2a(5)], measures and analysis of performance 
[4.1)], career progression [5.2c(4)], and work process requirements [6.1a(1, 2)]) (I). 
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels   
 
2.1 Strategy Development. The organization has effective, systematic processes in place to do 
the following: (Non-bold regular text below = A-M)) 
2.1 Strategy Development: Develop the organization’s strategy. (45 pts.) 
a. Strategy Development  
(1) Strategic Planning Process. Effectively conduct strategic planning. Define the key 
process steps. List the key participants. Define the short- and longer-term planning horizons and 
effectively address them in the planning process. The strategic planning process effectively 
addresses the potential need for transformational change, prioritization of change initiatives, 
and organizational agility. 
(2) Innovation. The strategy development process effectively stimulates and incorporates 
innovation. Effectively identify strategic opportunities and decide which strategic opportunities 
are intelligent risks to pursue. List the organization’s key strategic opportunities. 
(3) Strategy Considerations. Effectively collect and analyze relevant data and develop 
information for the strategic planning process. In this collection and analysis, include the 
following key elements of risk. 

• The organization’s strategic challenges and strategic advantages 
• Potential changes in the regulatory and external environment 
• Potential blind spots in the strategic planning process and information 
• The organization’s ability to execute the strategic plan 

(4) Work Systems and Core Competencies. Effectively decide which key processes will be 
accomplished by the workforce and which by external suppliers, partners, and 
collaborators. Ensure those decisions consider the organization’s strategic objectives, core 
competencies, and the core competencies of potential suppliers, partners, and collaborators. 
Determine what future organizational core competencies and work systems the organization 
will need. 
 
b. Strategic Objectives 
(1) Key Strategic Objectives. Describe the organization’s key strategic objectives and 
timetable for achieving them. List the organization’s most important goals for these strategic 
objectives. Define key changes, if any, that are planned in the organization’s products, 
customers and markets, suppliers and partners, and operations. 
(2) Strategic Objective Considerations. Ensure strategic objectives achieve appropriate 
balance among varying and potentially competing organizational needs. Ensure strategic 
objectives do the following: 

• Address strategic challenges and leverage core competencies, strategic advantages, and 
strategic opportunities; 

• Balance short- and longer-term planning horizons; and 
• Consider and balance the needs of all key stakeholders. 

 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a) and (b) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in ongoing refinements and improved integration 
throughout the organization (L). Organizational learning about (a) and, (b) above and 
systematic evaluation and improvement of (a) and (b) above are key management tools. The 
approach is integrated with organizational needs set forth in the Organizational Profile (for 
example, mission, vision, values, culture, product offerings, customer groups/segments and 
requirements, core competencies, challenges and advantages, workforce characteristics and 
needs, technologies, equipment, regulatory environment, key suppliers, partners, and 
collaborators, and the competitive environment) and the requirements of other Process Items 
(for example, governance and societal contributions [1.2], action plan implementation 
[2.2a(2)], and their performance measures [2.2a(5)], measures and analysis of performance 
[4.1], reward and recognition of performance [5.2c(1)], leadership and workforce development 
[5.2c], work process requirements [6.1a(1,2)], and process management [6.1b)]) (I). 
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Related Glossary Terms Not Described in the Notes: 
Strategic challenges refer to those pressures that exert a decisive influence on your organization's likelihood of future success. These 
challenges are frequently driven by your organization's anticipated competitive position in the future relative to other providers of similar 
products. While not exclusively so, strategic challenges are generally externally driven. However, in responding to externally driven 
strategic challenges, your organization may face internal strategic challenges. External strategic challenges may relate to customer 
or market needs or expectations; product or technological changes; or financial, societal, and other risks or needs. Internal strategic 
challenges may relate to capabilities or human and other resources. 
 
Strategic objectives define what an organization must achieve (the desired performance outcomes/results) to remain or become 
competitive and ensure long-term success (sustainability). Strategic objectives address the aims or responses that your organization 
articulates to address major change or improvement, competitiveness or social issues, and business advantages. Strategic objectives are 
generally focused both externally and internally and relate to significant customer, market, product, or technological opportunities and 

Notes: 
2.1. This item deals with your overall organizational strategy, which might include changes in customer engagement processes and 
product offerings. However, you should describe the customer engagement and product design strategies, respectively, in items 3.2 
and 6.1, as appropriate. 
 
2.1. Strategy development refers to your organization’s approach to preparing for the future. In developing your strategy, you 
should consider your level of acceptable enterprise risk. To make decisions and allocate resources, you might use various types of 
forecasts, projections, options, scenarios, knowledge (see 4.2b for relevant organizational knowledge), analyses, or other 
approaches to envisioning the future. Strategy development might involve key sup- pliers, collaborators, distributors, partners, and 
customers. For some nonprofit organizations, strategy development might involve organizations providing similar services or 
drawing from the same donor population or volunteer workforce. 
 
2.1. 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; definition or redefinition of your role in your business 
ecosystem (your network of partners, suppliers, collaborators, competitors, customers, communities, and other relevant 
organizations inside and outside your sector or industry that serve as potential resources); differentiation of your brand; new core 
competencies; revenue growth; divestitures; mergers and acquisitions; new partnerships, alliances, or roles within them; and new 
employee or volunteer relationships. It might also be directed toward meeting a community or public need.  
 
2.1a(1). Organizational agility refers to the capacity for rapid change in strategy and the ability to adjust your operations as 
opportunities or needs arise.  
 
2.1a(3). Integration of data from all sources to generate strategically relevant information is a key consideration. Data and 
information might relate to customer and market requirements, expectations, opportunities, and risks; financial, societal, ethical, 
regulatory, technological, security and cybersecurity, and other potential opportunities and risks; your core competencies; the 
competitive environment and your performance now and in the future 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 the way 
you operate, as well as the rate of innovation; workforce and other resource needs; your ability to capitalize on diversity; 
opportunities to redirect resources to higher-priority products, services, or areas; your ability to prevent and respond to disasters 
and emergencies; changes in the local, national, or global economy; requirements for and strengths and weaknesses of your 
partners and supply network; changes in your parent organization; and other factors unique to your organization.  
 
2.1a(3). Your strategic planning should address your ability to mobilize the necessary resources and knowledge to execute the 
strategic plan. It should also address your ability to execute contingency plans or, if circumstances require, to shift strategy and 
rapidly execute new or changed plans.  
 
2.1a(4). Your work systems are the coordinated combination of internal work processes and external resources you need to 
develop and produce products, deliver them to your customers, and succeed in your marketplace. External resources might include 
partners, suppliers, collaborators, competitors, customers, and other entities or organizations that are part of your business 
ecosystem. Decisions about work systems involve protecting intellectual property, capitalizing on core competencies, and 
mitigating risk.  
 
2.1b(1). Strategic objectives should focus on your specific challenges, advantages, and opportunities—those most important to 
your ongoing success and to strengthening your overall performance and your success now and in the future  
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challenges (strategic challenges). Strategic objectives set your organization's longer-term directions and guide resource allocation and 
redistribution. 
 
Timetables refer to listings of the intermediate steps, milestones, or the growth trajectory that must be achieved to enable the 
organization to achieve its strategic objectives on time. These steps or milestones are used by leaders and managers to monitor 
progress and make adjustments to ensure appropriate progress is made against quantifiable targets. Accordingly, to be integrated 
(I) appropriately with other Item requirements, for example, timetables in 2.1b(1) should be aligned with the frequency of 
organizational reviews as described in Item 4.1b. For example, if the organization conducts progress reviews each quarter, 
timetables with quarterly performance increments should be developed. 
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2.2 Strategy Implementation (40 points) 
Best Fit Scoring Guidelines Expected Findings 

0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
2.2 Strategy Implementation. The organization has no effective processes to implement its 
strategy (usually involving a process to develop action plans and implement them 
throughout the organization) [2.2a(1, 2)] (A).  

 
Day-to-day work actions are generally ad hoc (D). Reacting to problems is the normal way of 
approaching work and no consistent effort is made to prevent problems (L). There is no 
effective alignment in the organization related to strategy implementation; workers and/or units 
seem to operate independently (I).  

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
2.2 Strategy Implementation. The organization is in the beginning stages of establishing a 
systematic process for implementing its strategy (which may involve, for example, 
developing action plans based on its strategic objectives and implementing them) [2.2a(1, 
2)] (A-B).  

 
Major gaps exist where the action plans do not cover most elements essential to effective 
implementation of strategic objectives (D). Reacting to problems in implementing strategic 
plans and actions is widespread; working to prevent problems is in the beginning stages (L). 
Alignment of action plans is accomplished generally by the use of joint problem solving (I).  
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
2.2 Strategy Implementation. The organization has effective, systematic processes in place to 
implement its strategy (which may involve, for example, developing action plans based on 
its strategic objectives and implementing them) [2.2a(1, 2)] (A-B).  

 
Action plans for key elements of its strategic plan have been deployed to and implemented in 
most key areas in the organization (D). The organization is beginning to evaluate some of the 
processes to implement action plans and may or may not have made improvements based on the 
evaluation (L). The action plans are generally consistent with organization priorities such as 
those set forth in the Organizational Profile (for example, values and vision) and basic 
requirements of other Process Items (for example, strategy [2.1], measures and analysis of 
performance [4.1)], and engaging the workforce [5.2]) (I).  
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
2.2 Strategy Implementation. the organization has effective, systematic processes in place to 
do the following (A-O): 
a. Action Plan Development and Deployment  
(1) List the organization’s key short- and longer-term action plans. [2.2a(1)] 
(2) Deploy the organization’s action plans. [2.2a(2)] 
(3) Ensure that financial and other resources are available to support the achievement of action 

plans while the organization meets its current obligations. [2.2a(3)] 
(4) Describe the organization’s key workforce plans to support its short- and longer-term 

strategic objectives and action plans. [2.2a(4)] 
(5) Describe key performance measures or indicators used to track the achievement and 

effectiveness of action plans. [2.2a(5)] 
(6) For these key performance measures or indicators, list the performance projections for the 

organization’s short- and longer-term planning horizons. [2.2a(6)] 
b. Action Plan Modification 
Establish and implement modified action plans if circumstances require a shift in plans and 
rapid execution of new plans. [2.2b] 
 
Some relatively minor gaps may exist in the deployment of these processes in some parts of the 
organization (D). A systematic, fact-based process is in place to evaluate the efficiency and 
effectiveness of some of the key elements of (a) and/or (b) above; and—for scores of 65%—
evidence of at least one cycle of improvement and some innovation (meaningful change) 
within one or more of these elements (L). Action plans are generally aligned with 
organizational needs set forth in the organizational profile (for example, mission, vision, 
values, culture, product offerings, customer groups/segments and requirements, core 
competencies, challenges and advantages, workforce characteristics and needs, and the 
competitive environment) and the requirements of other process items (for example, strategic 
objectives [2.1b(1)], governance and societal contributions [1.2], career progression [5.2c(4)], 
measures and analysis of performance [4.1], data used to track and review organizational 
progress [4.1a(1) and 4.1b], the performance management system [5.2c(1)]), and work process 
management [6.1b]) (I). 
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels   
2.2 Strategy Implementation. The organization has effective, systematic processes in place to 
do the following: (Non-bold regular text below = A-M) 
a. Action Plan Development and Deployment 
(1) Action Plans. Describe the organization’s key short- and longer-term action plans. 
Explain their relationship to strategic objectives. Develop action plans. 
(2) Action Plan Implementation. Effectively deploy action plans. Deploy action plans to the 
workforce and to key suppliers, partners, and collaborators, as appropriate, to ensure that the 
organization achieves its key strategic objectives. Ensure that the organization can sustain the 
key outcomes of its action plans. 
(3) Resource Allocation. Ensure that financial and other resources are available to 
support the achievement of action plans while the organization meets its current 
obligations. Effectively allocate these resources to support the plans. Manage the risks 
associated with the plans to ensure financial viability. 
(4) Workforce Plans. Describe the organization’s key workforce plans to support short- 
and longer-term strategic objectives and action plans. Ensure the plans address potential 
impacts on workforce members and any potential changes in workforce capability and capacity 
needs. 
(5) Performance Measures. Describe key performance measures or indicators used to 
track the achievement and effectiveness of action plans. Ensure the overall action plan 
measurement system reinforces organizational alignment. 
(6) Performance Projections. For key performance measures or indicators, list the 
performance projections for the short- and longer-term planning horizons. If there are 
gaps between the projected performance and that of competitors or comparable organizations, 
address them in the organization’s action plans. 
 
b. Action Plan Modification 
Recognize and effectively respond when circumstances require a shift in action plans and 
rapid execution of new plans. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a) and (b) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning about (a) and (b) above and systematic evaluation 
and improvement of (a) and (b) above are key management tools. The approach is integrated 
with organizational needs set forth in the Organizational Profile (for example, vision, customer 
groups/segments and requirements, core competencies, challenges and advantages, workforce 
characteristics and needs, and the competitive environment) and the requirements of other 
Process Items (for example, governance and societal contributions [1.2a, c], strategic 
objectives [2.1b(1)], measures and analysis of performance, including benchmarking 
comparison organizations [4.1], data used to track [4.1a(1)] organizational and review[4.1b] 
organizational performance, the performance management system [5.2c(1)], career 
progression [5.2c(4)], and work process management [6.1b]) (I). 
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Notes: 
2.2. The development and deployment of your strategy and action plans are closely linked to other Criteria items. The following 
are examples of key linkages:  

• Item 1.1: how your senior leaders set and communicate organizational direction  
• Category 3: how you gather customer and market knowledge as input to your strategy and action plans and to use in 

deploying action plans  
• Category 4: how you measure and analyze data and manage knowledge to support key information needs, support the 

development of strategy, provide an effective basis for performance measurements, and track progress on achieving 
strategic objectives and action plans  

• Category 5: how you meet workforce capability and capacity needs, determine needs and design your workforce learning 
and development system, and implement workforce-related changes resulting from action plans  

• Category 6: how you address changes to your work processes resulting from action plans  
• Item 7.1: specific accomplishments relative to the organizational strategy and action plans  
• Item 7.5: results for overall strategy and action plan achievement  

 
2.2a(6). Projected performance might consider 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 
services and technology. Your process for projecting future performance should be reported in 4.1c(1). 

Related Glossary Term Not Described in the Notes: 
Action plans refer to specific actions that the organization takes to reach its short- and longer-term strategic objectives. These 
plans specify the resources committed to and the time horizons for accomplishing the plans. Action plan development is the critical 
stage in planning when you make strategic objectives and goals specific so that you can effectively deploy them throughout the 
organization in an understandable way. In the Criteria, deploying action plans includes creating aligned measures for all affected 
departments and work units. Deployment might also require specialized training for some workforce members or recruitment of 
personnel. 

For example, a strategic objective for a supplier in a highly competitive industry might be to develop and maintain price 
leadership. Action plans might entail designing efficient processes, creating an accounting system that tracks activity-level costs, 
and aligning processes and accounting systems across the organization. To deploy the action plans, the supplier might need to train 
work units and teams in setting priorities based on costs and benefits. Organizational-level analysis and review would likely 
emphasize productivity growth, cost control, and quality. 
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3 Customers 
3.1 Customer Expectations (40 points) 

Best Fit Scoring Guidelines Expected Findings 
0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
3.1 Customer Expectations. The organization has no effective processes to listen to customers 
and determine products and services to meet their needs [3.1a(1) and 3.1b(1)] (A).  

 
Efforts to listen to customers and determine what products and services are needed to meet 
their needs are ad hoc (D). Reacting to problems is the normal way of approaching work and 
no consistent effort is made to prevent problems related to building customer relationships or 
determining levels of satisfaction (L). There is no effective alignment in the organization related 
to identifying customer expectations; workers and/or units seem to operate independently (I). 
 
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
3.1 Customer Expectations. The organization is in the beginning stages of systematically 
listening to customers and determine products and services to meet their needs (which may 
include, for example, using surveys, conducting interviews, or using Web-based or social media 
techniques such as blogs, consumer chat rooms, Facebook, and Twitter) [3.1a(1)] [3.1b(1)]) (A-
B). 

 
Major gaps exist where listening to customers to determine their expectations for products and 
services do not cover most customer segments/groups and/or products and services (D). 
Reacting to problems related to understanding customer expectations is widespread; working 
to prevent problems is in the beginning stages (L). The organization generally relies on joint 
problem solving to align activities to listen to customers and determine products and services to 
meet their needs (I). 
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
3.1 Customer Expectations. The organization has effective, systematic processes in place to 
listen to customers and determine products and services to meet their needs (which may 
include, for example, using surveys, conducting interviews, or using Web-based or social media 
techniques such as blogs, consumer chat rooms, Facebook, and Twitter) [3.1a(1)] (A-B).  

 
Some gaps exist where listening to customers to determine their expectations for products and 
services do not cover most customer segments/groups and/or products and services (D). The 
organization is beginning to evaluate some of these processes and may or may not have made 
improvements based on the evaluation (L). The processes for listening to customers to 
determine their expectations for products and services cover most customer segments/groups 
and/or products and services are generally consistent with organization priorities such as those 
set forth in the Organizational Profile (for example, values, vision, and customer groups and 
requirements) and basic requirements of other Process Items (for example, engaging customers 
and building relationships [3.2], strategy development [2.1] and deployment [2.2], engaging 
the workforce [5.2], and work processes management [6.1b]) (I). 
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
3.1 Customer Expectations. The organization has effective, systematic processes in place to 
do the following (A-O): 
a. Customer Listening  
(1) Listen to, interact with, and observe (current) customers to obtain actionable information 

(which may include, for example, using surveys, conducting interviews, or using Web-
based or social media techniques such as blogs, consumer chat rooms, Facebook, and 
Twitter) [3.1a(1)]. 

(2) Listen to potential customers to obtain actionable information [3.1a(2)]. 
b. Customer Segmentation and Product Offerings  

(1) Determine customer groups and market segments [3.1b(1)]. 
(2) Determine product offerings [ 3.2b(2)]. 

 
Some relatively minor gaps may exist in the use of these processes with some customer groups 
or segments or in some parts of the organization (D). A systematic, fact-based process is in 
place to evaluate the efficiency and effectiveness of some of the key elements of (a) and/or (b) 
above; and—for scores of 65%—evidence of at least one cycle of improvement and some 
innovation (meaningful change) within one or more of these elements (L). The processes for 
listening to customers, determining satisfaction and engagement, and using that information for 
improvement are generally aligned with organizational needs set forth in the Organizational 
Profile (for example, mission, vision, values, culture, product offerings, customer 
groups/segments, and requirements) and the requirements of other Process Items (for example, 
work systems identification [2.1a(4)], strategic objectives [2.1b(1)], action plan development 
[2.2a(1)], implementation [2.2a(2)], and their performance measures [2.2a(5)], measures and 
analysis of performance [4.1], managing workforce performance [5.2c(1)], developing the 
workforce and leaders [5.2c] and implementing, managing, and improving work processes to 
deliver customer value [6.1]) (I). 
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels   
3.1 Customer Expectations. The organization has effective, systematic processes in place to 
do the following: (Non-bold regular text below = A-M) 
a. Customer Listening 
(1) Current Customers. Listen to, interact with, and observe customers to obtain 
actionable information. Use various appropriate listening methods for different customers, 
customer groups, or market segments. Vary the listening methods across the customer life 
cycle. Seek immediate and actionable feedback from customers on the quality of products, 
customer support, and transactions. 
(2) Potential Customers. Listen to potential customers to obtain actionable information. 
Listen to former customers, competitors’ customers, and other potential customers to obtain 
actionable information on the organization’s products, customer support, and transactions, as 
appropriate. 
 
b. Customer Segmentation and Product Offerings 
(1) Customer Segmentation. Determine customer groups and market segments. Do the 
following: 

• Use information on customers, markets, and product offerings to identify current and 
anticipate future customer groups and market segments; and 

• Determine which customers, customer groups, and market segments to emphasize and 
pursue for business growth. 

(2) Product Offerings. Determine product offerings. Do the following: 
• Determine customer and market needs and requirements for product offerings and 

services; 
• Identify and adapt product offerings to meet the requirements and exceed the 

expectations of customer groups and market segments; and 
• Identify and adapt product offerings to enter new markets, to attract new customers, 

and to create opportunities to expand relationships with current customers, as 
appropriate. 

 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a) and (b) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning about customer relationships and satisfaction, and 
systematic evaluation and improvement of the related processes are key management tools. The 
approach is integrated with organizational needs set forth in the Organizational Profile (for 
example, mission, vision, values, culture, product offerings, customer groups/segments and 
requirements, core competencies) and the requirements of other Process Items (for example, 
work systems identification [2.1a(4)], strategic objectives [2.1b(1)], action plan development 
[2.2a(1)], implementation [2.2a(2)], and their performance measures [2.2a(5)], measures and 
analysis of performance [4.1], managing workforce performance [5.2c(1)], and implementing, 
managing, and improving work processes to deliver customer value [6.1]) (I). 
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Notes: 
3.1. Your results on performance relative to key product features should be reported in item 7.1.  
 
3.1. For additional considerations on the products and business of nonprofit (including government) organizations, see the notes 
to P.1a(1) and P.2b.  
 
3.1a(1). Your customer listening methods might include social media and web-based technologies. Listening through social media 
may include monitoring comments on social media outlets you moderate and on those you do not control.  
 
3.1a(1). The customer life cycle begins in the product concept or pre-sale period and continues through all stages of your 
involvement with the customer. These stages might include relationship building, the active business relation- ship, and an exit 
strategy, as appropriate.  
 
3.1b(2). In identifying product offerings, you 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 customers’ 
preference for and loyalty to you and your brand—for example, features that differentiate your products due to their unique or 
innovative nature or that differentiate them from competing offerings or other organizations’ services. Those latter features might 
include price, reliability, value, delivery, timeliness, product customization, ease of use, customer or technical support, and the 
sales relationship. Key features might also consider how transactions occur and factors such as emerging technology and the 
privacy and security of customer data.  
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3.2 Customer Engagement (45 points) 

Best Fit Scoring Guidelines Expected Findings 
0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
3.2 Customer Engagement. The organization has no effective processes to build relationships 
with customers and determine their satisfaction and engagement [3.2b(1)] (A).  

 
Efforts to determine customer satisfaction and engagement and build relationships with them 
are ad hoc (D). Reacting to problems is the normal way of approaching work and no consistent 
effort is made to prevent problems related to customer engagement (L). There is no effective 
alignment in the organization related to determining their satisfaction and engagement and 
building relationships; workers and/or units seem to operate independently (I). 
 
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
3.2 Customer Engagement. The organization is in the beginning stages of establishing 
systematic processes to build relationships with customers [3.2a(1)] and determine their 
satisfaction and engagement [3.2b(1)] (which may involve, for example, assessing customer 
satisfaction and engagement through surveys, interviews, and resolving problems or complaints 
promptly to strengthen loyalty to build engagement) (A-B).  

 
Major gaps exist where the processes to build customer relationships and determine 
satisfaction and engagement do not cover most customer segments or groups (D). Reacting to 
problems related to understanding customer and market requirements is widespread; working 
to prevent problems is in the beginning stages (L). Alignment of customer requirements with 
organization priorities and work is accomplished generally by the use of joint problem solving 
(I). 
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
3.2 Customer Engagement. The organization has effective, systematic processes in place to 
build relationships with customers [3.2a(1)] and determine their satisfaction and engagement 
[3.2b(1)] (which may involve, for example, assessing customer satisfaction and engagement 
through surveys, interviews, and resolving problems or complaints promptly to strengthen 
loyalty to build engagement) (A-B).   

 
Some gaps exist where engaging customers and building relationships do not cover some 
customer segments or groups (D). The organization is beginning to evaluate some of these 
processes and may or may not have made improvements based on the evaluation (L). The 
processes to build relationships with customers [3.2a(1)] and determine their satisfaction and 
engagement are generally consistent with organization priorities, such as those set forth in the 
Organizational Profile (for example, values, vision, customer groups and their requirements) 
and basic requirements of other Process Items (for example, strategy [2.1] related action plans 
[2.2], and obtaining customer information [3.1]) (I).  
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
3.2 Customer Relationships and Support. The organization has effective, systematic 
processes in place to do the following (A-O): 
a. Product Offerings and Customer Support  

(1) Build and manage customer relationships [3.2a(1)]  
(2) Enable customers to seek information and support [3.2a(2]  
(3) Manage customer complaints [3.2a(3)] 

b. Determine Customer Satisfaction and Engagement 
(1) Determine customer satisfaction, dissatisfaction, and engagement. [3.2b(1)] 
(2) Obtain information on customers’ satisfaction with the organization relative to other 

organizations [3.2b(2)] 
c. Use Voice-of-the-Customer and Market Data and Information. 
 
Some relatively minor gaps may exist in the use of these processes in some parts of the 
organization and may not fully consider all key product offerings, customer groups, and key 
market data and information (D). A systematic, fact-based process is in place to evaluate the 
efficiency and effectiveness of some of the key elements of (a), (b), and/or (c) above; and—for 
scores of 65%—evidence of at least one cycle of improvement and some innovation 
(meaningful change) within one or more of these elements (L). The Customer Relationships 
and Support processes are generally aligned with organizational needs set forth in the 
Organizational Profile (for example, mission, vision, values, culture, product offerings, 
customer groups/segments and requirements, core competencies) and the requirements of other 
Process Items (for example, strategic objectives [2.1b(1)], action plan development [2.2a(1)]), 
implementation [2.2a(2)], and their performance measures [2.2a(5)], obtaining and using 
customer information [3.1], measures and analysis of performance [4.1], and work process 
design and management to deliver customer value [6.1]) (I). 
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels   
3.2 Customer Engagement. The organization has effective, systematic processes in place to do 
the following: (Non-bold regular text below = A-M)  
a. Customer Relationships and Support 
(1) Relationship Management. Build and manage customer relationships. Effectively 
market, build, and manage relationships with customers to do the following: 

• Acquire customers and build market share; 
• Manage and enhance brand image; 
• Retain customers, meet their requirements, and exceed their expectations in each stage 

of the customer life cycle. 
(2) Customer Access and Support. Enable customers to seek information and support. 
Enable customers to conduct business with the organization. Identify the key means of 
customer support and communication. Ensure these vary for different customers, customer 
groups, or market segments, as appropriate. Effectively do the following: 

• Determine customers’ key support requirements, and 
• Deploy these requirements to all people and processes involved in customer support. 

(3) Complaint Management. Manage customer complaints. Resolve complaints promptly 
and effectively. Effectively manage complaints to enable the organization to recover customers’ 
confidence, enhance their satisfaction and engagement, and avoid similar complaints in the 
future. 
 
b. Determination of Customer Satisfaction and Engagement 
(1) Satisfaction, Dissatisfaction, and Engagement. Determine customer satisfaction, 
dissatisfaction, and engagement. Vary the methods among different customer groups and 
market segments, as appropriate. Ensure these measurement methods capture actionable 
information. 
(2) Satisfaction Relative to Other Organizations. Obtain information on customers’ 
satisfaction with the organization relative to other organizations. Specifically, obtain 
information on customers’ satisfaction 

• Relative to their satisfaction with competitors; and 
• Relative to the satisfaction of customers of other organizations that provide similar 

products or to industry benchmarks, as appropriate. 
 
c. Use of Voice-of-the Customer and Market Data 
Use Voice-of-the-Customer and market data and information. Use this data and information 
to build a more customer-focused culture and support operational decision making. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a), (b), and (c) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in ongoing refinements and improved integration 
throughout the organization (L). Organizational learning about customer access and support, 
complaint management, and determining customer satisfaction, dissatisfaction and engagement 
through the systematic evaluation and improvement of the processes related to gaining this 
knowledge are key management tools. The approach is integrated with organizational needs set 
forth in the Organizational Profile (for example, mission, vision, values, culture, product 
offerings, customer groups/segments and requirements, core competencies) and the 
requirements of other Process Items (for example, work systems selection [2.1a(4)], strategic 
objectives [2.1b(1)], action plan development [2.2a(1)], implementation [2.2a(2)] and their 
performance measures [2.2a(5)], customer requirements, preferences, and changing 
expectations [3.1], measures and analysis of performance [4.1], transferring knowledge to 
customers [4.2a(1)], and work process design and management to deliver customer value 
[6.1]) (I). 
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Notes: 
3.2. Results for customer perceptions and actions ( outcomes) should be reported in item 7.2.  
 
3.2b(1). Determining customer dissatisfaction should be seen as more than reviewing low customer satisfaction scores. It should 
be independently determined to identify root causes and enable a systematic remedy to avoid future dissatisfaction.  
 
3.2b(2). Information on relative satisfaction may include comparisons with competitors, comparisons with other organizations that 
deliver similar products in a noncompetitive marketplace, or comparisons obtained through trade or other organizations. Such 
information may also include information on why customers choose your competitors over you.  
 
3.2c. Customer data and information should be used to support the overall performance reviews addressed in 4.1b. Voice-of-the-
customer and market data and information to use might include aggregated data on complaints and, as appropriate, data and 
information from social media. 
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4 Measurement, Analysis, and Knowledge Management 
4.1 Measurement, Analysis, and Improvement of Organizational Performance (45 points) 

Best Fit Scoring Guidelines Expected Findings 
0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
4.1 Measurement, Analysis, and Improvement of Organizational Performance. The 
organization has no effective processes to measure [4.1a(1)], analyze [4.1b], and then 
improve organizational performance [4.1c(2)] (A).  

 
Efforts to gather, analyze, and use data to support decision making and performance 
improvement are not consistent throughout the organization (D). Intuition, “gut feel,” and 
guesswork are usually used rather than data to drive decisions and make improvements; 
reacting to problems is the normal way of approaching work (L). There is no effective 
alignment between areas such as the data, information, and analyses that are used to support 
organization strategic objectives [2.1], mission, vision, and values [1.1], reward and 
recognition [5.2]; workers and/or units seem to operate independently with standalone data 
and information (I). 
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
4.1 Measurement, Analysis, and Improvement of Organizational Performance. The 
organization is beginning to establish systematic processes to measure [4.1a(1)], analyze 
[4.1b], and then improve organizational performance [4.1c(2)] (A-B).  

 
Major gaps exist where the measures and reviews do not cover many elements essential to 
organization performance (D). Reacting to problems with ineffective data and analyses to 
support decision making and process improvement is widespread; working to prevent problems 
is in the beginning stages (L). The organization generally relies on joint problem solving to 
promote organization alignment of measurement, analysis, and improvement processes (I). 
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
4.1 Measurement, Analysis, and Improvement of Organizational Performance. The 
organization has effective, systematic processes in place to measure [4.1a(1)], analyze [4.1b], 
and then improve organizational performance [4.1c(2)] (A-B).  

 
Measures, analyses, and improvement activities cover some areas essential to organization 
performance (D). The organization is beginning to evaluate some of these processes and may 
or may not have made improvements based on the evaluation (L). These processes are 
generally consistent with organization priorities such as those set forth in the Organizational 
Profile (for example, values and vision) and basic requirements of other Process Items (for 
example, strategy development [2.1], strategy implementation [2.2], customer data [3.1 and 
3.2], and engaging the workforce [5.1]) (I). 
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
4.1 Measurement, Analysis, and Improvement of Organizational Performance. The 
organization has effective, systematic processes in place at all levels and in all parts to do the 
following (A-O): 
a. Performance Measurement  

(1) Track data and information on daily operations and overall organizational performance 
[4.1a(1)]  

(2) Select comparative data and information to support fact-based decision making [4.1a(2]  
(3) Select voice-of-the-customer and market data and information [ 3.2c] 
(4) Ensure that the performance measurement system can respond to rapid or unexpected 

organizational or external changes and provide timely data. [4.1a(4)]  
b. Performance Analysis and Review  
Review the organization's performance and capabilities [4.1b]. 
c. Performance Improvement  

(1) Project the organization's future performance [4.1c(1)] 
(2) Use findings from performance reviews (such as those addressed in 4.1b) to develop 

priorities for continuous improvement and opportunities for innovation [4.1c(2)] 
 
Some relatively minor gaps may exist in the deployment or use of these processes throughout 
the organization (D). A systematic, fact-based process is in place to evaluate the efficiency and 
effectiveness of some of the key elements of (a), (b), and/or (c) above; and—for scores of 65%—
evidence of at least one cycle of improvement and some innovation (meaningful change) 
within one or more of these elements (L). The measurement, analysis, and improvement 
processes are generally aligned with organizational needs set forth in the Organizational 
Profile (for example, mission, vision, values, culture, product offerings, customer and 
workforce groups/segments and requirements, core competencies) and the requirements of 
other Process Items (for example, strategic objectives [2.1b(1)], action plan development 
[2.2a(1)], implementation [2.2a(2)], and their performance measures [2.2a(5)], customer data 
[3.1 and 3.2], information and knowledge management [4.2], workforce reward and 
recognition [5.2c(1)], and work process design, management, improvement, and innovation 
[6.1]) (I). 
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels   
4.1 Measurement, Analysis, and Improvement of Organizational Performance. The 
organization has effective, systematic processes in place to do the following: (Non-bold regular 
text below = A-M) 
a. Performance Measurement 
(1) Performance Measures. Track data and information on daily operations and overall 
organizational performance. Effectively do the following: 

• Select, collect, align, and integrate data and information to use in tracking daily 
operations and overall organizational performance. 

• Track progress on achieving strategic objectives and action plans. 
• Describe the key organizational performance measures, including key short- and 

longer-term financial measures.  
• Describe the frequency with which these measures are tracked. 

(2) Comparative Data. Select comparative data and information to support fact-based 
decision making. 
(3) Measurement Agility. Ensure that the performance measurement system can respond 
to rapid or unexpected organizational or external changes and provide timely data. 
 
b. Performance Analysis and Review 
Review the organization’s performance and capabilities. Use key organizational 
performance measures, as well as comparative data, in these reviews.  

• Perform analyses to support these reviews  
• Ensure that conclusions of these reviews are valid.  
• Ensure the organization and its senior leaders use these reviews to 

• assess organizational success, competitive performance, financial health, and 
progress on achieving strategic objectives and action plans; and 

• respond rapidly to changing organizational needs and challenges in the operating 
environment. 

• Ensure the governance board reviews the organization’s performance and its progress 
on strategic objectives and action plans, if appropriate. 

 
c. Performance Improvement 
(1) Future Performance. Project the organization’s future performance. Use findings from 
performance reviews and key comparative and competitive data in making these projections. 
(2) Continuous Improvement and innovation. Use findings from performance reviews to 
develop priorities for continuous improvement and opportunities for innovation. Deploy 
these priorities and opportunities 

• to work group and functional-level operations; and 
• when appropriate, to suppliers, partners, and collaborators to ensure organizational 

alignment. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a), (b), and (c) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning and systematic evaluation and improvement of, (a), 
(b), and (c) above, are key management tools. The approach is integrated with organizational 
needs set forth in the Organizational Profile (for example, mission, vision, values, culture, 
product offerings, customer and workforce groups/segments and requirements, core 
competencies) and the requirements of other Process Items (for example, strategic objectives 
[2.1b(1)], action plan development [2.2a(1)], implementation [2.2a(2)], and their performance 
measures [2.2a(5)], information and knowledge management [4.2], workforce reward and 
recognition [5.2c(1)], work process design, management, and improvement including the use of 
in-process measures [6.1]) (I). 
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Notes: 
4.1. The questions in this item are closely linked to each other and to other Criteria items. The following are examples of key 
linkages:  

• Your organizational performance measurement (4.1a)—including the comparative data and information you select, and 
the performance measures reported throughout your Criteria item responses— should inform your organizational 
performance reviews (4.1b).  

• Organizational performance reviews (4.1b) should reflect your strategic objectives and action plans ( category 2), and the 
results of organizational performance analysis and review should inform your strategy development and implementation, 
and your priorities for improvement and opportunities for innovation (4.1c).  

• Your performance projections for your key action plans should be reported in 2.2a(6).  
• Your organizational performance results should be reported in items 7.1–7.5.  

 
4.1a. Data and information from performance measurement should be used to support fact-based decisions that set and align 
organizational directions and resource use at the work unit, key process, department, and organization levels.  
 
4.1a(2). The comparative data and information you select should be used to support operational and strategic decision making. 
Comparative data and information are obtained by benchmarking and by seeking competitive comparisons. Benchmarking is 
identifying processes and results that rep- resent best practices and performance for similar activities, inside or outside your 
industry. Competitive comparisons relate your performance to that of competitors and other organizations providing similar 
products and services.  
 
4.1a(3). Agility in your measurement system might be needed in response to regulatory changes, other changes in the political 
environment, innovations in organizational processes or business models, new competitor offerings, or productivity enhancements. 
Responses to such changes might involve, for example, adopting different performance measures or adjusting the intervals 
between measurements.  
 
4.1b. Performance analysis includes examining performance trends; organizational, industry, and technology projections; and 
comparisons, cause-effect relationships, and correlations. This analysis should support your performance reviews, help determine 
root causes, and help set priorities for resource use. Accordingly, such analysis draws on all types of data: product performance, 
customer-related, financial and market, operational, and competitive. The analysis should also draw on publicly mandated 
measures, when appropriate, and might also be informed by internal or external Baldrige assessments.  
 
4.1b. Rapid response to changing organizational needs and challenges may include responding to the need for transformational 
change in your organizational structure and work systems.  
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4.2 Information and Knowledge Management (45 points) 
Best Fit Scoring Guidelines Expected Findings 

0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
4.2 Information and Knowledge Management. The organization has no effective processes to 
manage its information [4.2a(1,2)] and knowledge assets [4.2b(1,2,3)] (A).  

 
Efforts to manage information and knowledge are ad hoc (D). Reacting to problems through 
intuition and guesswork is the normal way of approaching work and no consistent effort is 
made to prevent problems (L). There is no effective alignment in the organization related to 
data quality, data availability, or knowledge management; workers and/or units seem to 
operate independently (I). 
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
4.2 Information and Knowledge Management. The organization is in the beginning stages of 
establishing systematic processes to manage its information and knowledge assets (which may 
include, for example, ensuring data quality [4.2a(1)], or availability [4.2a(2)], and build 
organizational knowledge [4.2b(1,2,3)]) (A-B). 

 
Major gaps exist where essential information, knowledge, and information technology are not 
available (D). Reacting to problems related to poor data quality and availability is widespread; 
working to prevent problems is in the beginning stages (L). The organization generally relies 
on joint problem solving to promote alignment of data quality, availability, and knowledge 
management, needs (I). 
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
4.2 Information and Knowledge Management. The organization has effective, systematic 
processes in place manage its information [4.2a] and knowledge assets [4.2b] (which may 
include, for example, ensuring data quality [4.2a(1)] or availability [4.2a(2)], and build 
organizational knowledge [4.2b])(A-B).  

 
Relevant knowledge and information are available when and where needed for some areas (D). 
The organization is beginning to evaluate some of these processes and may or may not have 
made improvements based on the evaluation (L). Information and knowledge management 
processes are generally consistent with organization priorities such as those set forth in the 
Organizational Profile (for example, values and vision) and basic requirements of other 
Process Items (for example, needs related to measuring and analyzing organizational 
performance [4.1] and work process management [6.1]) (I). 
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
4.2 Information and Knowledge Management. The organization has effective, systematic 
processes in place to do the following for the workforce, suppliers, partners, collaborators, and 
customers (A-O): 
a. Data and Information 
(1) Verify and ensure the quality of organizational data and information (which may include, 

for example, accuracy and validity, integrity and reliability, and currency) [4.2a(1)] 
(2) Ensure the availability of organizational data and information [4.2a(2)] 

b. Organizational Knowledge 
(1) Build and manage organizational knowledge [4.2b(1)]  
(2) Share best practices within the organization [4.2b(2)] 
(3) Use organizational knowledge and resources to embed learning in the way the organization 

operates [4.2b(3)] 
 
Some relatively minor gaps may exist in the deployment of these processes in some parts of the 
organization (D). A systematic, fact-based process is in place to evaluate the efficiency and 
effectiveness of some of the key elements of (a) and/or (b) above; and—for scores of 65%—
evidence of at least one cycle of improvement and some innovation (meaningful change) 
within one or more of these elements (L). Processes to manage information and organizational 
knowledge assets are generally aligned with organizational needs set forth in the 
Organizational Profile (for example, mission, vision, values, product offerings) and the 
requirements of other Process Items (for example, strategic objectives [2.1b(1)], action plan 
development [2.2a(1)], implementation [2.2a(2)], and their performance measures [2.2a(5)], 
measurement, analysis, and improvement of performance ([4.1], workforce and leader 
development [5.2c], work process requirements determination, design, management, and 
improvement [6.1], and disaster or emergency contingency plans [6.2c(2]) (I). 



 44 

70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels   
4.2 Information and Knowledge Management. The organization has effective, systematic 
processes in place to do the following for the workforce, suppliers, partners, collaborators, and 
customers: (Non-bold regular text below = A-M) 
 
a. Data and Information 
(1) Quality. Verify and ensure the quality of organizational data and information. Manage 
electronic and other data and information to ensure their accuracy and validity, integrity and 
reliability, and currency. 
(2) Availability. Ensure the availability of organizational data and information. Make 
needed data and information available in a user-friendly format and timely manner to the 
workforce, suppliers, partners, collaborators, and customers, as appropriate. Ensure that 
information technology systems are reliable and user-friendly. 
 
b. Organizational Knowledge 
(1) Knowledge Management. Build and manage organizational knowledge. Do the 
following: 

• Collect and transfer workforce knowledge; 
• Blend and correlate data from different sources to build new knowledge; 
• Transfer relevant knowledge from and to customers, suppliers, partners, and 

collaborators; and 
• Assemble and transfer relevant knowledge for use in innovation and strategic planning 

processes. 
(2) Best Practices. Share best practices in the organization.  

• Identify internal and external organizational units or operations that are high 
performing.  

• Identify best practices for sharing and implement them across the organization, as 
appropriate. 

(3) Organizational Learning. Use knowledge and resources to embed learning in the way 
the organization operates. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a) and (b) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning and systematic evaluation and improvement of (a) 
and (b) above are key management tools. The approach is integrated with organizational needs 
set forth in the Organizational Profile (for example, mission, vision, values, product offerings) 
and the requirements of other Process Items (for example, strategic objectives [2.1b(1)], action 
plan development [2.2a(1)], implementation [2.2a(2)], and their performance measures 
[2.2a(5)], voice-of-the-customer information [3.1], measurement, analysis, and knowledge 
management [4.1], workforce and leader development [5.2c], work process design, 
management, and improvement including requirements for in-process measures [6.1], and 
disaster or emergency contingency plans [6.2c(2)]) (I).  
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Notes: 
4.2a(2). Information technology systems include, for example, physical devices and systems (hardware); software platforms and 
applications; and externally based information systems, such as those stored in the cloud or outside the organization’s control.  
 
4.2a(2). The security of your information technology systems is not addressed in this item. You should address this as part of your 
overall security and cybersecurity management in item 6.2.  
 
4.2b(1). Blending and correlating data from different sources may involve handling big data sets and disparate types of data and 
information, such as data tables, video, and text, and may involve data analytics and data science techniques. Organizational 
knowledge constructed from these data may be speculative and may reveal sensitive information about organizations or individuals 
that must be protected from use for any other purposes.  
 
4.2b(3). Embedding learning in the way your organization operates means that learning (1) is a part of everyday work; (2) results 
in solving problems at their source; (3) is focused on building and sharing knowledge throughout your organization; and (4) is 
driven by opportunities to bring about significant, meaningful change and to innovate. 
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5 Workforce 
5.1 Workforce Environment (40 points) 

Best Fit Scoring Guidelines Expected Findings 
0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Questions 
5.1 Workforce Environment. The organization has no processes to build an effective and 
supportive workforce environment (which may include, for example, managing or organizing 
the workforce to accomplish the work of the organization [5.1a(4)] and maintaining a 
supportive work climate [5.1b(1,2)]) (A).  

 
The work environment does not support the work of the organization (D). Reacting to problems 
is the normal way of approaching the workforce environment (L). There is no effective 
alignment between the workforce environment and employee needs or strategic or other 
business priorities in the organization; workers and/or units seem to operate independently (I). 
 
 
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Questions 
5.1 Workforce Environment. The organization is in the beginning stages of establishing 
processes to build an effective, supportive workforce environment (which may include, for 
example, managing or organizing the workforce to accomplish the work of the organization 
[5.1a(4)] and ensuring workforce security [5.1b(1)], or providing appropriate benefits [5.1b(2)]) 
(A-B).  

 
Major gaps exist where the workforce environment does not support the work of the 
organization (D). Reacting to problems in the workforce environment is a common approach; 
working to prevent problems is in the beginning stages (L). The organization generally relies 
on joint problem solving to promote alignment of workforce environment issues with other 
organization needs (I). 
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Questions  
 
5.1 Workforce Environment. The organization has effective, systematic processes in place to 
build an effective, supportive workforce environment (which may include, for example, 
managing or organizing the workforce to accomplish the work of the organization [5.1a(4)] and 
ensuring workforce security [5.1b(1)], or providing appropriate benefits [5.1b(2)]) (A-B).  

 
Processes to build an effective, systematic workforce environment support (or are just 
beginning to support) performance objectives in some parts of the organization (D). The 
organization is beginning to evaluate some of these processes and may or may not have made 
improvements based on the evaluation (L). Workforce environment processes are generally 
consistent with organization priorities such as those set forth in the Organizational Profile (for 
example, values, vision, and workforce safety requirements) and basic requirements of other 
Process Items (for example, strategy [2.1], strategy implementation, [2.2], and workforce 
engagement [5.2]) (I).  
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
5.1 Workforce Environment. The organization has effective, systematic processes in place to 
do the following (A-O): 
a. Workforce Capability and Capacity  
(1) Assess workforce capability and capacity needs [5.1a(1)] 
(2) Recruit, hire, and onboard new workforce members [5.1a(2)] 
(3) Prepare the workforce for changing capability and capacity needs [5.1a(3)]  
(4) Organize and manage the workforce [5.1a(4)] 

b. Workforce Climate 
(1) Ensure workplace health, security, and accessibility for the workforce [5.1b(1)]  
(2) Support the workforce via services, benefits, and policies [5.1b(2)] 

 
Some relatively minor gaps may exist in the deployment of these processes in some parts of the 
organization (D). A systematic, fact-based process is in place to evaluate the efficiency and 
effectiveness of some of the key elements of (a) and/or (b) above; and—for scores of 65%—
evidence of at least one cycle of improvement and some innovation (meaningful change) 
within one or more of these elements (L). Workforce environment processes are generally 
aligned with organizational needs set forth in the Organizational Profile (for example, mission, 
vision, values, culture, workforce groups/segments and requirements) and the requirements of 
other Process Items (for example, societal responsibility, legal and ethical behavior [1.2], 
strategic objectives [2.1b(1)], action plan development [2.2a(1)], implementation [2.2a(2)], 
and their performance measures [2.2a(5)], information and knowledge management [4.2], 
workforce engagement [5.2], and work process design, management, and improvement [6.1]) 
(I).  
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels   
5.1 Workforce Environment. The organization has effective, systematic processes in place to 
do the following: (Non-bold regular text below = A-M) 
a. Workforce Capability and Capacity 
(1) Capability and Capacity Needs. Assess workforce capability and capacity needs. 
Assess the skills, competencies, certifications, and staffing levels there are needed by the 
organization. 
(2) New Workforce Members. Recruit, hire, and onboard new workforce members.  

• Ensure that the workforce represents the diverse ideas, cultures, and thinking of the 
organization’s hiring and customer communities.  

• Ensure the fit of new workforce members with the organizational culture. 
(3) Workforce Change Management. Prepare the workforce for changing capability and 
capacity needs.  

• Balance the needs of the workforce and the organization to ensure continuity, prevent 
workforce reductions, and minimize the impact of any necessary reductions; 

• Prepare for and manage any periods of workforce growth; and 
• Prepare the workforce for changes in organizational structure and work systems, when 

needed. 
(4) Work Accomplishment. Organize and manage the workforce. Organization and manage 
the workforce to 

• accomplish the organization’s work, 
• capitalize on the organization’s core competencies, 
• reinforce a customer and business focus, and 
• exceed performance expectations. 

b. Workforce Climate 
(1) Workplace Environment. Ensure workplace health, security, and accessibility for the 
workforce. Provide performance measures and improvement goals for the workplace 
environmental factors. 
(2) Workforce Benefits and Policies. Support the workforce via services, benefits, and 
policies. Taylor services, benefits, and policies to the needs of a diverse workforce and different 
workforce groups and segments. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a) and (b) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning and systematic evaluation and improvement of (a) 
and (b) above are key management tools. The approach is integrated and consistent with 
organizational needs set forth in the Organizational Profile (for example, mission, vision, 
values, culture, workforce groups/segments and requirements) and the requirements of other 
Process Items (for example, societal responsibility, legal and ethical behavior [1.2], strategic 
objectives [2.1b(1)], action plan development (2.2a(1)], implementation [2.2a(2)], and their 
performance measures [2.2a(5)], information and knowledge management [4.2], workforce 
engagement [5.2], and work process design, management, and improvement [6.1]) (I). 
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Notes: 
5. Results related to workforce environment and engagement should be reported in item 7.3. People supervised by a contractor 
should be addressed in categories 2 and 6 as part of your larger work system strategy and your internal work processes. For 
organizations that also rely on volunteers, workforce includes these volunteers.  
 
5.1a(1). Your assessment of workforce capability and capacity needs should consider not only current needs, but also future 
requirements based on the strategic objectives and action plans you identify in category 2 and the future performance you discuss 
in 4.1c(1).  
 
5.1a(3). Preparing your workforce for changing capability and capacity needs might include training, education, frequent 
communication, consideration of workforce employment and employability, career counseling, and outplacement and other 
services.  
 
5.1a(3), 5.1a(4). Organizing and managing your workforce may involve organizing the workforce for change as you address 
changes in technology, your external environment, culture, or strategic objectives.  
 
5.1b(1). Workplace accessibility maximizes productivity by eliminating barriers that can prevent people with disabilities from 
working to their potential. A fully inclusive workplace is physically, technologically, and attitudinally accessible.  
 
5.1b(1). If workplace environmental factors and their performance measures or targets differ significantly for your different 
workplace environments, you should include these differences in your response. You should address workplace safety in item 6.2 
as part of your overall safety system.  
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5.2 Workforce Engagement (45 points) 
Best Fit Scoring Guidelines Expected Findings 

0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
5.2 Workforce Engagement. The organization has no effective processes to engage the 
workforce for retention and high-performance [5.2a] (A).  
 
Efforts to ensure the workforce is engaged to achieve high levels of performance are ad hoc 
(D). Reacting to problems is the normal way of approaching work (L). There is no effective 
alignment of systems to engage the workforce with strategic objectives, action plans or other 
organization priorities; workers and/or units seem to operate independently (I).  
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
5.2 Workforce Engagement. The organization is in the beginning stages of establishing 
systematic processes to engage the workforce for retention and high-performance [5.2a] (A-B).  

 
Major gaps exist where the engagement processes do not help most employees achieve 
organizational or personal success (D). Reacting to employee performance problems is 
widespread; working to prevent problems is in the beginning stages (L). The organization 
generally relies on joint problem solving to align workforce engagement with strategy and 
other organizational priorities (I).  
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
5.2 Workforce Engagement. The organization has effective, systematic processes in place to 
engage the workforce for retention and high-performance [5.2a] (A-B).  

 
Workforce engagement processes in some parts of the organization support (or are beginning 
to support) organizational and personal success (D). The organization is beginning to evaluate 
some of these processes and may or may not have made improvements based on the evaluation 
(L). Systems to engage the workforce are generally consistent with organization priorities such 
as those set forth in the Organizational Profile (for example, values, vision, and workforce 
motivators) and basic requirements of other Process Items (for example, leadership [1.1], 
strategy development [2.1] strategy implementation, [2.2], the management of organizational 
knowledge [4.2], a supportive workplace environment [5.1] and the design, management, and 
improvement of key health care services and work processes [6.1]) (I).  
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
5.2 Workforce Engagement. The organization has effective, systematic processes in place to 
do the following (A-O): 
a. Assessment of Workforce Engagement  

(1) Determine the key drivers of workforce engagement [5.2a(1)] 
(2) Assess workforce engagement [5.2a(2)] 

 
b. Foster an organizational culture that is characterized by open communication, high 
performance, and an engaged workforce. [5.2b] 
 
c. Performance Management and Development 
(1) Ensure the workforce performance management system supports high performance. 

[5.2c(1)] 
(2) Ensure the organization’s learning and development system supports the personal 

development of workforce members and the organization’s needs. [5.2c(2)] 
(3) Evaluate the effectiveness and efficiency of the learning and development system. [5.2c(3)] 
(4) Manage career development for the workforce and future leaders. [5.2c(4)] 

 
Some relatively minor gaps may exist in the deployment of these processes in some parts of the 
organization (D). A systematic, fact-based process is in place to evaluate the efficiency and 
effectiveness of some of the key elements of (a), (b),  and/or (c) above; and—for scores of 
65%—evidence of at least one cycle of improvement and some innovation (meaningful 
change) within one or more of these elements (L). Systems for engaging, enriching, developing, 
and assessing the workforce are generally aligned with organizational needs set forth in the 
Organizational Profile (for example, mission, vision, values, culture, workforce 
groups/segments and requirements) and the requirements of other Process Items (for example, 
senior leadership communication with the workforce and encouraging high performance [1.1], 
societal responsibility, legal and ethical behavior [1.2], strategic objectives [2.1b(1)], action 
plan development [2.2a(1)], implementation [2.2a(2)], and their performance measures 
[2.2a(5)], information and knowledge management [4.2], supportive workforce climate [5.1b], 
and work process design, management, and improvement [6.1]) (I).  
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels   
5.2 Workforce Engagement. The organization has effective, systematic processes in place to 
do the following: (Non-bold regular text below = A-M) 
a. Assessment of Workforce Engagement 
(1) Drivers of Engagement. Determine the key drivers of workforce engagement. 
Determine these drivers for different workforce groups and segments. 
(2) Assessment of Engagement. Assess workforce engagement.  

• Define and use formal and informal assessment methods and measures to determine 
workforce satisfaction and workforce engagement.  

• Very these methods and measures across workforce groups and segments, as 
appropriate.  

• Also use other indicators to assess and improve workforce engagement. 
 
b. Organizational Culture. Foster an organizational culture that is characterized by open 
communication, high performance, and an engaged workforce.  

• Reinforce the organizational culture.  
• Ensure that this culture supports the organization’s vision and values, and benefits 

from the diverse ideas, cultures, and thinking of workforce.  
• Empower the workforce. 

 
c. Performance Management and Development 
(1) Performance Management. Ensure the workforce performance management system 
supports high performance. As a part of performance management: 

• Consider workforce compensation, reward, recognition, and incentive practices; and  
• Reinforce intelligent risk taking, a customer and business focus, and achievement of 

action plans. 
(2) Performance Development. Ensure the organization’s learning and development 
system supports the personal development of workforce members and the organization’s 
needs. The system should do the following: 

• Consider the learning and development desires of workforce members,  
• Support organizational performance improvement and intelligent risk taking, and  
• Support ethics and ethical business practices. 

(3) Learning and Development Effectiveness. Evaluate the effectiveness and efficiency of 
the learning and development system.  

• Correlate learning and development outcomes with findings from the assessment of 
workforce engagement and with key business results, and 

• Use these correlations to identify opportunities for improvement both in workforce 
engagement and in learning and development offerings. 

(4) Career Development. Manage career development for the workforce and future 
leaders. Carry out succession planning for management, leadership, and other key positions. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a) and/or (b) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning and systematic evaluation and improvement of (a) 
and/or(b) above, are key management tools. The approach is integrated and consistent with 
organizational needs set forth in the Organizational Profile (for example, mission, vision, 
values, culture, workforce groups/segments and requirements) and the requirements of other 
Process Items (for example, senior leadership communication with the workforce and 
encouraging high performance [1.1], societal responsibility, legal and ethical behavior [1.2], 
strategic objectives [2.1b(1)], human resource plans [2.2a(4)], action plan development 
[2.2a(1)], implementation [2.2a(2)], and their performance measures [2.2a(5)], information 
and knowledge management [4.2], workforce capability, capacity, structure, policies, services, 
and benefits [5.1], and work process design, management, and improvement [6.1]) (I). 

 



 53 

 
Baldrige Definition of High Performance:  
High performance refers to achieving increasingly-higher levels of overall organizational and individual performance, including 
improved quality, productivity, innovation rate, and cycle time. High performance results in improved service and value for 
customers and other stakeholders. Approaches to high performance may vary in form, function, and the incentive systems used. 
High performance stems from and enhances workforce engagement. It involves cooperation between the 
administration/management and the workforce, which may involve workforce bargaining units; cooperation among work units, 
often involving teams; empowerment of your people, including personal accountability; and workforce input into planning. It may 
involve learning and building individual and organizational skills; learning from other organizations; creating flexible job design 
and work assignments; maintaining a flattened organizational structure, where decision making is decentralized and decisions are 
made closest to customers (the front line); and effectively using performance measures, including comparisons. Many 
organizations encourage high performance with monetary and nonmonetary incentives based on factors such as organizational 
performance, team and individual contributions, and skill building. Also, approaches to high performance usually seek to align 
your organization’s structure, core competencies, work, jobs, workforce development, and incentives. 
 

Notes: 
5.2a(1). Drivers of workforce engagement (identified in P.1a[3]) refer to the drivers of workforce members’ commitment, both 
emotional and intellectual, to accomplishing the organization’s work, mission, and vision.  
 
5.2a(2). other indicators to use in assessing and improving workforce engagement might include workforce retention, absenteeism, 
grievances, safety, and productivity.  
 
5.2c(1). In some government organizations, compensation systems are set by law or regulation; therefore, reward and recognition 
systems must use other options.  
 
5.2c(2). Your response should include how you address any considerations for workforce development, learning, and career 
progression that are unique to your organization. These might include development opportunities that address your organization’s 
core competencies, strategic challenges, and action plans; organizational change and innovation; improvements in customer focus; 
and the reinforcement of new knowledge and skills on the job. Your response should also consider the breadth of development 
opportunities you might offer, including education, training, coaching, mentoring, and work-related experiences.  
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6 Operations 
6.1 Work Processes (45 points) 

Best Fit Scoring Guidelines Expected Findings 
0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
6.1 Work Processes. The organization has no effective process to design [6.1a(3)], manage 
[6.1b(1)], and improve key products and work processes [6.1b(3)] to deliver products that 
achieve customer value and organizational success and sustainability (A).  

 
Efforts to design, manage, and improve key products and work processes are ad hoc (D). 
Reacting to problems is the normal way of approaching work (L). There is no effective 
alignment in the organization of key products and work processes, core competencies, or key 
work systems; workers and/or units seem to operate independently (I).  
 
 
 
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
6.1 Work Processes. The organization is beginning to use systematic processes to design key 
products and work processes [6.1a(3)], manage key products and work processes [6.1b(1)], and 
improve key products and work processes [6.1b(3)] (A-B).  

 
Major gaps exist in processes to design, manage, and improve key products and work processes 
essential to business success and growth (D). Reacting to problems with the design, 
management, and improvement of key products and work processes is widespread; working to 
prevent problems is in the beginning stages (L). The organization generally relies on joint 
problem solving to promote alignment of design, management, and improvement processes and 
organization priorities (I).  
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
6.1 Work Processes. The organization has effective, systematic processes in place to design 
key products and work processes [6.1a(3)], manage key products and work processes [6.1b(1)], 
and improve key products and work processes [6.1b(3)] (A-B).  

 
Systems to design, manage, and improve key products and work processes in some parts of the 
organization may be just beginning to support customer requirements or key business needs 
(D). The organization is beginning to evaluate some of the processes to design [6.1a(3)], 
manage [6.1b(1)], and improve [6.1b(3)] key products and work processes and may or may not 
have made improvements based on the evaluation (L). Design, management, and improvement 
processes are generally consistent with organization priorities such as those set forth in the 
Organizational Profile (for example, customer requirements, product delivery mechanisms, 
values, vision, and core competencies) and basic requirements of other Process Items (for 
example, strategy development [2.1], and strategy implementation [2.2], determining customer 
satisfaction/dissatisfaction [ 3.2b(1)], engaging customers to serve their needs [3.2], 
measurement and analysis of information [4.1], and cost control [6.2a] (I). 
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
6.1 Work Processes. The organization has effective, systematic processes in place to do the 
following (A-O): 
a. Product and Process Design 
(1) Determine key product and work process requirements [6.1a(1)] 
(2) List the organization’s key work processes [6.1a(2)] 
(3) Design products and work processes to meet requirements [6.1a(3)]  
b. Process Management and improvement 
(1) Ensure the day-to-day operation of work processes meet key process requirements 

[6.1b(1)]  
(2) Determine key support processes [6.1b(2)] 
(3) Improve work and support processes to improve products and process performance, 

enhance core competencies, and reduce variability [6.1b(3)] 
c. Supply-Network Management.  
Manage the supply-network. [6.1c] 
d. Innovation Management.  
Pursue opportunities for innovation [6.1d] 

 
Some relatively minor gaps may exist in the design, management, and improvement of work 
processes in some parts of the organization (D). A systematic, fact-based process is in place to 
evaluate the efficiency and effectiveness of some of the key elements of (a), (b), (c) and/or (d) 
above; and—for scores of 65%—evidence of at least one cycle of improvement and some 
innovation (meaningful change) within one or more of these elements (L). The design, 
management, and improvement processes are generally aligned with organizational needs set 
forth in the Organizational Profile (for example, mission, vision, values, culture, customer and 
workforce groups/segments and requirements, core competencies, challenges and advantages) 
and the requirements of other Process Items (for example, senior leadership actively guiding 
and enhancing long-term organizational success (sustainability) and encouraging high 
performance [1.1], societal responsibility, legal and ethical behavior (1.2], strategic objectives 
[2.1b(1)], action plan development [2.2a(1)], implementation [2.2a(2)], and their performance 
measures [2.2a(5)], determining customer satisfaction/dissatisfaction [ 3.2b(1)], engaging 
customers to serve their needs [3.2], measurement, analysis, and improvement [4.1], 
information and knowledge management [4.2], workforce engagement [5.2], a supportive 
workforce environment [5.1], and cost control, management of information systems, and safety 
and emergency preparedness [6.2)]) (I).  
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels  
6.1 Work Processes. The organization has effective, systematic processes in place to do the 
following: (Non-bold regular text below = A-M) 
a. Product and Process Design  
(1) Determination of Product and Process Requirements. Determine key product and 
work process requirements. 
(2) Key Work Processes What are the organization’s key work processes. What are the key 
requirements for these work processes. 
(3) Design Concepts. Design products and work processes to meet requirements. 
Incorporate new technology, organizational knowledge, product excellence, customer value, 
consideration of risk, and the potential need for agility into these products and processes. 
 
b. Process Management and Improvement 
(1) Process Implementation. Ensure day-to-day operation of work processes ensure meet 
key process requirements. Define and use key performance measures or indicators and in-
process measures do you to control and improve work processes. Ensure these measures relate 
to end-product quality and performance measures. 
(2) Support Processes. Determine key support processes. List the organization’s key support 
processes. Ensure the day-to-day operation of these processes it’s meet key business 
requirements. 
(3) Product and Process Improvement. Improve work processes and support processes to 
improve products and process performance, enhance core competencies, and reduce 
variability. 
c. Supply-Network Management 
Manage the organization’s supply network.  

• Select suppliers that are qualified and positioned to meet the organization’s operational 
needs, enhance its performance, support its strategic objectives, and enhance its 
customers’ satisfaction.  

• Promote alignment and collaboration within the organization’s supply network; 
• Ensure supply-network agility in responding to changes in customer, market, and 

organizational requirements; and 
• Communicate performance expectations, measure and evaluate suppliers’ 

performance, provide feedback to help them improve, and deal with poorly performing 
suppliers. 

 
d. Innovation Management 
Pursue opportunities for innovation.  

• Effectively pursue the strategic opportunities that the organization determines are 
intelligent risks.  

• Effectively make financial and other resources available to pursue these opportunities.  
• Use an effective process to decide whether to discontinue pursuing opportunities at the 

appropriate time. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a), (b), (c), and 
(d) above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning and systematic evaluation and improvement of (a), 
(b), (c), and (d) above are key management tools. The approach is integrated with 
organizational needs set forth in the Organizational Profile (for example, mission, vision, 
values, culture, customer and workforce groups/segments and requirements, core 
competencies, challenges and advantages) and the requirements of other Process Items (for 
example, senior leadership actively guiding and enhancing organizational sustainability and 
encouraging high performance [1.1], societal responsibility, legal and ethical behavior [1.2], 
strategic objectives [2.1b(1)], action plan development [2.2a(1)], implementation [2.2a(2)], 
and their performance measures [2.2a(5)], determining customer satisfaction/dissatisfaction [ 
3.2b(1)], engaging customers to serve their needs [3.2], measurement, analysis, and 
improvement [4.1], information and knowledge management including preparation for 
emergencies [4.2], workforce engagement [5.2], workforce environment [5.1], and cost 
control, ensure the security of data and information, provide a safe operating environment, and 
ensure business continuity when faced with disasters or emergencies [6.2)]) (I).  
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Special Note:  
Customer value refers to the perceived worth—in the opinion of the customer—of a product, service, or function relative to the 
cost and possible alternatives. As a part of delivering customer value, key work processes must be designed, implemented, and 
managed to ensure customer requirements are met.  
 
To achieve organizational success, it is necessary to consistently deliver customer value. Consistently delivering value and 
improving key work processes to meet changing requirements is necessary to ensure organizational success. 
 
In other words, to achieve long-term organizational success (also referred to as sustainability) an organization must consistently 
deliver customer value and meet customer requirements. As customer requirements or expectations change (increase) the key work 
processes must improve accordingly. 
  

Notes: 
6.1. The results of improvements in product and process performance should be reported in item 7.1.  
6.1a(3). Process design also includes the need to extensively redesign a process due to changes in requirements or other factors. 
Agility may be needed when work processes need to change as a result of overall work system changes, such as bringing a 
supply-network product or process in-house to avoid disruptions in supply due to unpredictable external events, or outsourcing a 
product or process formerly carried out in-house.  
 
6.1b(2). Your key support processes should support your value-creation processes. They might include processes that support 
leaders and other workforce members engaged in, for example, product design and delivery, customer interactions, and business 
and enterprise management. Examples might include accounting and purchasing.  
 
6.1b(3). Your approaches to improve process performance and reduce variability should be part of the performance 
improvement system you describe in P.2c in the Organizational Profile.  
 
6.1c. To ensure that suppliers are positioned to meet operational needs and enhance your performance and your customers’ 
satisfaction, you might partner with suppliers or form alliances among multiple organizations within the supply network for 
mutual benefit. Communication of expectations and feedback to suppliers should be two-way, allowing suppliers to express 
what they need from you and other organizations within the supply network. For many organizations, these mechanisms may 
change as market- place, customer, or stakeholder requirements change.  
 
6.1d. Your process for managing opportunities for innovation should capitalize on strategic opportunities identified in 2.1a(2).  
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6.2 Operational Effectiveness (40 points) 
Best Fit Scoring Guidelines Expected Findings 

0–5%. If examiners observe the 
applicant is not responsive to 
the questions of an Item or 
provides no relevant 
information, no Strength 
comments would be reported 
and the score should be zero 
(0%). If the applicant provides 
some anecdotal information 
addressing Item questions (even 
though no systematic approach 
has begun), the score should be 
5%. 
 

0–5% Scoring Range: No Systems to Meet Levels 
6.2 Operational Effectiveness. The organization has no effective processes to ensure effective 
management of operations. (Management of operations may include, for example, elements of 
cost control [6.2a], security and cyber security [6.2b], and safety and emergency preparedness 
procedures [6.2c]) (A).  

 
Efforts to manage operations are ad hoc (D). Reacting to problems is the normal way of 
approaching these processes (L). There is no alignment of key work processes with 
organization priorities; workers and/or units seem to operate independently (I).  
 

 
10–25%. If examiners observe 
the applicant is barely doing 
some of the things required in 
the 10–25% (red) scoring range, 
the score should be in the lower 
part of this range. If they 
observe the applicant is doing 
everything required in the 10–
25% (red) range, but nothing in 
the higher ranges, the score 
should be 25%.  
 

10–25% Scoring Range: Beginning to Meet Basic Levels 
6.2 Operational Effectiveness. The organization is in the beginning stages of establishing 
effective processes to ensure effective management of operations. (Management of operations 
may include, for example, elements of cost control [6.2a], security and cyber security [6.2b], 
and safety and emergency preparedness procedures [6.2c]) (A-B). 

 
Major gaps exist where processes to manage operations essential to business success and 
growth have not been developed (D). Reacting to problems with operational effectiveness is 
widespread; working to prevent problems is in the beginning stages (L). The organization 
generally relies on joint problem solving to promote alignment of operational effectiveness with 
key products, work processes, and other organizational needs (I).  
 

 
30–45%. If examiners observe 
the applicant is doing 
everything required in the 10–
25% (red) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 30–45% 
(blue) range. If they observe the 
applicant is doing everything 
required in the 30–45% (blue) 
range, but nothing in the higher 
ranges, the score should be 
45%. 
 

30–45% Scoring Range: Systematically Meeting Basic Levels  
6.2 Operational Effectiveness. The organization has effective, systematic processes in place to 
ensure effective management of operations. (Management of operations may include, for 
example, elements of cost control [6.2a], security and cyber security [6.2b], and safety and 
emergency preparedness procedures [6.2c]) (A-B). 

 
Key processes to manage operations in some parts of the organization may be just beginning to 
support customer requirements and key business needs (D). The organization is beginning to 
evaluate some of the operations management processes and may or may not have made 
improvements based on the evaluation (L). Key work processes are generally consistent with 
organization priorities such as those set forth in the Organizational Profile (for example, 
product delivery mechanisms, values, vision, and core competencies) and basic requirements of 
other Process Items (for example, societal contributions [1.2], strategy development [2.1], 
strategy implementation [2.2], identifying product offerings to meet customer needs [3.2], 
measuring, analyzing, and improving organizational performance [4.1], ensuring a supportive 
workforce environment [5.1], and designing, managing, and improving products and work 
processes [6.1]) (I) 
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50–65%. If examiners observe 
the applicant is doing 
everything required in the 30–
45% (blue) scoring range, and 
additional things in the higher 
ranges, the score should be in 
the lower part of the 50–65% 
(green) range. If they observe 
the applicant is doing 
everything in the 50–65% 
(green) range, but nothing non-
bold required in the next higher 
70–85% (black) range, the 
score should be 65%. 
 

50–65% Scoring Range: Systematically Meeting Overall Levels  
6.2 Operational Effectiveness. The organization has effective, systematic processes in place to 
do the following: (A-O) 
a. Process Efficiency and Effectiveness 
Manage the cost, efficiency, and effectiveness of the organization’s operations [6.2a]  

 
b. Security and Cybersecurity 
Ensure the security and cybersecurity of sensitive or privileged data and information and of 
key assets. [6.2b] 
 

c. Safety and Emergency Preparedness 
(1) Provide a safe operating environment [6.2c(1)] 
(2) Ensure that the organization is prepared for disasters or emergencies (to help ensure 

business continuity) [6.2c(2)] 
 
Some relatively minor gaps may exist in the deployment of these processes in some parts of the 
organization (D). A systematic, fact-based process is in place to evaluate the efficiency and 
effectiveness of some of the key elements of (a), (b), and/or (c) above; and—for scores of 65%—
evidence of at least one cycle of improvement and some innovation (meaningful change) 
within one or more of these elements (L). The processes to manage and improve the operational 
effectiveness of the organization are generally aligned with organizational needs set forth in the 
Organizational Profile (for example, mission, vision, values, culture, customer and workforce 
groups/segments and requirements, core competencies, challenges and advantages) and the 
requirements of other Process Items (for example, senior leadership communicating with the 
workforce [1.1b], societal responsibility, legal and ethical behavior [1.2], strategic objectives 
[2.1b(1)], action plan development [2.2a(1)], implementation [2.2a(2)], and their performance 
measures [2.2a(5)], identifying product offerings to meet customer needs [3.2], measurement, 
analysis, and improvement [4.1], information quality [4.2a(1)], accessible workforce 
environment [5.1b(1)], workforce development [5.2c], and designing, managing, and 
improving products and work processes [6.1a, b]) (I).  
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70–85% If examiners observe 
the applicant is doing 
everything required in the 50–
65% (green) scoring range, and 
additional questions in the 70–
100% (black) scoring range, the 
score should be in the lower 
part of the (black) scoring range 
(e.g., 70%). If they observe the 
applicant is meeting many to 
most questions in the 70–100% 
(black) scoring range, including 
some to many Deployment (D), 
Learning (L), and Integration 
(I) standards, the score should 
be 85%. 
 
90–100% If examiners observe 
the applicant fully addressing 
the multiple Approach questions 
and most of the Deployment, 
Learning, and Integration 
standards described in the 70–
100% (black) scoring range, the 
score should be 90–95%. If 
examiners observe the applicant 
is meeting all of the standards in 
the 70–100% (black) range, the 
score should be 100%. 
 
NOTE: A score of 100% is 
possible only if all questions 
are fully addressed and no 
Opportunities for Improvement 
can be identified. In addition, 
examiners must observe full 
deployment, extensive and 
ongoing evaluation, 
improvement, organizational 
learning, innovation, and 
knowledge sharing throughout 
the organization. Required 
approaches must be well 
integrated with organizational 
needs identified in response to 
most other Criteria Items. 

70–85% and 90–100% Scoring Ranges: Multiple Levels  

6.2 Operational Effectiveness. The organization has effective, systematic processes in place to 
do the following: (Non-bold regular text below = A-M) 
a. Process Efficiency and Effectiveness 
Manage the cost, efficiency, and effectiveness of the organization’s operations.  

• Incorporate cycle time, productivity, and other efficiency and effectiveness factors into 
the organization’s work processes; 

• Prevent defects, service errors, and rework; 
• Minimize warranty costs or customers’ productivity losses, as appropriate; 
• Minimize the costs of inspections, tests, and process or performance audits, as 

appropriate; and 
• Balance the need for cost control and efficiency with the needs of customers. 

 
b. Security and Cybersecurity 
Ensure the security and cybersecurity of sensitive or privileged data and information and 
of key assets. Manage physical and electronic data, information, and key operational systems to 
ensure confidentiality and only appropriate physical and electronic access.  

• Maintain organizational awareness of emerging security and cybersecurity threats; 
• Ensure the workforce, customers, partners, and suppliers understand and fulfill their 

security and cybersecurity roles and responsibilities; 
• Identify and prioritize key information technology and operational systems to secure; 

and 
• Protect these systems from potential cybersecurity events, detect cybersecurity events, 

and respond to and recover from cybersecurity incidents. 
 
c. Safety and Emergency Preparedness 
(1) Safety. Provide a safe operating environment. Ensure the safety system addresses 
accident prevention, inspection, root-cause analysis of failures, and recovery. 
(2) Business Continuity. Ensure that the organization is prepared for disasters or 
emergencies. The organization’s disaster and emergency preparedness system does the 
following: 

• Considers prevention, continuity of operations, and recovery.  
• Takes into account the organization’s reliance on its workforce, supply network, and 

partners.  
• Ensures that the organization’s information technology systems continue to be secure 

and available to serve customers and meet business needs. 
 
The approach to the Items mentioned above is well deployed with no significant gaps (D). A 
systematic, fact-based process is in place to evaluate and improve elements of (a) through (c) 
above, with clear evidence of innovation, organizational learning, and organization-level 
sharing and analysis, which results in refinements and improved integration throughout the 
organization (L). Organizational learning and systematic evaluation and improvement of (a), 
(b), and (c) above are key management tools. The approach is integrated and consistent with 
organizational needs set forth in the Organizational Profile (for example, mission, vision, 
values, culture, customer and workforce groups/segments and requirements, core 
competencies, challenges and advantages) and the requirements of other Process Items (for 
example, senior leadership actively enhancing organizational sustainability and encouraging 
high performance [1.1], societal responsibility, legal, and ethical behavior [1.2], strategic 
objectives [2.1b(1)], action plan development [2.2a(1)], implementation [2.2a(2)], and their 
performance measures [2.2a(5)], measurement, analysis, and improvement [4.1], information 
and knowledge management [4.2], workforce engagement [5.2], workforce environment [5.1], 
and designing, managing, and improving products and work processes [6.1]) (I).  
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Notes: 
6.2b. For examples of what your information technology systems might include, see the note to 4.2a(2).  
 
6.2b. Managing cybersecurity includes protecting against the loss of sensitive information about employees, customers, and 
organizations; protecting assets, including intellectual property; and protecting against the financial, legal, and reputational aspects 
of breaches. There are many sources for general and industry-specific cybersecurity standards and practices. Many are referenced 
in the Framework for Improving Critical Infrastructure Cybersecurity (https://www.nist.gov/cyberframework). The Baldrige 
Cybersecurity Excellence Builder (https://www.nist.gov/baldrige/products-services) is a self-assessment tool incorporating the 
concepts of the Cyber security Framework and the Baldrige systems perspective.  
 
6.2c(2). Disasters and emergencies might be related to weather, climate, utilities, security, or a local or national emergency. The 
extent to which you prepare for disasters or emergencies will depend on your organization’s environment and its sensitivity to 
disruptions of operations. Acceptable levels of risk will vary depending on the nature of your products, services, supply network, 
and stakeholder needs and expectations.  
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7 Results 
 
Introduction to Results 
There is not a one-to-one correspondence between results items and Criteria categories 1–6. Results should be considered 
systemically, with contributions to individual results items frequently stemming from processes in more than one Criteria category.  

The Baldrige scoring system asks for key measures, indicators, and segmented data, as appropriate, to provide key information 
for analyzing and reviewing your organizational performance (item 4.1), to demonstrate use of organizational knowledge (item 
4.2), and to provide the operational basis for customer-focused results (item 7.2) and financial, market, and strategy results (item 
7.5).  

In a few areas, results may be qualitative in nature or not amenable to trending over time. Some examples are results for 
governance accountability, training for suppliers on new products or processes, and results for limited or one-time projects or 
processes.  

Comparative data and information are obtained by benchmarking (inside and outside the applicant’s industry, as appropriate) 
and by seeking comparisons. In a few cases, such as results for projects or processes that are unique to your organization, 
comparative data may not be available or appropriate.  
 
Glossary Terms for Results that are Not in the Notes: 
Results refer to outputs and outcomes achieved by an organization in addressing the requirements of a Baldrige Criteria Item. 
Results are evaluated based on current performance; performance relative to appropriate comparisons; the rate, breadth, and 
importance of performance improvements; and the relationship of results measures to key organizational performance 
requirements. Results are one of the two dimensions evaluated in a Baldrige-based assessment. This evaluation is based on four 
factors: levels, trends, comparisons, and integration. To evaluate results, examiners review data to answer the following: For 
results important to the organization, is it getting better (demonstrating improving trends) and is its performance good 
(demonstrating performance levels better than relevant comparisons)? 
 
Segment refers to a part of an organization’s overall customer, market, product offering, or workforce base. Segments typically 
have common characteristics that can be grouped logically. In results Items, the term refers to disaggregating or differentiating 
data in a way that allows for meaningful analysis of an organization’s performance. Each organization must determine the specific 
factors that it uses to segment its customers, markets, products, and workforce. Understanding segments is critical to identifying 
the distinct needs and expectations of different customer, market, and workforce groups and to tailoring product offerings to meet 
their needs and expectations. As an example, market segmentation might be based on distribution channels, business volume, 
geography, or technologies employed. Workforce segmentation might be based on geography, skills, needs, work assignments, or 
job classifications 
 
Trends refers to numerical information that shows the direction and rate of change for an organization’s results or the consistency 
of its performance over time. Trends provide a time sequence of organizational performance. Ascertaining a trend generally 
requires a minimum of three historical (not projected) data points. Defining a statistically valid trend requires more data points. 
The cycle time of the process being measured determines the time between the data points for establishing a trend. Shorter cycle 
times demand more frequent measurement, while longer cycle times might require longer periods for a meaningful trend. 

Examples of trends called for by the Criteria and scoring guidelines include data on product performance, results for customer 
and workforce satisfaction and dissatisfaction, financial performance, marketplace performance, and operational performance such 
as cycle time and productivity.  
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7.1 Product and Process Results (120 points) 
7.1 Product and Process Results:  
At the Basic level, results are expected for product performance and process effectiveness. 
At the Overall level, expected results are listed in green bold type below. 
At the Multiple level, expected results are listed in regular black text. 
 
a. Customer-Focused Product and Service Results: At the Overall level, report results for products and customer service 
processes.  
Also, additional results at the multiple level are expected as follows: 

• Results for key measures or indicators of the performance of products and services that are important to and directly 
serve customers  

• Differentiate these results by product offerings, customer groups, and market segments, as appropriate 
b. Work Process Effectiveness Results 

(1) At the Overall level, report results for process effectiveness and efficiency. 
Also, additional results at the multiple level are expected as follows: 

• Results for key measures or indicators of the operational performance of key work and support processes, including 
productivity, cycle time, and other appropriate measures of process effectiveness, efficiency, security and 
cybersecurity, and innovation 

• Results are differentiated (segmented) by process types, as appropriate 
(2) At the Overall level, report results for safety and emergency preparedness.  
Also, additional results at the multiple level are expected as follows: 

• Results for key measures or indicators of the effectiveness of the organization’s safety system and its preparedness 
for disasters or emergencies (deleted here because safety and emergency preparedness results are already covered 
at the overall level) 

• Results are differentiated (segmented) by location or process type, as appropriate 
c. Supply-Network Management Results. At the Overall level, report results for supply-network management.  

Also, additional results at the multiple level are expected as follows: 
• Key measures or indicators of the performance of the supply network, including its contribution to enhancing the 

organization’s performance 
Scoring Calibration Observation Baldrige Scoring Guidelines 

0 or 5%  
Scoring Variables for the 0–5% Range:  
a. No product performance and process effectiveness results important to 

the accomplishment of the organization’s mission are reported (I) 
(0%).  

b. Mainly poor product performance and process effectiveness results are 
reported (5%). 

  
(Note: Comparative information is not expected at this level.) 

• Results are not reported for any areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Trend data either are not reported or show mainly 
adverse trends. (T) 

• There are no organizational performance results, 
or the results reported are poor. (Le) Comparative 
information is not reported. (C) 
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10–25% BASIC 
Scoring Variables for the 10–25% Range:  
a. All the requirements of the 0–5% scoring range have been met; and 
b. Taken together, of the results expected that are important to the 

accomplishment of the organization’s mission the following are 
reported for a few areas: 
1. Product performance results [7.1a] and/or  
2. Process effectiveness results [7.1b(1)] (I) (10%);  
and, of those provided: 

c. Some positive trend data are reported but some may show adverse 
trends (T) (15%); or 

d. A few results show good levels of performance (although little or no 
comparative data may be reported) (Le/C) (20%). 

 
Scoring Summary: The score should be 10% if the applicant meets only 
a and b in this scoring range; 15% with a, b, and c; 20% with a, b, and d; 
and 25% with a, b, c, and d and paragraph b in the next higher range has 
not been met.  
 
Note: Before you give a score of 25%, the following analysis must be 
made to determine if the score of 25% should be reduced: 
• Retain a score of 25% if results for both subparts in paragraph b 

(1 and 2) are reported 
• Reduce the score to 15% if results for only one of the two 

subparts in paragraph b are reported. 
For example, if a few of the expected results requested by paragraph b 
were reported but no results for subpart b(2) process effectiveness results 
were reported, the score of 25% should be reduced to 15%.  

• Results are reported for a FEW areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Some trend data are reported, with some adverse 
trends evident. (T) 

• A few organizational performance results are 
reported, responsive to the BASIC QUESTION in 
the item, and early good performance levels are 
evident. (Le) Little or no comparative information 
is reported. (C). 

 

30–45% BASIC 
Scoring Variables for the 30–45% Range:  
a. All of the requirements of the 10–25% scoring range have been met; 

and 
b. Of the results expected that are important to the accomplishment of the 

organization’s mission, the following are reported for many areas:  
1. Product performance [7.1a] and  
2. Process effectiveness [7.1b(1)] (I) (30%); and, of those provided: 

c. Some product performance [7.1a] and process effectiveness [7.1b(1)] 
trend data are reported and most of the data presented show beneficial 
trends (T) (35%); or 

d. Some levels of product [7.1a] and process performance [7.1b(1)], 
when compared to other providers, show good (average or better) 
levels of performance (Le/C) (40%). 

 
Scoring Summary: The score should be 30% if the applicant meets only 
a and b in this scoring range; 35% with a, b, and c; 40% with a, b, and d; 
and 45% with a, b, c, and d and paragraph b in the next higher range has 
not been met. 

• Results are reported for MANY areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Some trend data are reported, and most of the 
trends presented are beneficial. (T) 

• Good organizational performance levels are 
reported, responsive to the BASIC QUESTION in 
the item. (Le) Early stages of obtaining 
comparative information are evident. (C).  
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50–65% OVERALL 
Scoring Variables for the 50–65% Range:  
a. All of the requirements of the 30–45% scoring range have been met; 

and 
b. Taken together, most of the expected results that are important to the 

accomplishment of key customer, market, and process requirements 
are reported for the following areas:  
(1) products and customer service processes [7.1a]  
(2) process effectiveness and efficiency [7.1b(1)] 
(3) safety and emergency preparedness [7.1b(2)] 
(4) supply-network management [7.1c], and  
(Note: See the notes at the end of Item 7.1 for clarifications of 
appropriate measures. The expected results relate to processes that 
directly serve customers and impact operations, safety and emergency 
preparedness, and supply-network management. These results are not 
required to be segmented at the Overall scoring level.) (I) (50%); 

c. Some product and customer service processes [7.1a], process 
effectiveness and efficiency [7.1b(1)], safety and emergency 
preparedness [7.1b(2)], and supply-network management trend data 
are reported. Most of the results reported show beneficial trends (T) 
(55%); or 

d. Some current levels of product performance and customer service 
processes [7.1a], process effectiveness and efficiency [7.1b(1)], and 
emergency preparedness [7.1b(2)], when evaluated against relevant 
comparisons and/or benchmarks, show good (average) levels of 
performance (Le/C) (60%). 
 
Scoring Summary: The score should be 50% if the applicant meets 
only a and b in this scoring range; 55% with a, b, and c; 60% with a, b, 
and d; and 65% with a, b, c, and d and paragraph b in the next higher 
range has not been met. Note: Before you give a score of 65%, the 
following analysis must be made to determine if the score should 
be reduced or sustained: 
• Retain a score of 65% if results for all four subparts in paragraph b(1 

to 4) are reported 
• Reduce the score to 60% if results for only three of the four subparts 

in paragraph b(1 to 4) are reported 
• Reduce the score to 55% if results for only two of the four subparts in 

paragraph b(1 to 4) are reported  
• Reduce the score to 50% if results for only one of the four subparts in 

paragraph b(1 to 4) are reported. 
For example, if most of the expected results required by paragraph b were 
reported but no results for subpart b(4) safety and emergency 
preparedness were reported, the score of 65% should be reduced to 60%. 

• Organizational performance results are reported 
for MOST key customer, market, and process 
requirements. (I) 

• Beneficial trends are evident in areas of 
importance to the accomplishment of your 
organization’s mission. (T) 

• Good organizational performance levels are 
reported, responsive to the OVERALL 
QUESTIONS in the item. (Le) Some current 
performance levels have been evaluated against 
relevant comparisons and/or benchmarks and show 
areas of good relative performance. (C) (also Le). 
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70–85% MULTIPLE 
Scoring Variables for the 70–85% Range:  
a. All of the requirements of the 50–65% scoring range have been met; 

and 
b. Taken together, most of the expected product performance and process 

effectiveness/efficiency results that are important to the 
accomplishment of key customer, market, process, and action plan 
requirements, are reported for the following multiple requirements 
(differentiated or segmented by organizational units and customer 
groups as indicated below): 
1. Results reflecting the performance of products and processes that 

are important to directly serving customers, differentiated or 
segmented by product offerings, customer groups, and market 
segments, as appropriate [7.1a] 

2. Results reflecting the process effectiveness and efficiency of key 
work and support processes, including productivity, cycle time, 
and other appropriate measures of process effectiveness, 
efficiency, security and cybersecurity, and innovation, 
differentiated or segmented by process types, as appropriate 
[7.1b(1)] 

3. Results reflecting the preparedness for disasters, differentiated or 
segmented by location or process type, as appropriate [7.1b(2)]  

4. Results reflecting the performance of the supply-network, 
including its contribution to enhancing the organization’s 
performance [7.1c] (I) (70%) 

c. Most important product performance [7.1a] and process 
effectiveness/efficiency [7.1b(1)], and disaster preparedness (7.1b(2)] 
trend data are reported and segmented or differentiated by product 
offerings, by customer groups and market segments, and by process 
types and locations, as appropriate. Most of the trend results reported 
show sustained performance over time (for example, three or more 
data cycles) (T) (75%); or 

d. Many to most trends and current levels of product performance and 
process effectiveness/efficiency performance, when compared to other 
providers, show areas of leadership and very good (for example, top 
quartile) relative performance (T/Le/C) (80%). 

 
Scoring Summary: The score should be 70% if the applicant meets only a 
and b in this scoring range; 75% with a, b, and c; 80% with a, b, and d; and 
85% with a, b, c, and d; and paragraph b in the next higher range has not 
been met.  
 
Note: Before you give a score of 85%, the following analysis must be 
made to determine if the score of 85% should be reduced: 

• Retain a score of 85% if results for all four subparts in paragraph 
b(1 to 4) are reported 

• Reduce the score to 80% if results for only three of the four 
subparts in paragraph b(1 to 4) are reported 

• Reduce the score to 75% if results for only two of the four subparts 
in paragraph b(1 to 4) are reported  

• Reduce the score to 70% if results for only one of the four subparts 
in paragraph b(1 to 4) are reported. 

For example, if most of the expected results required by paragraph b were 
reported but no results for subpart b(3) safety and emergency preparedness 
were reported, the score of 85% should be reduced to 80%. 

• Organizational performance results are reported 
for MOST key customer, market, process, and 
action plan requirements. (I) 

• Beneficial trends have been sustained over time in 
most areas of importance to the accomplishment of 
your organization’s mission. (T) (also I) 

• Good-to-excellent organizational performance 
levels are reported, responsive to the MULTIPLE 
QUESTIONS in the item. (Le) 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) (also T and Le). 
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90–100% MULTIPLE 
Scoring Variables for the 90–100% Range:  
a. All of the requirements of the 70–85% scoring range have been met; and 
b. Most of the expected product performance and process 
effectiveness/efficiency results and projections of performance that are 
important to the accomplishment of key customer, market, process, and action 
plan requirements, are reported for the following multiple requirements 
(differentiated or segmented by organizational units and customer groups as 
indicated below): 
• Customer-Focused Product and Process Results reflecting the performance 

of products and processes that are important to directly serving customers, 
differentiated or segmented by product offerings, customer groups, and 
market segments, as appropriate [7.1a]  

• Work Process Effectiveness Results  
o Process Effectiveness and Efficiency of key work and support processes, 

including productivity, cycle time, and other appropriate measures of 
process effectiveness, efficiency, security and cybersecurity, and 
innovation, differentiated or segmented by process types, as appropriate 
[7.1b(1)]  

o Preparedness for disasters, differentiated or segmented by location or 
process type, as appropriate [7.1b(2)]  

• Supply-Network Management Results reflecting the performance of the 
supply-network, including its contribution to enhancing the organization’s 
performance [7.1c] (I) (90%) 

c. Most important product performance [7.1a] and process 
effectiveness/efficiency [7.1b(1)], and emergency preparedness (7.1b(2)] 
trend data are reported and segmented or differentiated by product offerings, 
by customer groups and market segments, and by process types and 
locations, as appropriate. All of the trend results reported show sustained 
performance over time (for example, three or more data cycles); or 

d. Many to most trends and current levels of product performance and process 
effectiveness/efficiency performance, when evaluated against relevant 
comparisons and/or benchmarks, show areas of leadership and excellent (for 
example, top decile or best in class) relative performance (T/Le/C) (95%). 

 
Scoring Summary: The score should be 90% if the applicant meets only a and b 
in this scoring range; 95% with a, b, and c, or d, and 100% with a, b, c, and d. 

• Organizational performance results and 
projections are reported for MOST key 
customer, market, process, and action plan 
requirements. (I) 

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

• Excellent organizational performance levels 
are reported that are fully responsive to the 
MULTIPLE QUESTIONS in the item. (Le) 
Industry and benchmark leadership is 
demonstrated in many areas. (C).  
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Notes: 
7. There is not a one-to-one correspondence between results items and Criteria categories 1–6. Results should be considered 
systemically, with contributions to individual results items frequently stemming from processes in more than one Criteria category.  

The Baldrige scoring system asks for current, trended, comparative, and segmented data, as appropriate, to provide key 
information for analyzing and reviewing your organizational performance (item 4.1), to demonstrate use of organizational 
knowledge (item 4.2), and to provide the operational basis for customer-focused results (item 7.2) and financial, market, and 
strategy results (item 7.5).  

In a few areas, your results may be qualitative in nature or not amenable to trending over time. Some examples are results for 
governance accountability, training hours for sup- pliers on new products or processes, and results for limited or one-time projects 
or processes.  

Comparative data and information are obtained by benchmarking (inside and outside your industry, as appropriate) and by 
seeking competitive comparisons. In a few cases, such as results for projects or processes that are unique to your organization, 
comparative data may not be available or appropriate.  
 
7.1a. Results for your products and customer service processes should relate to the key customer requirements and expectations 
you identify in P.1b(2), which are based on information gathered through processes you describe in category 3. The measures or 
indicators should address factors that affect customer preference, such as those listed in the notes to P.1b(2) and 3.1b.  
 
7.1a. For some nonprofit (including government) organizations, funding sources might mandate product or service performance 
measures. These measures should be identified and reported here.  
 
7.1b. Results should address the key operational requirements you identify in the Organizational Profile and in category 6.  
 
7.1b. Appropriate measures and indicators of work process effectiveness might include defect rates; rates and results of product, 
service, and work system innovation; results for simplification of internal jobs and job classifications; waste reduction; work layout 
improvements; changes in supervisory ratios; Occupational Safety and Health Administration (OSHA)-reportable incidents; 
measures or indicators of the success of emergency drills or simulations, such as cycle time, containment, and meeting of 
standards; and results for work relocation or contingency exercises.  
 
7.1c. Appropriate measures and indicators of supply- network performance might include supplier and partner audits; just-in-time 
delivery; and acceptance results for externally provided products, services, and processes. Measures and indicators of contributions 
to enhancing your performance might include those for improvements in sub-assembly performance and in supplier services to 
customers.  
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7.2 Customer Results (80 points) 
7.2 Customer-Focused Results:  
At the Basic level, results are expected for customer-focused performance. 
At the Overall level, expected results are listed in green bold text below. 
At the Multiple level, expected results are listed in regular black text. 
a. Customer-Focused Results 

(1) Customer Satisfaction. At the Overall level, report results for customer satisfaction and dissatisfaction.  
Also, additional results at the multiple level are expected as follows: 
• Report results for key measures or indicators of customer satisfaction and dissatisfaction.  
• Differentiate these results by product offerings, customer groups, and market segments, as appropriate 

(2) Customer Engagement. At the Overall level, report results for customer engagement.  
Also, additional results at the multiple level are expected as follows: 
• Report results for key measures or indicators of customer engagement, including those for building customer relationships.  
• Report how these results compare over the course of the organization’s customer life cycle, as appropriate.  
• Differentiate these results by product offerings, customer groups, and market segments, as appropriate 

Scoring Calibration Observation Baldrige Scoring Guidelines 
0 or 5%  
Scoring Variables for the 0–5% Range:  
a. No customer-focused performance results important to the 

accomplishment of the organization’s mission are reported (I) (0%).  
b. Mainly poor customer-focused performance results are reported (5%). 
 
(Note: Comparative information is not expected at this level.) 

• Results are not reported for any areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Trend data either are not reported or show mainly 
adverse trends. (T) 

• There are no organizational performance results, or 
the results reported are poor. (Le) Comparative 
information is not reported. (C) 

10–25% BASIC  
Scoring Variables for the 10–25% Range:  
a. All of the requirements of the 0–5% scoring range have been met; and 
b. Of the results expected that are important to the accomplishment of the 

organization’s mission, customer-focused performance [7.2a(1, 2)] 
results are reported for a few areas (I) (10%); and, of those provided: 

c. Some positive customer-focused trend data are reported but some may 
show adverse trends (T) (15%); or 

d. A few customer-focused results show good levels of performance 
(although little or no comparative data may be reported) (Le/C) (20%). 

 
Scoring Summary: The score should be 10% if the applicant meets only 
a and b in this scoring range; 15% with a, b, and c; 20% with a, b, and d; 
and 25% with a, b, c, and d and paragraph b in the next higher range has 
not been met.  
 
Note: If evidence is provided for paragraphs a, b, and c—but not d—
the maximum score should be 15%. 

• Results are reported for a FEW areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Some trend data are reported, with some adverse 
trends evident. (T) 

• A few organizational performance results are 
reported, responsive to the BASIC QUESTION in 
the item, and early good performance levels are 
evident. (Le) Little or no comparative information 
is reported. (C). 
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30–45% BASIC  
Scoring Variables for the 30–45% Range:  
a. All of the requirements of the 10–25% scoring range have been met; 

and 
b. Of the results expected that are important to the accomplishment of the 

organization’s mission, customer-focused results [7.2a(1, 2)] are 
reported for many areas (I) (30%); and, of those provided: 

c. Some customer-focused trend data are reported and most show 
beneficial trends (T) (35%); or 

d. Some current levels of customer-focused performance, when 
compared to other providers, show good (average or better) levels of 
performance (Le/C) (40%). 

 
Scoring Summary: The score should be 30% if the applicant meets only 
a and b in this scoring range; 35% with a, b, and c; 40% with a, b, and d; 
and 45% with a, b, c, and d and paragraph b in the next higher range has 
not been met. 

• Results are reported for MANY areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Some trend data are reported, and most of the 
trends presented are beneficial. (T) 

• Good organizational performance levels are 
reported, responsive to the BASIC QUESTION in 
the item. (Le) Early stages of obtaining 
comparative information are evident. (C).  

 
 

50–65% overall  
Scoring Variables for the 50–65% Range:  

a. All the requirements of the 30–45% scoring range have been met; 
and 

b. Taken together, most of the expected results that are important to 
the accomplishment of key customer, market, and process 
requirements are reported for the following overall requirements:  
(1) Customer satisfaction [7.2a(1)] 
(2) Customer dissatisfaction [7.2a(1)] 
(3) Customer engagement [7.2a(2)] (50%); and of those provided 

c. Some customer satisfaction and dissatisfaction [7.2a(1)] and 
customer engagement [7.2a(2)] trend data are reported. Most of the 
results reported show beneficial trends (T) (55%); or 

d. Some current levels of customer satisfaction and dissatisfaction 
[7.2a(1)] and customer engagement [7.2a(2)], when evaluated 
against relevant comparisons and/or benchmarks, show good 
(average or better) levels of performance (Le/C) (60%). 

 
Scoring Summary: The score should be 50% if the applicant meets only 
a and b in this scoring range; 55% with a, b, and c; 60% with a, b, and d; 
and 65% with a, b, c, and d; and paragraph b in the next higher range has 
not been met.  
Note: Before you give a score of 65%, the following analysis must be 
made to determine if the score should be reduced: 

• Retain a score of 65% if results for all three subparts in paragraph 
b (1, 2, and 3) are reported 

• Reduce the score to 60% if results for only two of the three 
subparts in paragraph b (1, 2, and 3) are reported  

• Reduce the score to 50% if results for only one of the three 
subparts in paragraph b (1, 2, and 3) are reported 

 
For example, if most of the expected results required by paragraph b were 
reported but no results for part b(2) customer dissatisfaction were 
reported, the score of 65% should be reduced to 60%. In another example, 
if most of the expected results required by paragraph b were reported but 
no results for part b(2) customer dissatisfaction or part b(3)were reported, 
the score of 65% should be reduced to 50%. 

• Organizational performance results are reported 
for MOST key customer, market, and process 
requirements. (I) 

• Beneficial trends are evident in areas of 
importance to the accomplishment of your 
organization’s mission. (T) 

• Good organizational performance levels are 
reported, responsive to the OVERALL 
QUESTIONS in the item. (Le) Some current 
performance levels have been evaluated against 
relevant comparisons and/or benchmarks and show 
areas of good relative performance. (C) (also Le). 

 
* Note that customer-focused results 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 
Category 3. 
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70–85% MULTIPLE 
Scoring Variables for the 70–85% Range:  
a. All of the requirements of the 50–65% scoring range have been met; 

and 
b. Taken together, most of the expected customer-focused results that are 

important to the accomplishment of key customer, market, process, 
and action plan requirements are reported for the following multiple 
requirements: 
1. Key measures or indicators of customer satisfaction [7.2a(1)] 
2. Key measures or indicators of customer dissatisfaction [7.2a(1)] 
3. Key measures or indicators of customer engagement, including 

those for building customer relationships over the course of the 
customer life cycle, as appropriate [7.2a(2)] (70%); and of those 
provided 

c. Most important customer-focused [7.2a] trend data are reported and 
segmented or differentiated by product offerings, customer groups and 
market segments, and product offerings, as appropriate. Most of the 
multiple-level trend results reported show sustained performance over 
time (for example, three or more data cycles) (T) (75%); and/or 

d. Many to most trends and current levels of customer-focused results, 
when compared to other providers, show areas of leadership and very 
good (for example, top quartile) relative performance (T/Le/C) (80%). 

 
Scoring Summary: The score should be 70% if the applicant meets only a 
and b in this scoring range; 75% with a, b, and c; 80% with a, b, and d; and 
85% with a, b, c, and d and paragraph b in the next higher range has not 
been met. 
 
Note: Before you give a score of 85%, the following analysis must be 
made to determine if the score should be reduced: 

• Retain a score of 85% if results for all three subparts in paragraph b 
(1, 2, and 3) are reported 

• Reduce the score to 80% if results for only two of the three 
subparts in paragraph b (1, 2, and 3) are reported  

• Reduce the score to 70% if results for only one of the three 
subparts in paragraph b (1, 2, and 3) are reported 

For example, if most of the expected results required by paragraph b were 
reported but no results for part b(2) customer dissatisfaction were reported, 
the score of 85% should be reduced to 80%. In another example, if most of 
the expected results required by paragraph b were reported but no results 
for part b(2) customer dissatisfaction or part b(3)were reported, the score of 
85% should be reduced to 70%. 

• Organizational performance results are reported 
for MOST key customer, market, process, and 
action plan requirements.* (I) 

• Beneficial trends have been sustained over time in 
most areas of importance to the accomplishment of 
your organization’s mission. (T) (also I) 

• Good-to-excellent organizational performance 
levels are reported, responsive to the MULTIPLE 
QUESTIONS in the item. (Le) 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) (also T and Le). 

 
* Note that customer-focused results should relate to 
the customer groups and market segments discussed 
in P.1b(2) and to the listening and determination 
methods and data described in Category 3. 
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90–100% MULTIPLE 
Scoring Variables for the 90–100% Range:  
a. All of the requirements of the 70–85% scoring range have been met; 

and 
b. Most of the expected customer-focused results and projections of 

performance that are important to the accomplishment of key 
customer, market, process, and action plan requirements are reported 
for all of the following multiple requirements: 
• Key measures or indicators of customer satisfaction and 

dissatisfaction [7.2a(1)] 
• Key measures or indicators of customer engagement, including 

those for building customer relationships over the course of the 
customer life cycle, as appropriate [7.2a(2)] (90%) (I); and of 
those provided 

c. Most important customer-focused [7.2a] trend data are reported and 
segmented or differentiated by product offerings, customer groups and 
market segments, as appropriate. All of the trend results reported that 
are important to the accomplishment of organization mission show 
sustained performance over time (for example, three or more data 
cycles) (T/I) (95%); and/or 

d. Many to most trends and current levels of customer-focused results, 
when evaluated against relevant comparisons and/or benchmarks, 
show areas of leadership and excellent (for example, top decile or best 
in class) relative performance (T/Le/C) (95%). 

 
Scoring Summary: The score should be 90% if the applicant meets only a 
and b in this scoring range; 95% with a, b, and c or d; 100% with a, b, c, 
and d. 

• Organizational performance results and 
projections are reported for MOST key customer, 
market, process, and action plan requirements.* (I) 

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

• Excellent organizational performance levels are 
reported that are fully responsive to the 
MULTIPLE QUESTIONS in the item. (Le) 
Industry and benchmark leadership is 
demonstrated in many areas. (C).  

 
* Note that customer-focused results should relate to 
the customer groups and market segments discussed 
in P.1b(2) and to the listening and determination 
methods and data described in Category 3. 

 

 
  

Notes: 
7.2. Results for customer satisfaction, dissatisfaction, and engagement should relate to the customer groups and market segments 
you identify in P.1b(2) and the listening and determination methods you report in category 3. 
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7.3 Workforce Results (80 points) 
7.3 Workforce-Focused Results:  
At the Basic level, results are expected for workforce-focused performance. 
At the Overall level, expected results are listed in green bold text below. 
At the Multiple level, expected results are listed in regular black text below. 
a. Workforce-Focused Results 

(1) Workforce Capability and Capacity. At the Overall level, report results for workforce capability and capacity.  
Also, additional results at the multiple level are expected as follows: 
• Report results for key measures or indicators of workforce capability and capacity, including appropriate skills and staffing 

levels  
• Differentiate (segment) results by the diversity of the workforce and by workforce groups and segments, as appropriate 

(2) Workforce Climate. At the Overall level, report results for workforce climate.  
Also, additional results at the multiple level are expected as follows: 
• Report results for key measures or indicators of workforce climate, including those for workforce health, security, 

accessibility, and workforce services and benefits, as appropriate 
• Differentiate (segment) results by the diversity of the workforce and by workforce groups and segments, as appropriate 

(3) Workforce Engagement. At the Overall level, report results for workforce engagement.  
Also, additional results at the multiple level are expected as follows: 
• Report current levels and trends in key measures or indicators of workforce satisfaction and workforce engagement 
• Differentiate (segment) results by the diversity of the workforce and by workforce groups and segments, as appropriate 

(4) Workforce Development. At the Overall level, report results for workforce and leader development.  
Also, additional results at the multiple level are expected as follows: 
• Report key measures or indicators of workforce and leader development 
• Differentiate (segment) results by the diversity of the workforce and by workforce groups and segments, as appropriate 

Scoring Calibration Observation Baldrige Scoring Guidelines 
0 or 5%  
Scoring Variables for the 0–5% Range:  
a. No workforce-focused performance results important to the 

accomplishment of the organization’s mission are reported (I) (0%).  
b. Mainly poor workforce-focused performance results are reported (5%). 
  
(Note: Comparative information is not expected at this level.) 
 

• Results are not reported for any areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Trend data either are not reported or show mainly 
adverse trends. (T) 

• There are no organizational performance results*, 
or the results reported are poor. (Le) Comparative 
information is not reported. (C)  

 
* If results were reported they should relate to 
processes described in Category 5, and responsive to 
key work process needs described in Category 6 and 
to the organization’s action plans and human 
resource or workforce plans described in Item 2.2. 
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10–25% BASIC 
Scoring Variables for the 10–25% Range:  
a. All of the requirements of the 0–5% scoring range have been met; and 
b. Of the results expected that are important to the accomplishment of the 

organization’s mission, workforce-focused performance* [7.3a] results 
are reported for a few areas (I) (10%); and, of those provided: 

c. Some positive workforce-focused performance* [7.3a] trend data are 
reported but some may show adverse trends (T) (15%); or 

d. A few workforce-focused performance* [7.3a] results show good 
levels of performance (although little or no comparative data may be 
reported) (Le/C) (20%). 

 
Scoring Summary: The score should be 10% if the applicant meets only 
a and b in this scoring range; 15% with a, b, and c; 20% with a, b, and d; 
and 25% with a, b, c, and d and paragraph b in the next higher range has 
not been met.  
 
Note: If evidence is provided for paragraphs a, b, and c—but not d—
the maximum score should be 15%. 

• Results are reported for a FEW areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Some trend data are reported, with some adverse 
trends evident. (T) 

• A few organizational performance results are 
reported, responsive to the BASIC QUESTION in 
the item, and early good performance levels are 
evident*. (Le) Little or no comparative 
information is reported. (C). 

 
*Results reported in this Item should relate to 
processes described in Category 5, and be responsive 
to key work process needs described in Category 6 
and to the organization’s action plans and human 
resource or workforce plans described in Item 2.2. 
Organizations that rely on volunteers or interns 
should also report results for them, as appropriate. 

30–45% BASIC  
Scoring Variables for the 30–45% Range:  
a. All of the requirements of the 10–25% scoring range have been met; 

and 
b. **Of the results expected that are important to the accomplishment of 

the organization’s mission, workforce-focused results are reported for 
many areas (I) (30%); and, of those provided: 

c. Some workforce-focused* trend data are reported and most show 
beneficial trends (T) (35%); or 

d. Some current levels of workforce-focused* performance, when 
compared* to other providers, show good (average or better) levels of 
performance (Le/C) (40%). 

 
Scoring Summary: The score should be 30% if the applicant meets only 
a and b in this scoring range; 35% with a, b, and c; 40% with a, b, and d; 
and 45% with a, b, c, and d and paragraph b in the next higher range has 
not been met. 

• Results are reported for MANY areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Some trend data are reported, and most of the 
trends presented are beneficial. (T) 

• Good organizational performance levels are 
reported, responsive to the BASIC QUESTION in 
the item. (Le) Early stages of obtaining 
comparative information are evident. (C). 

  
* Results reported in this item should relate to the 
processes, measures, and indicators reported in 
category 5. Results should also respond to the key 
work process needs reported in category 6 and to the 
action plans and workforce plans reported in item 
2.2. Organizations that rely on volunteers or interns 
should report results for them, as appropriate. 
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50–65% OVERALL  
Scoring Variables for the 50–65% Range:  
a. All of the requirements of the 30–45% scoring range have been met; 

and 
b. ** Taken together, most of the expected results that are important to 

the accomplishment of key customer, market, and process 
requirements are reported for the following areas:  
(1) workforce capability and capacity results [7.3a(1)],  
(2) workforce climate results [7.3a(2)],  
(3) workforce engagement results [7.3a(3)], and  
(4) workforce and leader development results [7.3a(4)] (50%); and of 

those provided 
c. Some workforce capability and capacity results [7.3a(1)], workforce 

climate results [7.3a(2)], workforce engagement results [7.3a(3)], and 
workforce and leader development results [7.3a(4)] trend data are 
reported. Most of the results reported show beneficial trends (T) 
(55%); or 

d. Some current levels of workforce capability and capacity results 
[7.3a(1)], workforce climate results [7.3a(2)], workforce engagement 
results [7.3a(3)], and workforce and leader development results 
[7.3a(4)], when evaluated against relevant comparisons and/or 
benchmarks, show good (average or better) levels of performance 
(Le/C) (60%). 

 
Scoring Summary: The score should be 50% if the applicant meets only 
a and b in this scoring range; 55% with a, b, and c; 60% with a, b, and d; 
and 65% with a, b, c, and d and paragraph b in the next higher range has 
not been met.  
 
Note: Before you give a score of 65%, the following analysis must be 
made to determine if the score should be reduced: 
• Retain a score of 65% if results for all four subparts in paragraph b(1 

to 4) are reported 
• Reduce the score to 60% if results for only three of the four subparts 

in paragraph b(1 to 4) are reported 
• Reduce the score to 55% if results for only two of the four subparts in 

paragraph b(1 to 4) are reported  
• Reduce the score to 50% if results for only one of the four subparts in 

paragraph b(1 to 4) are reported. 
For example, if most of the expected results required by paragraph b were 
reported but no results for subpart b(4) workforce and leader development 
were reported, the score of 65% should be reduced to 60%. 

• Organizational performance results are reported 
for MOST key customer, market, and process 
requirements. (I) 

• Beneficial trends are evident in areas of 
importance to the accomplishment of your 
organization’s mission. (T) 

• Good organizational performance levels are 
reported, responsive to the OVERALL 
QUESTIONS in the item.* (Le) Some current 
performance levels have been evaluated against 
relevant comparisons and/or benchmarks and show 
areas of good relative performance. (C) (also Le). 

  
* Results reported in this item should relate to the 
processes, measures, and indicators reported in 
category 5. Results should also respond to the key 
work process needs reported in category 6 and to the 
action plans and workforce plans reported in item 
2.2. Organizations that rely on volunteers or interns 
should report results for them, as appropriate.. 
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70–85% MULTIPLE 
Scoring Variables for the 70–85% Range:  
a. All of the requirements of the 50–65% scoring range have been met; 

and 
b. * Taken together, most of the expected workforce-focused results that 

are important to the accomplishment of key customer, market, process, 
and action plan requirements, are reported for the following multiple 
requirements, segmented by the diversity of the workforce and by 
workforce groups and segments, as appropriate: 
(1) Key measures or indicators of workforce capability and capacity, 

including appropriate skills and staffing levels [7.3a(1)]  
(2) Key measures or indicators of workforce climate, including 

workforce health, security, accessibility, and workforce services and 
benefits, as appropriate [7.3a(2)]  

(3) Key measures or indicators of workforce satisfaction and workforce 
engagement [7.3a(3)]  

(4) Key measures or indicators of workforce and leader development 
[7.3a(4)] (I) (70%); and of those provided  

c. Most important workforce-focused trend data are reported and 
differentiated (segmented) to address the diversity of the workforce 
and workforce groups, as appropriate. Most of the trend results 
reported show sustained performance over time (for example, three or 
more data cycles) (T) (75%); or 

d. Many to most trends and current levels of workforce-focused 
performance, when evaluated against relevant comparisons and/or 
benchmarks, show areas of leadership and very good (for example, top 
quartile) relative performance (T/Le/C) (80%). 

 
Scoring Summary: The score should be 70% if the applicant meets only a 
and b in this scoring range; 75% with a, b, and c; 80% with a, b, and d; and 
85% with a, b, c, and d; and paragraph b in the next higher range has not 
been met.  
 
Note: Before you give a score of 85%, the following analysis must be 
made to determine if the score should be reduced: 
• Retain a score of 85% if results for all four subparts in paragraph b(1 

to 4) are reported 
• Reduce the score to 80% if results for only three of the four subparts 

in paragraph b(1 to 4) are reported 
• Reduce the score to 75% if results for only two of the four subparts in 

paragraph b(1 to 4) are reported  
• Reduce the score to 70% if results for only one of the four subparts in 

paragraph b(1 to 4) are reported. 
For example, if most of the expected results required by paragraph b were 
reported but no results for subpart b(4) workforce and leader development 
were reported, the score of 85% should be reduced to 80%..  

• Organizational performance results are reported 
for MOST key customer, market, process, and 
action plan requirements. (I) 

• Beneficial trends have been sustained over time in 
most areas of importance to the accomplishment of 
your organization’s mission. (T) (also I) 

• Good-to-excellent organizational performance 
levels are reported, responsive to the MULTIPLE 
QUESTIONS in the item*. (Le) 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) (also T and Le). 

 
* Results reported in this item should relate to the 
processes, measures, and indicators reported in 
category 5. Results should also respond to the key 
work process needs reported in category 6 and to the 
action plans and workforce plans reported in item 
2.2. Organizations that rely on volunteers or interns 
should report results for them, as appropriate. 
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90–100% MULTIPLE 
Scoring Variables for the 90–100% Range:  
(a) All of the requirements of the 70–85% scoring range have been met; 

and 
(b) *Most of the expected customer-focused results and projections of 

performance that are important to the accomplishment of key 
customer, market, process, and action plan requirements are reported 
for all of the following multiple requirements: 
• Key measures or indicators of workforce capability and capacity, 

including appropriate skills and staffing levels [7.3a(1)]  
• Key measures or indicators of workforce climate, including 

workforce health, security, accessibility, and workforce services and 
benefits, as appropriate [7.3a(2)]  

• Key measures or indicators of workforce satisfaction and workforce 
engagement [7.3a(3)]  

• Key measures or indicators of workforce and leader development 
[7.3a(4)] (I) (90%); and of those provided 

c. Most important workforce-focused trend data are reported and 
segmented to address the diversity of the workforce and workforce 
groups, as appropriate. All of the trend results reported that are 
important to the accomplishment of organization mission show 
sustained performance over time (for example, three or more data 
cycles) (T/I) (95%); or 

d. Many workforce-focused trends and current levels of workforce-
focused performance, when evaluated against relevant comparisons 
and/or benchmarks, show areas of leadership and excellent (for 
example, top decile or best in class) relative performance (T/Le/C) 
(95%). 

 
Scoring Summary: The score should be 90% if the applicant meets only a 
and b in this scoring range; 95% with a, b, and c or d; 100% with a, b, c, 
and d. 

• Organizational performance results and 
projections are reported for MOST key customer, 
market, process, and action plan requirements. (I) 

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

• Excellent organizational performance levels are 
reported that are fully responsive to the 
MULTIPLE QUESTIONS in the item*. (Le) 
Industry and benchmark leadership is 
demonstrated in many areas. (C).  

 
* Results reported in this item should relate to the 
processes, measures, and indicators reported in 
category 5. Results should also respond to the key 
work process needs reported in category 6 and to the 
action plans and workforce plans reported in item 
2.2. Organizations that rely on volunteers or interns 
should report results for them, as appropriate. 

 

  

Notes: 
7.3. Results reported in this item should relate to the processes, measures, and indicators you report in category 5. Your results 
should also respond to the key work process needs you report in category 6 and to the action plans and workforce plans you report 
in item 2.2. Organizations that rely on volunteers or interns should report results for them, as appropriate. 
.  
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7.4 Leadership and Governance Results (80 points)  
7.4 Leadership and Governance Results:  
At the Basic level, results are expected for senior leadership and governance. 
At the Overall level, expected results are listed in green bold text below. 
At the Multiple level, expected results are listed in regular black text below. 
a. Leadership, Governance, and Societal Contribution Results 

(1) Leadership. At the Overall level, report results for senior leaders' communication and engagement with the workforce, 
partners, and customers.  

Also, additional results at the multiple level are expected as follows: 
• Report results for key measures or indicators of senior leaders' communication and engagement with the workforce, 

partners, and customers to deploy the organization’s vision and values, encourage two-way communication, and create 
a focus on action  

• Differentiate (segment) results by organizational units and customer groups, as appropriate 
(2) Governance. At the Overall level, report results for governance accountability.  
Also, additional results at the multiple level are expected as follows: 

• Report results for key measures or indicators of governance and internal and external fiscal accountability, 
as appropriate 

(3) Law and Regulation. At the Overall level, report legal and regulatory results.  
Also, additional results at the multiple level are expected as follows: 

• Report results for key measures or indicators of meeting and surpassing regulatory and legal requirements 
• Differentiate (segment) results by organizational units, as appropriate 

(4) Ethics. At the Overall level, report results for ethical behavior.  
Also, additional results at the multiple level are expected as follows: 

• Results for key measures or indicators of ethical behavior, breaches of ethical behavior, and stakeholder trust in 
senior leaders and governance  

• Differentiate (segment) results by organizational units, as appropriate 
(5) Society. At the Overall level, report results for societal well-being and support of key communities.  
Also, additional results at the multiple level are expected as follows: 

• Report results for key measures or indicators of societal contributions and support of key communities 
 

Scoring Calibration Observation Baldrige Scoring Guidelines 
0 or 5%  
Scoring Variables for the 0–5% Range:  
a. No senior leadership [7.4a(1)] or governance [7.4a(2)] performance results 

important to the accomplishment of the organization’s mission are reported (I) 
(0%).  

b. Mainly poor senior leadership [7.4a(1)] and governance [7.4a(2)] performance 
results are reported (5%). 

  
(Note: Comparative information is not expected at this level.) 

• Results are not reported for any areas 
of importance to the accomplishment 
of your organization’s mission. (I) 

• Trend data either are not reported or 
show mainly adverse trends. (T) 

• There are no organizational 
performance results, or the results 
reported are poor. (Le) Comparative 
information is not reported. (C) 
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10–25% BASIC 
Scoring Variables for the 10–25% Range:  
a. All the requirements of the 0–5% scoring range have been met; and 
b. * Taken together, of the results expected that are important to the 

accomplishment of the organization’s mission the following are reported for a 
few areas: 
1. Senior leadership results [7.4a(1)] and  
2. Governance performance results [7.4a(2)] (I) (score 10%)  
and, of those provided: 

c. Some positive trend data are reported but some may show adverse trends (T) 
(15%); or 

d. A few results show good levels of performance (although little or no 
comparative* data may be reported) (Le/C) (20%). 

 
Scoring Summary: The score should be 10% if the applicant meets only a and b in 
this scoring range; 15% with a, b, and c; 20% with a, b, and d; and 25% with a, b, c, 
and d and paragraph b in the next higher range has not been met.  
 
Note: If evidence is provided for paragraphs a, both subparts of b, and c—but 
not d—the maximum score should be 15%. 
 
Note: Before you give a score of 25%, the following analysis must be made to 
determine if the score of 25% should be reduced: 
• Retain a score of 25% if results for both subparts in paragraph b (1 and 2) are 

reported 
• Reduce the score to 15% if results for only one of the two subparts in 

paragraph b are reported. 
For example, if a few of the expected results required by paragraph b were reported 
but no results for subpart b(2) governance results were reported, the score of 25% 
should be reduced to 15%. 
 

• Results are reported for a FEW areas 
of importance to the accomplishment 
of your organization’s mission. (I) 

• Some trend data are reported, with 
some adverse trends evident. (T) 

• A few organizational performance 
results are reported, responsive to the 
BASIC QUESTION in the item, and 
early good performance levels are 
evident. (Le) Little or no comparative 
information is reported. (C*). 

 
 
* Results reported in this Item should 
relate to processes described in items 
1.1 and 1.2. 

30–45% BASIC  
Scoring Variables for the 30–45% Range:  
a. All of the requirements of the 10–25% scoring range have been met; and 
b. *Of the results expected that are important to the accomplishment of the 

organization’s mission, senior leadership [7.4a(1)] and governance performance 
[7.4a(2)] results are reported for many areas (I) (score 30%); and, of those 
provided: 

c. Some senior leadership [7.4a(1)] and governance performance [7.4a(2)] trend 
data are reported and most show beneficial trends (T) (Note: Except for 
“Governance” results are not required to be trended using numeric data but 
may be provided if appropriate.) (35%); or 

d. Some current levels of senior leadership [7.4a(1)] and governance performance 
[7.4a(2)], when evaluated against relevant comparisons and/or benchmarks, 
show good (average or better) levels of performance (Le/C) (40%). 

 
Scoring Summary: The score should be 30% if the applicant meets only a and b in 
this scoring range; 35% with a, b, and c; 40% with a, b, and d; and 45% with a, b, 
c, and d and paragraph b in the next higher range has not been met. 

• Results are reported for MANY areas 
of importance to the accomplishment 
of your organization’s mission. (I) 

• Some trend data are reported, and 
most of the trends presented are 
beneficial. (T) 

• Good organizational performance 
levels are reported, responsive to the 
BASIC QUESTION in the item. 
(Le) Early stages of obtaining 
comparative information are evident. 
(C). 

 
* Results reported in this Item should 
relate to processes described in items 
1.1 and 1.2. 
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50–65% OVERALL  
Scoring Variables for the 50–65% Range:  
a. All the requirements of the 30–45% scoring range have been met; and 
b. * Taken together, most of the expected results that are important to the 

accomplishment of key customer, market, and process requirements are reported 
for the following areas:  
(1) Senior leaders' communication and engagement with the workforce, 

partners, and customers [7.4a(1)],  
(2) Governance accountability [7.4a(2)], legal and regulatory results [7.4a(3)],  
(3) Ethical behavior [7.4a(4)], and  
(4) Societal well-being and support of key communities [7.4a(5)] 

c. Some trend data are reported for senior leaders' communication and engagement 
with the workforce, partners, and customers [7.4a(1)], governance 
accountability [7.4a(2)], legal and regulatory results [7.4a(3)], ethical behavior 
[7.4a(4)], in societal well-being and support of key communities [7.4a(5)]. Most 
of the results reported show beneficial trends (T) (55%); or 

d. Some current levels for senior leaders' communication and engagement with the 
workforce, partners, and customers [7.4a(1)], governance accountability 
[7.4a(2)], legal and regulatory compliance [7.4a(3)], ethical behavior [7.4a(4)], 
and societal contributions and support of key communities [7.4a(5)], when 
evaluated against relevant comparisons and/or benchmarks, show good (average 
or better) levels of performance (Le/C) (60%). 

 
Scoring Summary: The score should be 50% if the applicant meets only a and b in 
this scoring range; 55% with a, b, and c; 60% with a, b, and d; and 65% with a, b, 
c, and d and paragraph b in the next higher range has not been met.  
 
Note: Before you give a score of 65%, the following analysis must be made to 
determine if the score should be reduced: 
• Retain a score of 65% if results for all four subparts in paragraph b(1 to 4) are 

reported 
• Reduce the score to 60% if results for only three of the four subparts in 

paragraph b(1 to 4) are reported 
• Reduce the score to 55% if results for only two of the four subparts in 

paragraph b(1 to 4) are reported  
• Reduce the score to 50% if results for only one of the four subparts in 

paragraph b(1 to 4) are reported. 
For example, if most of the expected results required by paragraph b were reported 
but no results for subpart b(4), societal well-being and support of key communities 
were reported, the score of 65% should be reduced to 60%. 

• Organizational performance results 
are reported for MOST key 
customer, market, and process 
requirements. (I) 

• Beneficial trends are evident in areas 
of importance to the accomplishment 
of your organization’s mission. (T) 

• Good organizational performance 
levels are reported, responsive to the 
OVERALL QUESTIONS in the 
item. (Le) Some current performance 
levels have been evaluated against 
relevant comparisons and/or 
benchmarks and show areas of good 
relative performance. (C) (also Le). 

 
* Results reported in this Item should 
relate to processes described in items 
1.1 and 1.2. 
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70–85% MULTIPLE 
Scoring Variables for the 70–85% Range:  
a. All of the requirements of the 50–65% scoring range have been met; and 
b. * Taken together, most of the expected governance, leadership, and societal 

responsibility results that are important to the accomplishment of key customer, 
market, process, and action plan requirements, are reported for the following 
multiple areas: 

1. Key measures or indicators of senior leaders’ communication and 
engagement with the workforce, partners, and customers to deploy vision 
and values, encourage two-way communication, and create a focus on 
action (differentiated or segmented by organizational units and customer 
groups as appropriate) [7.4a(1)]  

2. Key measures or indicators of governance and internal and external fiscal 
accountability, as appropriate [7.4a(2)]; and meeting and surpassing 
regulatory and legal requirements (differentiated or segmented by 
organizational units and customer groups as appropriate) [7.4a(3)];  

3. Key measures or indicators of ethical behavior, breaches of ethical 
behavior, and stakeholder trust in the senior leaders and governance 
(differentiated or segmented by organizational units and customer groups as 
appropriate) [7.4a(4)]; and 

4. Key measures or indicators of the organization’s fulfillment of its societal 
contributions and support of its key communities [7.4a(5)]  

c. Most important trend data for leadership, governance, surpassing regulatory and 
legal requirements, indicators of ethical behavior, breaches of ethical behavior 
and stakeholder trust, and societal well-being [7.4a(1–5)] are reported and 
segmented or differentiated by organizational units/customer groups, as 
appropriate. Most of the trends reported show sustained performance over time 
(for example, three or more data cycles) (T) (75%); or 

d. Many to most trend results for leadership, governance, surpassing regulatory 
and legal requirements, indicators of ethical behavior, breaches of ethical 
behavior and stakeholder trust, and societal well-being [7.4a(1-5)], when 
evaluated against relevant comparisons and/or benchmarks, show areas of 
leadership and very good (for example, top quartile) relative performance 
(T/Le/C) (80%). 

 
Scoring Summary: The score should be 70% if the applicant meets only a and b in 
this scoring range; 75% with a, b, and c; 80% with a, b, and d; and 85% with a, b, 
c, and d and paragraph b in the next higher range has not been met. 
 
Note: Before you give a score of 85%, the following analysis must be made to 
determine if the score should be reduced: 

• Retain a score of 85% if results for all four subparts in paragraph b(1 to 4) 
are reported 

• Reduce the score to 80% if results for only three of the four subparts in 
paragraph b(1 to 4) are reported 

• Reduce the score to 75% if results for only two of the four subparts in 
paragraph b(1 to 4) are reported  

• Reduce the score to 70% if results for only one of the four subparts in 
paragraph b(1 to 4) are reported. 

For example, if most of the expected results required by paragraph b were reported 
but no results for subpart b(4), societal well-being and support of key communities 
were reported, the score of 85% should be reduced to 80%. 

• Organizational performance results 
are reported for MOST key 
customer, market, process, and action 
plan requirements. (I) 

• Beneficial trends have been sustained 
over time in most areas of importance 
to the accomplishment of your 
organization’s mission. (T) (also I) 

• Good-to-excellent organizational 
performance levels are reported, 
responsive to the MULTIPLE 
QUESTIONS in the item. (Le) 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) (also 
T and Le). 

 
* Results reported in this Item should 
relate to processes described in items 
1.1 and 1.2. 
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90–100% MULTIPLE 
Scoring Variables for the 90–100% Range:  
a. All of the requirements of the 70–85% scoring range have been met; and 
b. *Most of the expected customer-focused results and projections of 

performance that are important to the accomplishment of key customer, 
market, process, and action plan requirements are reported for the following 
multiple areas: 
1. Key measures or indicators of senior leaders’ communication and 

engagement with the workforce, partners, and customers to deploy vision 
and values, encourage two-way communication, and create a focus on 
action (differentiated or segmented by organizational units and customer 
groups as appropriate); [7.4a(1)]  

2. Key measures or indicators of governance and internal and external fiscal 
accountability, as appropriate [7.4a(2)]; 

3. Key measures or indicators of meeting and surpassing regulatory and 
legal requirements (differentiated or segmented by organizational units 
and customer groups as appropriate) [7.4a(3)];  

4. Key measures or indicators of ethical behavior, breaches of ethical 
behavior, and stakeholder trust in the senior leaders and governance 
(differentiated or segmented by organizational units and customer groups 
as appropriate) [7.4a(4)]; and 

5. Key measures or indicators of the organization’s fulfillment of its 
societal contributions and support of its key communities [7.4a(5)] 
  

c. Most results of importance to the accomplishment of the organization’s 
mission related to leadership, governance, surpassing regulatory and legal 
requirements, indicators of ethical behavior, breaches of ethical behavior and 
stakeholder trust, and societal well-being [7.4a(1–5)], are reported and 
segmented or differentiated by organizational units/customer groups, as 
appropriate. All of the trend results reported that are important to the 
accomplishment of organization mission show sustained performance over 
time (for example, three or more data cycles) (T/I) (95%); or 

d. Many trends and current levels of leadership, governance, surpassing 
regulatory and legal requirements, indicators of ethical behavior, breaches of 
ethical behavior and stakeholder trust, and societal well-being [7.4a(1-5)], 
when evaluated against relevant comparisons and/or benchmarks, show areas 
of leadership and excellent (for example, top decile or best in class) relative 
performance (T/Le/C) (95%). 

 
Scoring Summary: The score should be 90% if the applicant meets only a and b in 
this scoring range; 95% with a, b, and c, or d; and 100% with a, b, c, and d. 

• Organizational performance results 
and projections are reported for 
MOST key customer, market, 
process, and action plan 
requirements. (I) 

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

• Excellent organizational performance 
levels are reported that are fully 
responsive to the MULTIPLE 
QUESTIONS in the item. (Le) 
Industry and benchmark leadership is 
demonstrated in many areas. (C).  

 
* Results reported in this Item should 
relate to processes described in items 
1.1 and 1.2. 
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Notes: 
7.4. Responses should relate to the communication processes you identify in item 1.1 and the governance, legal and regulatory, 
ethics, and societal contribution processes and measures you report in item 1.2. Workforce-related occupational safety and health 
results (e.g., OSHA-reportable incidents) should be reported in 7.1b(2) and 7.3a(2).  
 
7.4a(2). Responses might include financial statement issues and risks, important internal and external auditor recommendations, 
and management’s responses to these matters. Some nonprofit organizations might also report results of IRS 990 audits.  
 
7.4a(4). For examples of measures of ethical behavior and stakeholder trust, see the note to 1.2b(2).  
 
7.4a(5). Measures of contributions to societal well-being might include those for reduced energy consumption, the use of 
renewable energy resources and recycled water, reduction of your carbon footprint, waste reduction and utilization, alternative 
approaches to conserving resources (e.g., increased virtual meetings), and the global use of enlightened labor practices. 
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7.5 Financial, Market, and Strategy Results (90 points) 
7.5 Financial and Market Results:  
At the Basic level, results are expected for financial viability and progress in strategy implementation. 
At the Overall level, results are expected for financial, marketplace performance, and progress in the achievement of 
organizational strategy and action plans as listed in bold green text below.  
At the Multiple level, report the results that are listed in regular black text below. 
a. Financial and Market Results  

(1) Financial Performance Results. At the multiple level report results for key measures or indicators of financial performance, 
including aggregate measures of financial return, financial viability, and budgetary performance, as appropriate 
• Differentiate (segment) results by market segments and customer groups, as appropriate 

(2) Marketplace Performance Results. At the multiple level report results for key measures or indicators of marketplace 
performance, including market share or position, market and market share growth, and new markets entered, as appropriate 
• Differentiate (segment) results by market segments and customer groups, as appropriate 

b. Strategy Implementation Results. At the Overall level, report results that reflect progress in the achievement of 
organizational strategy and action plans. Also, at the multiple level report results for key measures or indicators of the 
achievement of organizational strategy and action plans and results for taking intelligent risks 

Scoring Calibration Observation Baldrige Scoring Guidelines 
0 or 5%  
Scoring Variables for the 0–5% Range:  
a. No results for financial viability [7.5a(1)] or progress in strategy 

implementation [7.5b] important to the accomplishment of the 
organization’s mission are reported (I) (0%) or,  

b. Trend data for financial viability [7.5a(1)] or progress in strategy 
implementation [7.5b] show mainly adverse trends (5%). 

 
(Note: Comparative information is not expected at this level.) 

• Results are not reported for any areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Trend data either are not reported or show mainly 
adverse trends. (T) 

• There are no organizational performance results, or 
the results reported are poor. (Le) Comparative 
information is not reported. (C) 

 
 

10–25% BASIC  
Scoring Variables for the 10–25% Range:  
a. All of the requirements of the 0–5% scoring range have been met; and 
b. Of the results expected that are important to the accomplishment of the 

organization’s mission, financial viability [7.5a(1)] and progress in 
implementing strategy [7.5b] are reported for a few areas (I) (score 
10%); and, of those provided: 

c. Some positive trend data for financial viability [7.5a(1)] and progress 
in implementing strategy [7.5b] are reported (T) (score 15%)  

d. A few results for financial viability [7.5a(1)] and progress in 
implementing strategy [7.5b] show good levels of performance 
(although little or no comparative data may be reported) (Le/C) (20%). 

 
Scoring Summary: The score should be 10% if the applicant meets only 
a and b in this scoring range; 15% with a, b, and c; 20% with a, b, and d; 
and 25% with a, b, c, and d; and paragraph b in the next higher range has 
not been met. 
 
Note: If evidence is provided for paragraphs a, b, and c—but not d—
the maximum score should be 15%. 
 

• Results are reported for a FEW areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Some trend data are reported, with some adverse 
trends evident. (T) 

• A few organizational performance results are 
reported, responsive to the BASIC QUESTION in 
the item, and early good performance levels are 
evident. (Le) Little or no comparative information 
is reported. (C*). 

 
*Note: Measures or indicators of strategy 
implementation should demonstrate the 
organization’s progress in implementing or achieving 
the strategic objectives reported in 2.1b(1). Just 
reporting current levels of performance without 
indicating whether that performance is on track or 
not is generally not sufficient to address the  results 
expected by 7.5b. 
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30–45% BASIC  
Scoring Variables for the 30–45% Range:  
a. All of the requirements of the 10–25% scoring range have been met; 

and 
b. Of the results expected that are important to the accomplishment of the 

organization’s mission, financial viability [7.5a(1)] and progress in 
implementing strategy [7.5b] are reported for many areas (I) (score 
30%); and, of those provided: 

c. Some beneficial trend data for financial viability [7.5a(1)] and 
progress in implementing strategy [7.5b] (T) (35%); or 

d. Some current levels of financial viability [7.5a(1)] and progress in 
implementing strategy [7.5b], when evaluated against relevant 
comparisons and/or benchmarks, show good (average or better) levels 
of performance (Le/C) (40%). 

 
Scoring Summary: The score should be 30% if the applicant meets only 
a and b in this scoring range; 35% with a, b, and c; 40% with a, b, and d; 
and 45% with a, b, c, and d; and paragraph b in the next higher range has 
not been met. 

• Results are reported for MANY areas of 
importance to the accomplishment of your 
organization’s mission. (I) 

• Some trend data are reported, and most of the 
trends presented are beneficial. (T) 

• Good organizational performance levels are 
reported, responsive to the BASIC QUESTION in 
the item. (Le) Early stages of obtaining 
comparative information are evident. (C*). 

 
* Note: Measures or indicators of strategy 
implementation should demonstrate the 
organization’s progress in implementing or 
achieving the strategic objectives reported in 2.1b(1). 
Just reporting current levels of performance without 
indicating whether that performance is on track or 
not is generally not sufficient to address the  results 
expected by 7.5b. 

50–65% OVERALL  
Scoring Variables for the 50–65% Range:  
a. All of the requirements of the 30–45% scoring range have been met; 

and 
b. Taken together, most of the expected results that are important to the 

accomplishment of key customer, market, and process requirements 
are reported for the following areas: (I) 

(1) Financial performance [7.5a(1)];  
(2) Marketplace performance [7.5a(2)]; and  
(3) *Progress in achieving the organization’s strategy and action 

plans [7.5b] (50%); and of those provided 
c. Some trend data for financial [7.5a(1)] and marketplace performance 

[7.5a(2)], and the achievement of organizational strategy and action 
plans [7.5b] are reported. Most of the results reported show beneficial 
trends (T) (55%); or 

d. Some current levels of financial [7.5a(1)] and marketplace 
performance [7.5a(2)] and the achievement of organizational strategy 
and action plans [7.5b], when evaluated against relevant comparisons 
and/or benchmarks, show good (average or better) levels of 
performance (Le/C) (60%). 

 
Scoring Summary: The score should be 50% if the applicant meets only 
a and b in this scoring range; 55% with a, b, and c; 60% with a, b, and d; 
and 65% with a, b, c, and d; and paragraph b in the next higher range has 
not been met. 
 
Note: Before you give a score of 65%, the following analysis must be 
made to determine if the score should be reduced: 

• Retain a score of 65% if results for the three subparts in paragraph 
b(1, 2, and 3) are reported 

• Reduce the score to 60% if results for only two of the three 
subparts in paragraph b(1, 2, and 3) are reported 

• Reduce the score to 55% if results for only one of the three 
subparts in paragraph b(1, 2, and 3) are reported 

For example, if most of the expected results required by paragraphs b(1 
and 3) were reported but no results for part b(2) marketplace performance 
were reported, the score of 65% should be reduced to 60%. 

• Organizational performance results are reported 
for MOST key customer, market, and process 
requirements. (I) 

• Beneficial trends are evident in areas of 
importance to the accomplishment of your 
organization’s mission. (T) 

• Good organizational performance levels are 
reported, responsive to the OVERALL 
QUESTIONS in the item. (Le) Some current 
performance levels have been evaluated against 
relevant comparisons and/or benchmarks and show 
areas of good relative performance. (C) (also Le). 

 
* Note 7.5b: Measures or indicators of strategy and 
action plan achievement at the overall scoring range 
should demonstrate the organization’s progress in 
the following:  

• Implementing the strategic objectives and 
goals reported in 2.1b(1), and 

• Achieving the action plan performance 
measures reported in 2.2a(5). 

Just reporting current levels of performance without 
indicating whether that performance is on track or 
not is generally not sufficient to address the results 
expected by 7.5b. 
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70–85% MULTIPLE 
Scoring Variables for the 70–85% Range:  

a. All of the requirements of the 50–65% scoring range have been met; 
and 

b. Taken together, most of the expected key measures or indicators of 
financial performance [7.5a(1)], marketplace performance [7.5a(2)], 
*progress in achieving the organizational strategy and action plans 
[7.5b] that are important to the accomplishment of key customer, 
market, process, and action plan requirements are segmented as 
appropriate and reported for the following multiple areas: (I) 

(1) Financial performance, including aggregate measures of financial 
return, financial viability, and budgetary performance, as 
appropriate [7.5a(1)]; 

(2) Marketplace performance, including market share or position, 
market and market share growth, and new markets entered, as 
appropriate [7.5a(2)]; 

(3) Progress in the achievement of organizational strategy and action 
plans [7.5b]; and of those provided 

c. Most trend data for financial [7.5a(1)] and marketplace performance 
[7.5a(2)], and the achievement of organizational strategy and action 
plans [7.5b] show beneficial trends (T) and are segmented or 
differentiated by customer groups and market segments, as 
appropriate. Most of the trend results reported show sustained 
performance over time (for example, three or more data cycles) (T) 
(75%); or 

d. Many to most trends and current levels for financial [7.5a(1)] and 
marketplace performance [7.5a(2)], and the achievement of 
organizational strategy and action plans [7.5b], when evaluated against 
relevant comparisons and/or benchmarks, show areas of leadership and 
very good (for example, top quartile) relative performance (T/Le/C) 
(80%). 

 
Scoring Summary: The score should be 70% if the applicant meets only a 
and b in this scoring range; 75% with a, b, and c; 80% with a, b, and d; and 
85% with a, b, c, and d and paragraph b in the next higher range has not 
been met. 
 
Note: Before you give a score of 85%, the following analysis must be 
made to determine if the score should be reduced: 

• Retain a score of 85% if results for all three subparts in paragraph 
b(1, 2, and 3) are reported 

• Reduce the score to 80% if results for only two of the three 
subparts in paragraph b(1, 2, and 3) are reported 

• Reduce the score to 75% if results for only one of the three 
subparts in paragraph b(1, 2, and 3) are reported 

For example, if most of the expected results required by paragraph b(1, 2, 
and 3) were reported but no results for part b(2) marketplace performance 
were reported, the score of 85% should be reduced to 80%. 

• Organizational performance results are reported 
for MOST key customer, market, process, and 
action plan requirements. (I) 

• Beneficial trends have been sustained over time in 
most areas of importance to the accomplishment of 
your organization’s mission. (T) (also I) 

• Good-to-excellent organizational performance 
levels are reported, responsive to the MULTIPLE 
QUESTIONS in the item. (Le) 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) (also T and Le). 

 
*From Note 7.5b: Measures or indicators of strategy 
and action plan achievement should demonstrate the 
organization’s progress in the following:  

• Implementing the strategic objectives and 
goals reported in 2.1b(1),  

• Mitigating or addressing the elements of 
risk reported in 2.1a(3),  

• Achieving the action plan performance 
measures reported in 2.2a(5), and  

• Achieving the projected performance 
reported in 2.2a(6). 

Just reporting current levels of performance without 
indicating whether that performance is on track or 
not is generally not sufficient to address the results 
expected by 7.5b. 
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90–100% MULTIPLE 
Scoring Variables for the 90–100% Range:  
a. All of the requirements of the 70–85% scoring range have been met; 

and 
b. Most of the expected key measures or indicators of financial 

performance [7.5a(1)], marketplace performance [7.5a(2)], *progress 
in achieving the organizational strategy and action plans [7.5b]] and 
projections of performance that are important to the accomplishment 
of key customer, market, process, and action plan requirements are 
segmented as appropriate and reported for the following multiple areas 
(I): 
(1) Financial performance, including aggregate measures of financial 

return, financial viability, and budgetary performance, as 
appropriate [7.5a(1)]; 

(2) Marketplace performance, including market share or position, 
market and market share growth, and new markets entered, as 
appropriate [7.5a(2)]; 

(3) *Progress in the achievement of organizational strategy and action 
plans; and of those provided 

c. All trend data for financial [7.5a(1)] and marketplace performance 
[7.5a(2)], and the achievement of organizational strategy and action 
plans [7.5b] show beneficial trends sustained over time (T) and are 
segmented or differentiated by customer groups and market segments, 
as appropriate. (T/I) (95%); or 

d. Many areas of financial [7.5a(1)] and marketplace performance 
[7.5a(2)], and the achievement of organizational strategy and action 
plans [7.5b], when evaluated against relevant comparisons and/or 
benchmarks, show areas of leadership and very good (for example, top 
quartile) relative performance, when evaluated against relevant 
comparisons and/or benchmarks, show areas of industry leadership and 
excellent (for example, top decile or best in class) relative performance 
(T/Le/C) (95%). 

 
Scoring Summary: The score should be 90% if the applicant meets only a 
and b in this scoring range; 95% with a, b, and c, or d; and 100% with a, b, 
c, and d. 

• Organizational performance results and 
projections are reported for MOST key customer, 
market, process, and action plan requirements. (I) 

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

• Excellent organizational performance levels are 
reported that are fully responsive to the 
MULTIPLE QUESTIONS in the item. (Le) 
Industry and benchmark leadership is 
demonstrated in many areas. (C*).  

 
*From Note 7.5b: Measures or indicators of strategy 
and action plan achievement should demonstrate the 
organization’s progress in the following:  

• Implementing the strategic objectives and 
goals reported in 2.1b(1),  

• Mitigating or addressing the elements of 
risk reported in 2.1a(3),  

• Achieving the action plan performance 
measures reported in 2.2a(5), and  

• Achieving the projected performance 
reported in 2.2a(6). 

Just reporting current levels of performance without 
indicating whether that performance is on track or 
not is generally not sufficient to address the results 
expected by 7.5b. 
 

 

 

Notes: 
7.5a. Results should relate to the financial measures you report in 4.1a(1) and the financial management approaches you report 
in item 2.2.  
 
7.5a(1). Aggregate measures of financial return might include those for return on investment (ROI), operating margins, 
profitability, or profitability by market segment or customer group. Measures of financial viability might include those for 
liquidity, debt-to-equity ratio, days cash on hand, asset utilization, and cash flow. For nonprofit (including government) 
organizations, measures of performance to budget might include additions to or subtractions from reserve funds; cost avoidance 
or savings; responses to budget decreases; lowering of costs to customers or return of funds as a result of increased efficiency; 
administrative expenditures as a percent- age of budget; and the cost of fundraising versus funds raised.  
 
7.5a(2). For nonprofit organizations, responses might include measures of charitable donations or grants and the number of new 
programs or services offered.  
 
7.5b. Measures or indicators of strategy and action plan achievement should relate to the strategic objectives and goals you 
report in 2.1b(1), the elements of risk you report in 2.1a(3), and the action plan performance measures and projected 
performance you report in 2.2a(5) and 2.2a(6), respectively. 
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