
Examiner Experience



Examiner Experience -- Learning Objectives

Participants will be able to:

 Understand the Baldrige Excellence Framework & Criteria, including the 2023-
24 Criteria and the Scoring Maturity Rubrics (ADLI, LeTCI)

 Understand the IRPE evaluation process, the 6-steps to conducting 
Independent Analysis – both for Process & Results Categories

 (re)Orient to the Apex Examiner Software

 Identify Key Factors for your applicant and begin to find strengths/OFIs for 
Item 1.1 & 7.4 (in your actual evaluation teams)

 Prepare for the rest of your 2023 evaluation -- timelines, next steps



Examiner Experience Agenda

 Introductions

 Overview of the IRPE Evaluation Process (high level)

 Introduce the Baldrige Framework

 Core Values & Concepts

 Criteria & “Gallery Walk”

 6-Step Evaluation Process, for both Process & Results

 View the Apex Examiner Software

 Tomorrow:

 Identify Key Factors for your Applicant

 Identify Strengths/OFIs in 1.1 & 7.4 for your Applicant

 Determine Timeline, Next steps



Introductions

 Name

 Organization

 Role

 What you want to get out of this experience



Roadmap – the IRPE Process

Recognition & Celebration

Submit 
Application

Examiner & 
Leader 
Training

Independent
Review

Consensus

Site Visit

Improvement 
& Cycles of 
learning

Final Scoring & 
Report

Judges 
Review & 
Decision



IRPE Application Levels

Application 
Level

Process & Effort Feedback Team

Explorer
Tier 1

Organizational Profile 
(15 hours)

1-2 members on site for 1 
day

Discoverer
Tier 2

Org Profile+15 questions 
(25 hours)

3-4 members on site for 1 
day

Navigator
Tier 3

Org Profile+70 questions 
(50 hours)

6-8 members on site for 2 
days

Trail Guide
Tier 4

55 page application 
(200-400 hours)

7-12 members on site for 
3-4 days



Three Baldrige Framework Versions 

Business Customers Product 
Offerings

Product & 
Process 
Design

Product 
Results

Health 
Care

Patients & 
Families

Health Care 
Services

Service & 
Process 
Design

Health Care 
Service 
Results

Education Students & 
Stakeholders

Educational 
Programs

Program, 
Service & 
Process 
Design

Student 
(& Budgetary) 

Results



Framework Overview



Core Values & Concepts

• Systems Perspective 

• Visionary Leadership 

• Customer-Focused 
Excellence 

• Valuing People 

• Agility and Resilience

• Organizational Learning

• Focus On Success and 
Innovation

• Management By Fact 

• Societal Contributions 

• Ethics and Transparency 

• Delivering Value and Results
(see page 4 of the Excellence Builder or 
36-41 of the main book) 



Exploring Core Values

 What are my organization’s top 3 strengths in terms of Core Values?

 What are my organization’s top 3 gaps in terms of Core Values?

• Systems Perspective 

• Visionary Leadership 

• Customer-Focused Excellence 

• Valuing People 

• Agility and Resilience

• Organizational Learning

• Focus On Success and Innovation

• Management By Fact 

• Societal Contributions 

• Ethics and Transparency 

• Delivering Value and Results
(see page 4 of the Excellence Builder or 36-41 of the main book) 



The Baldrige Criteria

C
Customers Operations

WorkforceStrategy

Leadership RESULTS

Measurement, Analysis, and Knowledge Management

Integration

Core Values and Concepts

Organizational Profile



Criteria Breakdown



What Baldrige looks for….

1. Do you have a process?

2. Is your process being followed?

3. Are you evaluating & improving the 
process?

4. Does the process connect & align with 
other processes?

5. Is the process effective -- are levels & 
trends of results favorable?

Ref: 
https://www.pipefy.com/blog/process/pros-cons-process-management/
https://www.tvb.org/portals/0/media/image/Measurement_Home.jpg
http://mentalfloss.com/article/502944/watch-how-jigsaw-puzzles-are-made



Baldrige Maturity Rubric for Process: ADLI

Approach
Deployment
Learning
 Integration



Gallery Walk



6 Step Evaluation Process



6 Step Process – Process Categories

Review Criteria Identify 4-6 
Key Factors Read Application

RecordCapture 4-6 STR/OFI Score



Step 1: Review Criteria
Basic

Overall

Multiple



Step 2: Identify Key Factors

Key Factors come from the Organization Profile -- What is the Profile?

For the applicant:

 Identifies “Who are we?” and “What’s most important?”

 A tool to align leaders 

 Sets context for responding to Criteria

For the Examiner:

 Helps the Examiner understand the applicant’s context, environment

 Helps “customize” the feedback report to the unique characteristics of 
the applicant



Step 2: Identify Key Factors

Key Factors
Worksheet sample

KF Characteristics:
• Concise phrases, bullets
• Focused on what’s important – 

key
• Focused on what the Org 

Profile questions ask
• Many items can be cut and 

pasted from Org Profile

First, build the Key Factors 
Worksheet, then select 4-6 KFs 
relevant for each Item…



Step 2: Identify Key Factors



Step 3: Read Application



Introducing the Expected Results Matrix



Nugget:

Evidence: 

Relevance: Why it is important to them

Conduct strategic planning process

Step 4: Identify Strengths/OFIs



Step 5: Record the Feedback Comments
Sample Strength



Step 5: Record the Feedback Comments
Sample OFI



Guidance for Feedback Comments



Step 6: Score the Item



Evaluating Results



6 Step Process – Results Categories

Review Criteria Identify 4-6 
Key Factors Read Application

RecordCapture +/- Score



Baldrige Maturity Rubric for Results: LeTCI

Levels
Trends
Comparisons
 Integration



Completing the Expected Results Matrix



Completing the Expected Results Matrix



Evaluating a Result

0

1

2

3

4

5

6

2020 2021 2022 2023 2024 Projected

Standard Industry Indicator

ABC Best Local Competitor Top 10%

Good

Note: Measurement changed in 2021.



Examiner Experience Agenda

 Introductions

 Overview of the IRPE Evaluation Process (high level)

 Introduce the Baldrige Framework

 Core Values & Concepts

 Criteria & “Gallery Walk”

 6-Step Evaluation Process, for both Process & Results

 View the Apex Examiner Software

 Tomorrow:

 Identify Key Factors for your Applicant

 Identify Strengths/OFIs in 1.1 & 7.4 for your Applicant

 Determine Timeline, Next steps



Appendix



A Detailed View of the IRPE Process

Receive 
applicatio
n

Conduct 
Independent 
Analysis 
(no scoring)

Prepare for 
Virtual 
Inquiry 
(clarifying 
questions; no 
documents)

Develop 
Applicant 
Call Plan

Conduct 
Applicant 
Call 3

Independent 
    Analysis

Planning for Virtual Inquiry

Virtual Inquiry, Consensus Site Visit Phase

Conduct 
Team 

Consensus
(online)

Prepare 
for Site 
Visit

Conduct 
Site Visit 
(hybrid)

Finalize 
Feedback 
Report

Conduct 
Applicant 
Calls 1-2

Complete 
Scorebook 
(with feedback 
and scoring 
ranges)



Scoring 
Factor 0-5% 10-25% 30-45% 50-65% 70-85% 90-100%

Approach No systematic approach to 
Item requirements is evident; 
information is anecdotal.

The beginning of a systematic 
approach to the basic 
requirements of the Item is 
evident.

An effective, systematic 
approach, responsive to the 
basic requirements of the 
Item, is evident.

An effective, systematic 
approach, responsive to the 
overall requirements of the 
Item, is evident.

An effective, systematic 
approach, responsive to the 
multiple requirements of the 
Item, is evident.

An effective, systematic 
approach, fully responsive to 
the multiple requirements of 
the Item, is evident.

@Consensus

@Site Visit

Deployment Little or no deployment of 
any systematic approach is 
evident.

The approach is in the early 
stages of deployment in most 
areas or work units, inhibiting 
progress in achieving the basic 
requirements of the Item.

The approach is deployed, 
although some areas or work 
units are in early stages of 
deployment.

The approach is well 
deployed, although 
deployment may vary in 
some areas or work units.

The approach is well 
deployed, with no significant 
gaps.

The approach is fully 
deployed without significant 
weaknesses or gaps in any 
areas or work units.

@Consensus

@Site Visit

Learning An improvement orientation 
is not evident; improvement 
is achieved through reacting 
to problems.

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

The beginning of a systematic 
approach to evaluation and 
improvement of key 
processes is evident.

A fact-based, systematic 
evaluation and improvement 
process and some 
organizational learning, 
including innovation, are in 
place for improving the 
efficiency and effectiveness 
of key processes.

Fact-based, systematic 
evaluation and improvement 
and organizational learning, 
including innovation, are key 
management tools; there is 
clear evidence of refinement 
as a result  of organizational-
level analysis and sharing.

Fact-based, systematic 
evaluation and improvement 
and organizational learning 
through innovation are key 
organization-wide tools; 
refinement and innovation, 
backed by analysis and 
sharing, are evident 
throughout the organization.

@Consensus

@Site Visit

Integration No organizational alignment 
is evident; individual areas or 
work units operate 
independently.

The approach is aligned with 
other areas or work units 
largely through joint problem 
solving.

The approach is in the early 
stages of alignment with basic 
organizational needs identified 
in response to the 
Organizational Profile and 
other Process Items.

The approach is aligned with 
organizational needs identified 
in response to the 
Organizational Profile and 
other Process Items.

The approach is integrated 
with organizational needs 
identified in response to the 
Organizational Profile and 
other Process Items.

The approach is well 
integrated with organizational 
needs identified in response to 
the Organizational Profile and 
other Process Items.

@Consensus

@Site Visit

Guidance: Use Scoring standard work to match up the most representative score.



Scoring 
Guidelines 0-5% 10-25% 30-45% 50-65% 70-85% 90-100%

@Consensus

@Site Visit

Trends Trend data either are not 
reported or show mainly 
adverse trends. 

Some trend data are reported, 
with some adverse trends 
evident. 

Some trend data are reported, 
and a majority of the trends 
presented are beneficial. 

Beneficial trends are evident 
in areas of importance to the 
accomplishment of the 
organization’s mission. 

Beneficial trends have been 
sustained over time in most 
areas of importance to the 
accomplishment of the 
organization’s mission. 

Beneficial trends have been 
sustained over time in all 
areas of importance to the 
accomplishment of the 
organization’s mission. 

@Consensus

@Site Visit

Comparisons Comparative information is 
not reported. 

Little or no comparative 
information is reported. 

Early stages of obtaining 
comparative information are 
evident. 

Some current performance 
levels have been evaluated 
against relevant comparisons 
and/or benchmarks and show 
areas of good relative 
performance. 

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. 

Evidence of industry and 
benchmark leadership is 
demonstrated in many areas. 

@Consensus

@Site Visit

Integration Results are not reported for 
any areas of importance to 
the accomplishment of the 
organization’s mission. 

Results are reported for a few 
areas of importance to the 
accomplishment of the 
organization’s mission. 

Results are reported for many 
areas of importance to the 
accomplishment of the 
organization’s mission. 

Organizational performance 
results are reported for most 
key 
customer/patient/student/mar
ket/process requirements.

Organizational performance 
results are reported for most 
key customer, market, 
process, and action plan 
requirements, and they include 
some projections of future 
performance. 

Organizational performance 
results and projections are 
reported for most key  
customer/patient/student, 
market, process, and action 
plan requirements, and they 
include projections of future 
performance. 

@Consensus

@Site Visit

Levels Good to excellent 
organizational performance 
levels are reported, responsive 
to multiple requirements of 
the item.

Excellent organizational 
performance levels are 
reported that are fully 
responsive to the multiple 
requirements of the item.

There are no organizational 
performance results or results 
reported are poor.

A few organizational 
performance results are 
reported, responseive to the 
basic requirements of the 
item, and early good 
performance levels are 
evident.

Good organizational 
performance levels are 
reported, responsive to the 
basic requirements of the 
item. 

Good organizational 
performance levels are 
reported, responsive to the 
overall requirements of the 
item.
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