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Workshop Objectives
 Understand the continuum of “learning” from the
Baldrige Criteria perspective
 Improve your organization’s performance through
proactive process management
 “Retrieve” cycles of evaluation and improvement and
examples of innovation
 Develop the skills to describe “learning” in your iPEX
and Baldrige applications
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Where Are You on the Journey?






New to the iPEX program
Have submitted at least one application
Received some level of award
Received the highest award from iPEX
Other?
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What’s Your Role in Improvement?
Senior leaders should spend most of
their time doing this

But most leaders and managers spend
most of their time doing this
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How Do You Prioritize Your Improvement
Efforts?
Customer pain points?
High costs?
Employee complaints?
Corrective actions for survey deficiencies or audit
findings?
These are necessary but not sufficient for high
performing organizations.





 The key is “yes, and...” – not “yes, but...”
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Ever Get One of These OFIs?
(or worse yet, a Key Theme)
 Many processes lack the beginning of a systematic
approach to evaluation and improvement. These include
performance evaluation of the senior leaders; the voice
of the customer processes; customer engagement
processes; and those processes associated with
measurement, analysis, and improvement of
organizational performance. Without cycles of
evaluation and improvement, the organization may miss
opportunities to identify emerging gaps or opportunities
to better serve its customers.
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The Baldrige Concept of Learning: From
Fighting Fires to Innovation
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The Baldrige Concept of Learning
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The Baldrige Concept of Learning
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“Learning” Across the Scoring Ranges
Score

Description

0 – 5%

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

10 – 25%

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

30 – 45%

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

50 – 65%

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.

70 – 85%

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.

90 – 100%

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.
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The Baldrige Concept of “Innovation”
 Making meaningful change to improve health care
services, processes, or organizational effectiveness
and create new value for stakeholders.
 Involves adopting an idea, process, technology,
product, or business model that is either new or new to
its proposed application.
 The outcome of innovation is a discontinuous or
breakthrough change in results, services, or
processes.
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What Is Process Management?
 Establishment of Process Owners for Key
Processes
 A Management System for Defining and
Documenting Key Processes
 A Proactive Approach to Regular Review of Key
Processes to Identify Opportunities for
Improvement and Innovation
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Key Processes, per the Baldrige Glossary
 Your most important internal value-creation processes
 Involve the majority of your organization’s workforce
 Produce customer, stakeholder, and stockholder value
 Frequently relate to your core competencies and
factors that determine your competitive advantages
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Why the Need for Process Management?






Do you ever hire new employees?
Do best practices emerge in your industry?
Do technologies evolve?
Do competitors ever “out-innovate” you?
Do customers’ requirements and expectations
ever change?
That’s
why!
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Process Owners Are Responsible for Ensuring
That:
 The process is designed to meet related customer and
business requirements
 Measure(s) of the process are defined
 The process is monitored for performance effectiveness
 Related documents (policies, procedures, instructions, etc.)
are developed, approved, and updated to support the process
 Appropriate training is conducted
 The process is regularly evaluated and improved, not only
when an adverse trend is detected or negative feedback
received
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The Process Owner Is Also
 The person with organizational responsibility for all of
the cross-functional areas involved in the process
 The only person with the authority to approve changes
in the process or related measures
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Lessons Learned About Process Ownership
 Always an individual, never a department or function
 One person, not multiple – this becomes even more
important the more cross-functional a process is
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In Contrast, Metric Owners
 Are responsible for:
– Gathering data
– Identifying relevant comparisons
– Reporting the results
– Identifying any adverse trends
– Assisting with root cause analysis and
recommendations for improvement
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Principles of Process Improvement
 All Work Is a Process
 Cross-Functional Processes Represent the Largest
Opportunity
 Processes Should Be Designed to Meet or Exceed
Customers’ Requirements
 Processes Need Clear Ownership
 Procedures Document Processes
 Following Procedures Reduces Variation and
Promotes Customer Satisfaction
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A Common Tool to Describe a Process, SIPOC
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How do you determine key work process
requirements?
 It starts with identifying your key
customers and stakeholders
 The next step is listening to the
Voice of the Customer (VOC)
 The next step requires translating
the VOC into measurable attributes
of the process (“specifications”)
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CTQ (Critical to Quality) Flowdown
 Systematic process for translating the Voice of the
Customer (VOC) into product or process design
requirements
 Actionable and measurable
 Validated with the customer
 Weightings provided by the customer
 Tracked throughout the life of the project
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CTQ Characteristics
 Linked to a customer need, requirement, or
expectation
 Stated clearly, simply, and unambiguously
 Describe the what will be met, not the how
 Specific
 Quantifiable (e.g., “respond by noon the following day,”
not “respond quickly”)
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Understanding Customer Requirements
 Customers are often (unintentionally) vague
 Many times, you must determine what customers
don't want to identify what they do want
 Customers' downstream activities (the customers'
customers) are important to understand
 Not all requirements are equal in importance
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Tree Diagram Example of CTQ Flowdown
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CTQ Flowdown Results in
 Defined units of measure
 Desired level of performance (target)
 Lowest acceptable level of performance (customer
specification limit or internal control)
 Highest acceptable level of performance (customer
specification limit or internal control)
 Leading vs. lagging indicators of customer satisfaction
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“Learning” Related to Process Items Comprises
 The refinement of your approach through cycles of
evaluation and improvement
 The encouragement of breakthrough change to your
approach through innovation, and
 The sharing of refinements and innovation with other
relevant work units and processes in your organization
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Describing “Learning” in iPEX and Baldrige
Applications
 It isn’t learning in the way most of us think about
learning
 It needs to be featured explicitly in your application to
get credit from the examiners
 It needs to be intentional (no RAGs*)
 It needs to be evident in every Process Item
– Italics, bold, or underline
– Icons (one for cycles of evaluation and improvement and
one for innovation)
*Borrowed from Quiet Excellence
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Example of Using Icons
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What Gets “Credit” For Learning -- Item 3.1 Example

YES
“As a result of changes
in our resident
demographics, we
evaluated the
effectiveness of our
listening methods and
improved them with the
addition of more social
media options.”

NO
“As a result of feedback
from our Resident
Council, we changed from
standard visiting hours to
an open schedule where
families and friends can
visit at their convenience.”
What process was “changed?”
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Why Is This So Difficult?
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Rediscovering Your Own Cycles of Evaluation and
Improvement
 “Have we always done (this process) the same
way?”
 “How did we do (this process) 3 years ago?”
 “What’s better about the way we do (this process)
now?” “Why did we change it?”

 Create a “Learning” Log (example on the following
page)
33
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A “Learning Log”
Item Number and Title: 1.1 Senior Leadership

Date
3/7/11

Area to
Address
b(1)

5/6/12

Process
Senior Leader (SL)
Communication

Why?
Observed poor
attendance at All Staff
meetings

What was implemented?
Began holding staff meetings on
all three shifts and weekends

b(1)

SL Communication

Staff complained about
not knowing about
upcoming events

9/22/13 b(1)

SL Communication

Adopting a best practice

Realized that with most folks
opting for direct deposit, the
old paycheck stuffers were no
longer effective. Implemented
Bathroom Banter in the staff
restrooms for JIT (just in toilet!)
Developed a facility FaceBook
page

1/18/14 b(1)

SL Communication

Poor attendance by family
members for resident
Care Conference

7/15/15 b(1)

SL Communication

Observed younger staff’s
preference for texting

Discovered that inclement
weather often prevented family
members in attending. Began
using teleconferences and
Skype.
Shift-by-shift automated texts
sent to staff advertising open
shifts

Innovation?
Result
No
Increased
attendance and
improved staff
satisfaction with SL
communication
Yes
Improved staff
satisfaction with
communication and
increase attendance
at events
No

No

Yes

Provided another
way to communicate
with staff who
prefer social media
Increased family
participation

Improved workforce
capacity
management
34

34

Identifying Examples of Innovation
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Example of a Well-Done Table in the
Organizational Profile
Clear,
compelling
evidence of
cycles of
evaluation
and
improvement
and
organizational
learning
36

Heartland Health
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Process Description Tool for Higher Scores
Process Owner:

Customer Requirements:

Related Measures (in-process and outcome):

Evidence of Deployment:

Evidence of Learning (systematic evaluation and
improvement and innovation)
1.
2.
3.
Integration – Key Linkages with Other Key Processes or Systems

© BaldrigeCoach 2016
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Summary
 Understand the continuum of “learning” from the
Baldrige Criteria perspective
 Improve your organization’s performance through
process management
 Develop the skills to describe “learning” in your iPEX
and Baldrige applications
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Next Steps and Wrap Up
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Thank you!
 How can we help?
 Kay Kendall
 Kay@BaldrigeCoach.com
 (972) 489-3611

40

40

14

