


INSTRUCTIONS FOR COMPLETING 
TRAINING PREWORK
NEW EXAMINERS

This pre work assignment must be completed prior to your classroom session. Your progress will be checked.  

The following six-part process and Web page links will guide you in creating a partial Independent Review (IR) Scorebook for your fictitious Baldrige award application.
PART 1:  Review the 8 On-Line Modules
Click this link: http://www.nist.gov/baldrige/examiners/resource_center/onboarding.cfm
This link takes you to the page where you will see links to 8 short online modules.  These modules will provide you a better understanding of the application evaluation process, which will help your understanding this assignment.  Please review these modules in the order presented.

PART 2: Locate and become familiar with these resources:

Click this link:  On the Board.  Scroll down and find these resources in the Pre Work section. It will help you to print these and have them handy as you do this exercise. (Printing 2-sided is recommended if possible).

1. FitHabits Case Study (This is your sample Award Application)
2. Process Sample Item 5.1 Independent Review (IR) Worksheet
3. Results Sample Item 7.3 IR Worksheet 
(In Part 4 below, please follow these examples, paying particular attention to format, brevity, and clarity.) 
4. [bookmark: _GoBack]Comment Guidelines 
5. 2016 Key Factors Worksheet Sample 


PART 3: Access BOSS   
1.  After receiving your email with account information from
BOSSAdm@nist.gov, sign into BOSS and follow the instructions. Note that you will be asked to answer a conflict of interest questionnaire, as if you were evaluating a real applicant.  Just respond that you do not have a conflict of interest with this applicant.  
2.  Become familiar with BOSS navigation and functionality. 



PART 4: Evaluate case study items 4.1, 4.2, 5.2, 7.1, and 7.2 (using BOSS). 
a. Become familiar with the Baldrige Excellence Framework booklet you were instructed to download from BOSS. Jot down any questions you have about the meaning of the Criteria.  You will have a chance to ask questions in the classroom session.
b. Read the application (case study), highlighting and/or making notes on anything you feel may be important to the evaluation of this (fictitious) award applicant. 
c. Draft an initial list of Key Factors. A key factor is an attribute of an organization or its environment that has a significant influence on the way the organization operates and the key challenges it faces. Examples may include its mission, vision, and values; strategic challenges; and workforce groups and segments. However, key factors do not include descriptions of processes.

Examiners use their best judgment to determine key factors. Examiners then use key factors to focus their assessment on what is really important to the applicant. Key factors are found primarily by reading the applicant’s responses to the questions in the Organizational Profile portion of the award application, but may be found elsewhere in the application.  

Your draft list of key factors should look similar to the 2016 Key Factors Worksheet Sample (partial key factors list), which can be found in the online prework materials. 

    Now, click on the Key Factors tab in BOSS and enter your key factors. 
-  For each key factor you enter, click Add Key Factor.  
-  Indicate the section of the Organizational Profile that applies to the key 
   factor (e.g., P.1a, P.1b, etc.)  
-  Record a label and the text for the key factor.

		[image: ]

d. For each Criteria Item (4.1, 4.2, 5.2, 7.1 and 7.2), complete the following six-step
“Independent Review” award application evaluation process: (You may want to start with item 5.2 as it tends to be easier)
(Step 1) Read the Criteria Item requirements (e.g., Item 5.2 in the Baldrige Excellence Framework booklet) to gain a good understanding of Criteria Item you are going to work on.  
    (Step 2) Determine and select the most relevant key factors for the item.
In BOSS, review the list of key factors you created. Select the four to six key factors you believe are the most relevant for the Criteria item you are working on (e.g., item 5.2). These will be a subset of those on your key factors list --
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and may even be a subset of one key factor (e.g., only the Mission instead of the Mission, Vision and Values) that is most relevant to the Item. 
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The saved part of the relevant Key Factor is shown next.
[image: ] (Step 3) Read the applicant’s response to the Criteria Item in the case study  
Identify the processes / approach the applicant uses to satisfy the Criteria Item requirements.  

     (Step 4) Analyze the applicant’s response to each item. 
Read the response against the relevant Criteria requirements, and identify around six combined “strengths,” and “opportunities for improvement” (we call them OFIs).  Record strengths and OFIs in BOSS on the Independent Review Worksheet. For each strength or OFI, follow these rules:

· Enter the strength (or OFI) as a brief statement of an approach. It should represent the responsiveness of the applicant to one or more Criteria requirements in the Item.  What makes it a strength or OFI is most often its importance.  This is where the key factors you chose come in handy.  Strengths and OFIs should reference one or more key factors.
· Provide the evidence that supports the statement as a strength (for example: “the strategic planning process has seven steps, was expanded in 2015, and includes a final step for evaluation and feedback”).
· Select the appropriate evaluation factors—Approach, Deployment, Learning, and Integration (ADLI)—that apply to this strength (or OFI).  (See page 30, Scoring Dimensions for Process in your Baldrige Excellence Framework booklet).
· Determine the significance of the strength (or OFI) to your evaluation of the applicant and whether it should be “bolded” (indicating high importance).
· Provide the Criteria requirement reference to which the processes or methods relate for example, a(1), (b1,3), or c(1–3).
· Use the arrows in BOSS to arrange the priority order of the strengths / OFIs, starting with the most important feedback to give the applicant.
· Check your work, eliminating any conflicts between strengths and OFIs (i.e., when a strength contradicts an OFI for the same Criteria requirement).  

At this point, your Independent Review (IR) Worksheet in BOSS should look something like this: (Strengths)
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(Opportunities for Improvement)[image: ]
(Score)
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Note:  Sample IR Worksheets for items 5.1and 7.3 can be found in the Prework section to compare your work with.

(5) Draft one “feedback-ready” strength comment and one “feedback-ready”    OFI (opportunity for improvement) comment.
From your strengths and OFIs, select one of each (your choice) to develop into feedback-     ready comments. The purpose of this step is to allow a team leader to check and see if you are on the right track, and allow the team leader to provide you feedback on your comment writing. For the purpose of this training, you will receive feedback in your classroom training session. In writing your comments, please follow the following rules.
Use the Comment Guidelines (found in the Prework section) to craft (in BOSS) two feedback-ready comments that capture the findings of your analysis, using the strengths and OFIs that you have listed. 
    Each strength or OFI comment should include:
· a concise opening sentence that expresses a single thought—the “nugget” (or essence, or main point) of the comment 
· one or two examples (including figure numbers, if applicable)—referring to the approach or results given in the applicant’s response to Criteria questions
· language that shows the relevance (why the comment is important) to the applicant by tying the main point to one or more of the applicant’s key factors. You can also ask yourself, “What evaluation factor is relevant to this strength or OFI?” Thinking this way may help you focus the comment on the importance to the applicant (e.g., if the important element of the comment is deployment, there may be no need to add text on approach, learning, and integration).

  (6) Determine the scoring range and the score for the item.
 Determine the applicant’s overall scoring range for the item. Start by reviewing the Criteria    requirements and the strengths and OFIs for the item.
Review the Scoring Guidelines descriptions (pages 34 and 35 in the Framework booklet) and determine the range that is, overall, most descriptive of the organization’s achievement level.  Place this range on the Scoring page for the Criteria Item.
The applicant does not need to demonstrate all the characteristics in the selected range; rather, the score is based on a holistic view of the Criteria Item.
TIP:  As a check, read the description of the ranges above and below the selected range to ensure you are in the range that is most descriptive of this applicant’s responses.  
Finally, determine a percentage score that is a multiple of 5 for the item (e.g. 50%, 55%, 60%, and 65% are all multiples of 5 within the 50 – 65 Scoring Range. This percentage score is your best judgement of where the Item falls in the range – near the bottom or near the top.  Record the percentage score in the space provided at the lower right side of the Scoring page.
  
You made it through your first Item!  Congratulations!  Now repeat this process (steps 1 through 6) for the rest of your assigned items. Once you have finished all assigned Items, mark your scorebook “Complete” in BOSS.


PART 5: Review and be prepared to discuss the meaning and importance of all remaining Criteria items.  
  
PART 6: Bring these documents to class. 
Your printed copy of:

· the case study (application)
· the Baldrige Excellence Framework booklet and any questions you have about the Criteria
· Your pre work assignment – the IR Scorebook from BOSS.   

Note: We will check your pre work in class for completion.    Your pre work also may be monitored for completion prior to class, as it is so important to this learning experience. You can print just the Items you completed, or you can print the whole scorebook as a place to take notes – your choice.


Remember, the goal is simply to be familiar with the process, tools, and outputs.  We expect that your work won’t be perfect.  Have fun with this.  

Contact the Baldrige Examiner Help Center at examtrng@nist.gov for fastest service, or call 1-877-237-9064, option 2, and leave a voice mail if you have any problems or questions.  A member of the examiner training team will respond as soon as possible.
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Culture
The organization's culture is one of family where each employee owner (EO) s treated fairly and trusts one another; as an owner each individual actively contributes to the
company's success

For-profit, small business organization
For profit, small business high ~tech manufacturer in the interconnect industry founded in 1971 in Nashville, TN. The organization expanded its Employee Stock Option
Plan (ESOP) in 2007 where all stock is owned by active employees, with no individual owning more than 50%. All products manufactured (i.e., single-, double-, multiayer
printed circuit boards and rigid flex circuits) and contract R&D services are provided directly to its customers.

Mission, Vision, Values (Figure P.1-2)
Mission: Engage customers of interconnect circuitry with the products for tomorrow; Provide EOs with a Best Career Location® and superior return; Sustain society and
the environment; Enhance our communities

Vision: Lead circuitry innovation for the future

Values: Collaboration (we are one team pursuing one vision); Commitment (we deliver on our promises; living our values through integrity, trust, and respect); Creativity
(we invest n continuous innovation); Courage (we are courageous in our pursuit of business excellence); and Colossal (we are proud of our business performance
compared to others)

Core Competencies (Figure P.1-2)
Ingenuiy - leading advancements in the industry, especially in the areas of engineering and R&D;

Expertise - understanding our customer's business and exceeding expectations through robust operational processes;
Exceptional People: building lasting relationships with all customers and stakeholders through the Personal Touch

Product Mix (Figure P.1-1)
25% Contract R & D; 20% Muttiayer Printed Circuit Boards - US Electronic Manufacturing Services (EMS); 15% Multiayer Printed Circuit Boards- International EMS; 40%
Rigid- Flex Circuits

Regulatory Requirements
1SO certifications: qualty system (SO 9001:2008 and AS 9001 for aerospace), environmental (ISO 14001:2004); follows guidance and complies with - ISO 26000 for
social responsibiliy, ISO / TR 12885:2008 for Nanotechnologies-Health and Safety: facilties compliant with ITAR, RoHS, WEEE, and the July 2010 U.S. prohibition of ores
and metals used to finance conflict in the Republic of Congo and adjoining countries
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P.1a Organizational Environment

Culture

The organization's culture is one of family where each employee owner (EO) s treated fairly and trusts one another; as an owner each individual actively contributes to the
company’s success

For-profit, small business organization

For profit, small business high ~tech manufacturer in the interconnect industry founded in 1971 in Nashville, TN. The organization expanded its Employee Stock Option Plan (ESOP)
in 2007 where all stock is owned by active employees, with no individual owning more than 50%. All products manufactured (ie., single-, double-, multiayer printed circuit boards and
tigid flex circuits) and contract R&D services are provided directly to its customers.

Mission, Vision, Values (Figure P.1-2)

Mission: Engage customers of interconnect circuitry with the products for tomorrow; Provide EOs with a Best Career Location® and superior retur; Sustain society and the
environment; Enhance our communities Vision: Lead circuitry innovation for the future Values: Collaboration (we are one team pursuing one vision); Commitment (we deliver on our
promises; living our values through integrity, trust, and respect); Creativity (we investin continuous innovation); Courage (we are courageous in our pursuit of business excellence);
and Colossal (we are proud of our business performance compared to others)

Core Competencies (Figure P.1-2)

Ingenuity : leading advancements in the industry, especially in the areas of engineering and R&D; Expertise : understanding our customer's business and exceeding expectations
through robust operational processes; Exceptional People: building lasting relationships with all customers and stakeholders through the Personal Touch

Product Mix (Figure P.1-1)

25% Contract R & D; 20% Multilayer Printed Circuit Boards - US Electronic Manufacturing Services (EMS); 15% Multiayer Printed Circuit Boards- Intemational EMS; 40% Rigid- Flex
Circuits
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Mission, Vision, Values (Figure P.1-2)

r Location® and superior retum

ustain society and th

Vision: Lead circuitry innovation for the future
Values: Collaboration (we are one team pursuing one vision); Commitment (we deliver on our promises; living our values through integrity, trust, and respect); Creativity (we investin
continuous innovation); Courage (we are courageous in our pursuit of business excellence); and Colossal (we are proud of our business performance compared to others)

Use your mouse to select only the text you wish to reference and press "Select Text" or press "Select All' to reference the entire key factor.

Cancel Select Text [V
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Choose 4-6 most significant key factors for this item.
Relevant Key Factors
Mission, Vision, Values (Figure P.1-2)

a Mission: Engage customers of interconnect circuitry with the products for tomorrow; Provide EOs with a Best Career Location® and superior return; Sustain society and
the environment; Enhance our communities
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Strength

In support of the applicant’s vision, the ILMS (Figure 1.1-1)is a
systematic, effective process for deploying the vision and
values throughout the organization and to partners and
collaborators. Its 10 specific management systems include the
PMARS. Additionally, thank-you notes to employees, the 6-Ps
of Leadership, and the 6-E Leadership Tool assist the
Leadership System. A recent improvementis the SLT's
implementing “See it, Own t, Solve it (SOS)."

Senior leaders demonstrate their commitment to legal and
ethical behavior, reinforcing the applicant's value of integrity
Personal actions include encouraging discussions of ethical
concems, participating in New Employee Orientation to
discuss ethics, and explaining decisions and
recommendations to model ethical decision making

As Evidenced by...

Workforce (employees, volunteers, students, v v

contractors) asked to commit to the MVV

A D

and

demonstrate expected behaviors. Signage,
posters, screen savers, and other materials
displayed throughout the faciliies. £ Leadership
Tool: Educate, equip, empower, engage them,

encourage desired behaviors, and evalu;
through Mos and evaluations.

Senior leader actions demonstrating their v v

ate

commitment to legal and ethical behavior include
encouraging discussions of ethical concerns,
participating in the IEC, communicating clear

expectations via polices/procedures and
education, personally participating in the

NEO,

explaining decisions and recommendations to role
model ethical decision making, and supporting the

IEP.

In support of the applicant’s vision, the ILMS (Figure 1.1-1) is a systematic, effective process for deploying the vision and values
throughout the organization and to partners and collaborators. Its 10 specific management systems include the PMARS. Additionally,
thank-you notes to employees, the 6-Ps of Leadership, and the 6-E Leadership Tool assist the Leadership System.
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Opportunity For Improvement

For profi, Itis not clear how the organization systematically
small creates an environment for innovation and intelligent
® &  business tisk taking or a focus on action that will achieve the
high applicant's mission. Without systematic approaches in
IDEALS these areas, the applicant may jeopardize s long-
(Figure term vision to adapt to new realities.
P2.3),
Promoted
to
pe Beyond leaders striving to develop each member of
the workforce to his/her fullest potential, itis not clear
g8 v how the applicant systematically achieves effective
succession planning. A systematic approach in this
area may leverage the applicant’s core competency of
Baldrige-based leadership and management systems
z [+ No cycles of leaming are evident for senior leaders

approaches to creating a successful organization, for

2] communication approaches, o for creating a focus on
action. Leaming in these areas may be critical as the
applicant strives to achieve world-class access,
qualty, safety, customer experience, workforce
engagement, and value

Feedback Ready Comment

Beyond making data available and relying on cuture, itis not clear how the organization systematically creates an environment for

View +

As Evidenced by. A D L | ltemRef

There are a number of statements about culture impacting the v v
environment. Availability of data was also cited as an enabler.

The applicant uses the SOS example on page 2, but unclear if

SOS meets the desired outcome of seeking innovative

solutions to better serve

a(3).b(2)

Narrative describes what, not how. Page 2 states senior v v
leaders strive to develop each member of the workforce to
his/her fullest potential through WEDMS.

Senior leader actions demonstrating their commitment to legal v v
and ethical behavior include encouraging discussions of

ethical concems, participating in the IEC, communicating clear

expectations via polices/procedures and education,

personaly participating in the NEO, explaining decisions and
recommendations to role model ethical decision making, and

supporting the IEP.

a(2.3)b

Item Reference

a(3)b(2)

innovation and intelligent risk taking or a focus on action that will achieve the applicant's mission. Without systematic approaches in

these areas, the applicant may jeopardize its long-term vision to adapt to new realities

357 of 750 characters
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SCORE

0% or 5%

10%, 15%, 20%
or 25%

30%, 36%, 40%,
or 45%

50%, 55%, 60%,
or65%

0%, 75%, 80%.
or 85%

90%, 9%, or
100%

Strengths  Opportunities for Improverent  Score

DESCRIPTION

« No SYSTEMATIC APPROACH to item requirements is evident: information is ANECDOTAL. ()
« Little or no DEPLOYMENT of any SYSTEMATIC APPROACH is evident. (D)

« Animprovement orientation is not evident: improverment s achieved through reacting to problems. (L)
« No organizational ALIGNMENT is evident: individual areas or work units operate independently. (1)

« The beginning of a SYSTEMATIC APPROACH to the BASIC REQUIREMENTS of the item 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. (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 sohing. (1)

« An EFFECTIVE, SYSTEMATIC APPROACH, responsive to the BASIC REQUIREMENTS of the item, is evident. ()
« 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 your basic organizational needs identified in response to the Organizational Profile and other process items. (1)

« An EFFECTIVE, SYSTEMATIC APPROACH, responsive to the OVERALL REQUIREMENTS of the item, is evident (4)

+ The APPROACH is well DEPLOYED, although DEPLOYMENT may vary in some areas or work units. (D)

« Afact-based, SYSTEMATIC evaluation and improvement PROCESS and some organizational LEARNING, including INNOVATION, are in place for improving the efficiency and EFFECTIVENESS of
KEY PROCESSES. (L)

« The APPROACH is ALIGNED with your overall organizational needs identified in response to the Organizational Profile and other process items. (1)

« AnEFFECTIVE, SYSTEMATIC APPROACH, responsive to the MULTIPLE REQUIREMENTS of the item. is evident. ()

« The APPROACH is well DEPLOYED, with o significant gaps. (D)

« 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. (L)

+ The APPROACH is INTEGRATED with your curent and future organizational needs identified in response to the Organizational Profile and other process items. (1)

« An EFFECTIVE, SYSTEMATIC APPROACH, fully responsive to the MULTIPLE REQUIREMENTS of the item. is evident. (&)

« The APPROACH is fully DEPLOYED without significant weaknesses or gaps in any areas or work units. (D)

« Factbased, 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. (L)

« The APPROACH is well INTEGRATED with your current and future organizational needs identified in response to the Organizational Profile and other process items. (1)

For the item as a whole, the range most representative of the organi: 50-65% v Item Score 5”5





