Writing Feedback-Ready Process Comments
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2019 Examiner Teams and Tech Editors: 

This 29-slide presentation focuses on writing feedback comments during Independent Review and Consensus Review.  
The purpose is to provide you with a review of comment-writing instruction from examiner prework and class training, reinforcing your understanding of the elements and craft of writing effective feedback for organizations applying for the Baldrige Award. 

Note: Although this presentation is limited to the process categories 1 through 6 of the Baldrige Excellence Framework/Criteria for Performance Excellence, the three elements and way of writing Baldrige feedback comments remain essentially the same for results items (category 7). Also note that the guidance remains current regardless of whether comment examples in this presentation are based on a previous (pre-2019) Baldrige case study and Baldrige Excellence Framework/Criteria version. 
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Our focus is always on providing helpful comments to the applicant. 

The comment guides the applicant by identifying a process to continue or giving specific information about the aspect of a process that needs improvement (Approach and/or Deployment and/or Learning and/or Integration).

Process Strengths—Processes, approaches, or methods that support the applicant’s achievement of its desired results, in the context of 
· the Criteria [Including ADLI evaluation factors and Basic/Overall/Multiple requirements of Criteria]
· the applicant’s key factors [importance to the applicant]
· and the Scoring Guidelines [which incorporate both of the above to identify the applicant’s organizational maturity]

Process Opportunities for Improvement (OFIs)—Processes, approaches, or methods (or lack of one of these) that create vulnerabilities in achieving the applicant’s desired results
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Reference: http://www.nist.gov/baldrige/examiners/resource_center/upload/2018-Comment-Guidelines.pdf

Comments should be actionable, aligned, accurate, and appropriate. (Think “Straight A’s” to remember these guidelines.)

"Actionable" comments clearly tell the applicant to continue a strength or to review a specific opportunity to improve. They include the basic elements of nugget, examples (just 1 or 2 needed), and relevance. This format makes the feedback clear, specific, and useful to the applicant. 

"Aligned" means that each OFI provides feedback in relation to a Criteria requirement and a scoring range. The feedback will move the applicant to the next scoring range, and the final set of comments for an item makes sense with the scoring range for that item.

"Accurate" comments reflect the applicant's terminology and include correct facts and figures (including numbering and titles).

“Appropriate” comments have a professional and polite tone.

More detailed information is provided later in this module. 
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A reminder that the evaluation elements differ for process and results items: 
With process items, the focus of comments is on the process evaluation factors of Approach, Deployment, Learning, and Integration (ADLI). 
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Choose a strength or OFI observation that is important to the applicant; that is, one that is easily tied to one of the key factors. Have that key factor in mind.

Have the application and Criteria at hand.

Make sure you have the three elements of a Baldrige Comment that make it actionable: a nugget, 1 or 2 examples, a relevance piece. (Note: The nugget must be in the first sentence; the relevance piece can be a sentence at the end or can be incorporated into the first sentence.) 

Tip: It may be easiest to write the nugget first and refine it as you add examples and relevance. 
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The nugget is the main point of the comment. It gives the applicant a summary of feedback.

The most effective nuggets use clear language, such as, “Strategic planning follows a systematic process with evidence of cycles of learning…” Note that the descriptors/adjectives come right from Criteria. A less effective nugget might be “The SPP appears to be more focused and useful than many in this industry…” 

When in doubt, refer to the Criteria and Scoring Guidelines for terminology! 
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How many 
· One to three. If you have given clear evidence of the strength or OFI, then stop adding examples!
· The best-written comment is not usually the longest.
· The applicant knows its processes. Reciting them back in feedback comments will be unnecessary to the applicant.


Regarding the last point about avoiding restatement of the application, try not to recite the applicant’s process. It’s often enough to name it, using the applicant’s terminology, and then point out the aspect of strength or OFI within that process. 
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This piece explains the relevance of the feedback to the applicant.

A well-written comment includes a nugget, 1-2 examples, and an indication of “why is this important?” and “what do we do about this gap?”

Relevance is most understandable when tied to the applicant’s key factors. This is why we identify relevant key factors for each strength and OFI in Independent Review. In the example, the relevance for improving the strategic planning process is that this may support the applicant in responding to one of its strategic challenges. Note that we do not say it “will” support the applicant as only the organization can make it happen. 
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Relevance is especially important when stating an OFI. The applicant needs to understand why the OFI is worth attention and action. 

An effective relevance statement is usually written in a positive way, even for an OFI, as it emphasizes the “opportunity” instead of the negative consequences. For example, instead of “If the learning and development system is not evaluated, then…” it is more effective to say, “Having a systematic process for evaluating the learning and development system may assist in meeting the goal of…”

However, occasionally a relevance statement that identifies negative consequences of an OFI might be useful, such as when the OFI reflects a gap or blind spot that may be negatively impacting the organization in other areas. For example, if the applicant does not systematically communicate with employees and also indicates that employee engagement is declining, then we might find it appropriate to indicate that the lack of communication may be hindering the applicant in engaging its employees. 

The key is to provide the relevance in the way that will help the applicant to understand why it is important for it to act on the feedback. So if the most likely result of the gap is truly undesirable, then we’d want to point that out. However, most OFIs reflect opportunities being missed and should indicate this to the applicant.

An effective relevance statement lets the applicant know that the examiner has paid attention to the details of the application. It also puts the focus of the comment on useful actions for the applicant to consider.
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Here is an examiner’s observation about the SPP.  There is an SPP process, and its has been evaluated and improved.

The examiner cites a figure and is reviewing 2.1a(1) of the Criteria. One of the key factors chosen by the examiner for item 2.1 is that the applicant has been experiencing poor performance relative to competitors during the last few years. 

The examiner feels that the SPP demonstrates an S. Reflect for a moment on how you might craft an S comment.
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Here are some sample comments. 

Take a moment to select which comment best reflects the NERD format.  
1. The applicant has a robust process for strategic planning, and it includes all the relevant people.
1. There is a clearly defined SPP with cycles of learning. This very well-deployed approach will help the applicant meets its significant competitive challenges.
1. A systematic process for strategic planning, shown in Figure 2.1-1, occurs in a two-year cycle and has been improved over time. This approach supports the organization in meeting its competitive challenges.
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The Best Comment. . . 
A systematic process for strategic planning, shown in Figure 2.1-1, occurs in a two-year cycle and has been improved over time. This approach supports the organization in meeting its competitive challenges.
#3 because it 
1. Stays close to Criteria language (2.1a[1])
1. Gives the evidence 
1. Indicates the relevance

In this example, we are providing only one of many possible good comments. 

Note that we can only indicate that the approach supports the organization in meeting its challenges if the application makes that link (otherwise say “may support”). 

Also, we might want to point out one or more specific competitive challenges for the applicant that are most impacted by its strategic planning.
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The Best Comment. . . more evaluation
A systematic process for strategic planning, shown in Figure 2.1-1 [A-M], occurs in a two-year cycle and has been improved over time [L]. This approach supports the organization in meeting its competitive challenges [I].
Evaluation Factors: ADLI
1. Approach at the Multiple Level [A-M]
1. Learning [L]
1. Integration? [I] – depends on the evidence provided

A-M assumes that Figure 2.1-1 provides information on at least some of the multiple requirements of the Criteria in 2.1a(1) – steps, participants, planning horizons, etc.

Integration would be demonstrated if the planning process explicitly showed a connection between the process and [addressing] the applicant’s competitive challenges. If the examiner is inferring this as potential relevance, then it does not indicate explicit integration.

Notice that your comment does not need to include information on all the evaluation factors (ADLI). Focus on the one or two that are the most important for the strength or OFI you are communicating.
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Let’s consider a possible OFI comment for the same area to address of the Criteria for a different applicant (not real).
This examiner is not finding a clear description of a process, although the application is clear that strategic planning happens every two years.
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Select the Best Comment
1.  The applicant does not demonstrate evidence of systematic strategic planning and, without it, cannot move to a higher scoring range.
2. While no clearly defined process for strategic planning is provided, p. 5 states it revisits the strategic plan every two years. 
3. There is no evidence that the strategic planning process addresses the organization’s strategic challenges. Ensuring that the SPP addresses its strategic challenges may help the organization meet its challenge of a highly competitive marketplace.
4. There is no ADLI provided to allow evaluation of the SPP. This key process needs attention if the organization is to continue. 
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Only the third comment gives the applicant information about what to do. Also, this comment focuses on the gap in integration. It is not trying to address all elements of evaluation.

#3 There is no evidence that the strategic planning process addresses the organization’s strategic challenges. Ensuring that the SPP addresses its strategic challenges may help the organization meet its challenge of a highly competitive marketplace.

#4 There is no ADLI provided to allow evaluation of the SPP. This key process needs attention if the organization is to continue.
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Evaluating the Comment
2.1b(2) There is no evidence that the strategic planning process addresses the organization’s strategic challenges. Ensuring that the SPP addresses its strategic challenges may help the organization meet its challenge of a highly competitive marketplace.
3 Elements: Nugget, Example(s), Relevance
· No evidence that SPP addresses org’s challenges
· [process not provided]
· May help meet its challenge of a competitive marketplace
· ADLI
· Addressing strategic challenges is a multiple requirement of 2.1b(2). So this comment evaluates the approach (A of ADLI) at the multiple requirement level.
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The Four “A”s Provide Guidelines
Actionable
Aligned
Accurate
Appropriate

1. Provide useful summary of important points
2. Cover both content & style for writing comments
3. Provide checklist for important review once comments are written

Slide 19




The applicant can read your comment and answer the question, “What does the examiner team believe my organization needs to do? Why?”

Include these elements in your comments. Arrange them in the way that is the most readable for the applicant.

A concise opening statement of the main idea (the “nugget”). Include only one main idea per comment. If you have several, either choose one, or roll the idea up to a higher level. If something “is not clear,” describe what is missing. For example, move from Criteria language from the multiple to the overall requirements.

The relevance of this main idea to the applicant. Use a key factor to show the relevance. Include just one point of relevance per comment.

One or two examples to support and clarify the main idea. Choose examples from the application that clarify the strength or opportunity. If you have many, choose the most important ones, group them, or roll them up to a higher level.
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The comment reflects both the Criteria and the scoring range you have chosen.

Write comments on the basic, overall, or multiple Criteria requirements that are most important to the applicant. Use language from the Criteria.

Use only enough Criteria language to add clarity. Seek to add value rather than restate information.

Point out areas of strength or opportunities for improvement based on the evaluation factors (ADLI or LeTCI). Use language from the Scoring Guidelines. In each comment, focus on just one or two evaluation factors.

Ensure that the comment does not contradict/conflict with other comments in the same item or other items.
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The facts and data are correct. 

Use the applicant’s terminology.

Use the correct names and terms (e.g., for the applicant’s processes and for figure names). 

Check the facts and data in your comment. For example, if you state that “there is no evidence,” check  that this is true; if you cite a lack of comparative data or the presence of adverse trends, make sure this is true. 

Don’t “parrot” the application; seek to add value rather than restate information.
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The tone is professional and polite.

Don’t comment on the applicant’s style of writing or data presentation.

Don’t use jargon or acronyms unless they are the applicant’s terms.

Don’t be judgmental by using terms such as “bad” or “inadequate.” (But note that it is OK to use Scoring Guideline language to show alignment of comment to score (e.g., “good organizational performance levels…”).

Don’t be prescriptive by telling the applicant what it “should” do.

Don’t go beyond the Criteria requirements or assert your personal opinions.
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Let’s go to an example from the 2015 Casey Comprehensive Care Center for Veterans Case Study.
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5.1a(1) The applicant’s effective, well-deployed process to assess workforce capability and capacity [A-O, D] supports the core competency of providing Veteran-centric care [I]. A master staffing list, which includes volunteers [D], is created to assess workforce capacity as an element of the SPP and in partnership with Associated Government Employees (AGE). Workforce capacity is evaluated during the SPP, through the Workforce Engagement, Development, and Management System (WEDMS Figure 5.1-1), and through Independent Development Plans (IDPs).
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We have taken this independent review and have started to craft feedback ready comments.   In this example we have left the “evidence” to help in demonstrating the process. 

Refer to the Handout of the Independent Review for 5.1
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Bolded as a significant strength

Nugget:  “well-deployed process to assess workforce capability and capacity”

Relevance: “supports the organization’s core competency of providing Veteran-centric care” (It’s especially important to note the relevance of a significant strength.)

Examples/evidence:  second sentence

4 “A”s Actionable, Align, Accurate,  Appropriate

Note that the ADLI references are removed before the applicant receives the feedback but are helpful throughout the examiner’s Independent Review and will be helpful during Consensus Review.
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IR Observations should be arranged in order of importance to the applicant

Once you have completed your evaluation of the Item look at the comments together:

· Are there apparent conflicts between strengths and OFIs? Look at the language of the observation; often an apparent conflict is a matter of clarifying one or both observations.

· Do they follow the guidelines:

· Criteria-based
· Relevant to the applicant
· Include evidence
· Not prescriptive or judgmental
· Only express 1 key point
· About the applicant and not the application
· About the present and not the future
· 
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Arrange in order of importance to the applicant.

Once you have completed your evaluation of the item, look at the comments together:

· Are there apparent conflicts between strengths and OFIs? Look at the language of the observation; often an apparent conflict is a matter of clarifying one or both observations.

·  Do they follow the guidelines:

· Criteria-based
· Relevant to the applicant
· Include evidence
· Not prescriptive or judgmental
· Only express 1 key point
· About the applicant and not the application
· About the present and not the future
· 
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[bookmark: _GoBack]-5.1a,b The WEDMS and its processes do not appear to be systematically evaluated to foster cycles of learning and improvement [L]. Systematic evaluation may help the organization uncover role-model strengths to share with other VA organizations, as well as additional opportunities for improvement. 
-5.1a(3) It is not clear how the Applicant organizes the workforce in the Benefits Office or the Veterans’ Cemetery operation [D]. A systematic approach in this area may support the value of commitment to Veterans and help achieve the vision of a transformed VA facility.

Nuggets
· Key processes are not evaluated for learning and improvement
· How the workforce is organized in two of the key segments of the organization

Examples:
· [no evidence] could add a clarifying statement if the applicant has included something in the application to demonstrate learning but you do not feel that  meets the criteria.  For example Anecdotal evidence or improvement of a different process (customer feedback has led to improvements in ….)
· [this information is provided for the health care segment, but is not indicated for the other segments]

Relevance
· In addition to missed opportunities to improve, the organization may not recognize best practice to share with other organizations
· Supports achievement of a critical value of commitment to Veterans as well as the vision.   The underlying relevance of any difference between segments is that the entire organization cannot be excellent unless all the components are excellent

Note: The ADLI references are removed prior to feedback being provided to the applicant, though the Criteria references before the comments remain in the final feedback report for the applicant to see.
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Reference: http://www.nist.gov/baldrige/examiners/resource_center/upload/2018-Comment-Guidelines.pdf



Comments should be actionable, aligned, accurate, and appropriate. (Think “Straight A’s” to remember these guidelines.)



"Actionable" comments clearly tell the applicant to continue a strength or to review a specific opportunity to improve. They include the basic elements of nugget, examples (just 1 or 2 needed), and relevance. This format makes the feedback clear, specific, and useful to the applicant. 



"Aligned" means that each OFI provides feedback in relation to a Criteria requirement and a scoring range. The feedback will move the applicant to the next scoring range, and the final set of comments for an item makes sense with the scoring range for that item.



"Accurate" comments reflect the applicant's terminology and include correct facts and figures (including numbering and titles).



“Appropriate” comments have a professional and polite tone.



More detailed information is provided later in this module.
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Actionable
The applican can take action based on the comment and understand the potential benefit.





Include these elements in your comments. Arrange them in the most readable way for the applicant.





Aligned
The comment reflects the Criteria and reflects the scoring range you have chosen.





Write comments on the basic, overall, or multiple Criteria requirements that are most important to the applicant; ensure that the requirements align with the score. Use language from the Criteria.





Use only enough Criteria language to add clarity. Seek to add value rather than restate information.





Accurate
The facts and data are correct. 





Appropriate
The tone is professional and polite.





Don’t comment on the applicant’s style of writing or data presentation.





Use the applicant’s terminology.





Point out areas of strength or opportunities for improvement based on the evaluation factors (ADLI or LeTCI). Use language from the Scoring Guidelines. In each comment, focus on just one or two evaluation factors.





Ensure that the comment does not contradict other comments in the same item or other items.





Use the correct names and terms (e.g., for the applicant’s processes and for figure names). 





Check the facts and data in your comment. For example, if you state that “there is no evidence,” check text and figures to ensure that this is true; if you note adverse trends or a lack of comparative data, make sure this is true. 





Don’t “parrot” the application; seek to add value rather than restate information.





Don’t use jargon or acronyms unless they are the applicant’s terms.





Don’t be judgmental by using terms such as “bad” or “inadequate.”





Don’t be prescriptive by telling the applicant what it “should” do or recommending specific practices that are beyond the Criteria.





Don’t assert your personal opinions.





One or two examples to support and clarify the main idea. Choose examples from the application that clarify the strength or opportunity for improvement. If you have many, choose the most important ones, or group them.





The relevance of this main idea to the applicant. Use a key factor to show the relevance—why the comment is important to the applicant. Include just one point of relevance per comment.





A concise opening statement of the main idea (the “nugget”). Include only one main idea per comment. If you have several, either choose one, or combine them into a higher-level, more general nugget. If something “is not clear,” describe what is missing.
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Baldrige Comment Guidelines.
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Focus is on 

process 

evaluation 

factors: 

ADLI  
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Tip:  Review the Criteria 

definitions of these factors! 

It’s worth your time.

Process Items
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Focus is on process evaluation factors: 

ADLI  

4













Tip:  Review the Criteria definitions of these factors! It’s worth your time.

Process Items







A reminder that the evaluation elements differ for process and results items: 



With process items, the focus of comments is on the process evaluation factors of Approach, Deployment, Learning, and Integration (ADLI).  



4



image3.png







image1.jpeg









Writing Effective Process
Comments

[

factors






image5.emf
How to Get Started

Tip:  It may be easiest to write the nugget first and 

refine it as you add examples and relevance.
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Refine and Reorder  

to Make Comment 

Most Readable.

Write the Nugget, 

Examples, and 

Relevance.

Refer to the 

Criteria and 

Application. 

Choose a 

Strength or OFI
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Tip:  It may be easiest to write the nugget first and refine it as you add examples and relevance.
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Refine and Reorder  to Make Comment Most Readable.

Write the Nugget, Examples, and Relevance.

Refer to the Criteria and Application. 

Choose a Strength or OFI







Choose a strength or OFI observation that is important to the applicant; that is, one that is easily tied to one of the key factors. Have that key factor in mind.



Have the application and Criteria at hand.



Make sure you have the three elements of a Baldrige Comment that make it actionable: a nugget, 1 or 2 examples, a relevance piece. (Note: The nugget must be in the first sentence; the relevance piece can be a sentence at the end or can be incorporated into the first sentence.) 



Tip: It may be easiest to write the nugget first and refine it as you add examples and relevance.
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What Is the Nugget?

“The SPP appears to be 

more focused and 

useful than many in this 

industry…” 
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Criteria

Summary

Clear

Main 

Point

Nugget

“Strategic planning 

follows a systematic 

process with evidence of 

cycles of learning…” 
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“The SPP appears to be more focused and useful than many in this industry…” 
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Criteria

Summary

Clear

Main Point

Nugget

“Strategic planning follows a systematic process with evidence of cycles of learning…” 











The nugget is the main point of the comment. It gives the applicant a summary of feedback.



The most effective nuggets use clear language, such as, “Strategic planning follows a systematic process with evidence of cycles of learning…” Note that the descriptors/adjectives come right from Criteria. A less effective nugget might be “The SPP appears to be more focused and useful than many in this industry…” 



When in doubt, refer to the Criteria and Scoring Guidelines for terminology! 
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What Are Good Examples?

Remember: The applicant knows its processes. 

7

Found anywhere in 

application

OFIs: Can be what 

is expected but 

missing

1 – 3 for clear 

evidence

Demonstrate 

Understanding
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Remember: The applicant knows its processes. 
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Examples



Found anywhere in application



OFIs: Can be what is expected but missing



1 – 3 for clear evidence

Demonstrate Understanding























How many 

One to three. If you have given clear evidence of the strength or OFI, then stop adding examples!

The best-written comment is not usually the longest.

The applicant knows its processes. Reciting them back in feedback comments will be unnecessary to the applicant.





Regarding the last point about avoiding restatement of the application, try not to recite the applicant’s process. It’s often enough to name it, using the applicant’s terminology, and then point out the aspect of strength or OFI within that process. 
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What Is the Relevance?

Having an SPP that is refined over time 

may support the applicant in setting 

specific goals to respond to its strategic 

challenge of a rapidly changing 

competitive environment.”
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Ties to Key 

Factors

Clarifies 

“So What”

Addresses 

“what do 

we do about 

this gap”

Addresses 

“why this is 

important”



Relevance
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What Is the Relevance?

Having an SPP that is refined over time may support the applicant in setting specific goals to respond to its strategic challenge of a rapidly changing competitive environment.”
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Ties to Key Factors

Clarifies “So What”

Addresses “what do we do about this gap”

Addresses “why this is important”

Relevance







This piece explains the relevance of the feedback to the applicant.



A well-written comment includes a nugget, 1-2 examples, and an indication of “why is this important?” and “what do we do about this gap?”



Relevance is most understandable when tied to the applicant’s key factors. This is why we identify relevant key factors for each strength and OFI in Independent Review.  



In the example, the relevance for improving the strategic planning process is that this may support the applicant in responding to one of its strategic challenges. Note that we do not say it “will” support the applicant as only the organization can make it happen.
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Relevance, continued

Example: 

(-) “If the learning and 

development 

system is not 

evaluated, then…”

(+) Better: “Having a 

systematic process 

for evaluating the 

learning and 

development 

system may assist 

in meeting the goal 

of…”

9

Written in a 

positive way

Relevance is 

important for OFIs

Should be directly 

linked to nugget



Relevance



Many things impact Vision and 

Mission… eventually
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Example: 

(-) “If the learning and development system is not evaluated, then…”

 

(+) Better: “Having a systematic process for evaluating the learning and development system may assist in meeting the goal of…”

9











Written in a 

positive way





Relevance is important for OFIs





Should be directly linked to nugget

Relevance

Many things impact Vision and Mission… eventually







Relevance is especially important when stating an OFI. The applicant needs to understand why the OFI is worth attention and action. 



An effective relevance statement is usually written in a positive way, even for an OFI, as it emphasizes the “opportunity” instead of the negative consequences. For example, instead of “If the learning and development system is not evaluated, then…” it is more effective to say, “Having a systematic process for evaluating the learning and development system may assist in meeting the goal of…”  



However, occasionally a relevance statement that identifies negative consequences of an OFI might be useful, such as when the OFI reflects a gap or blind spot that may be negatively impacting the organization in other areas. For example, if the applicant does not systematically communicate with employees and also indicates that employee engagement is declining, then we might find it appropriate to indicate that the lack of communication may be hindering the applicant in engaging its employees. 



The key is to provide the relevance in the way that will help the applicant to understand why it is important for it to act on the feedback. So if the most likely result of the gap is truly undesirable, then we’d want to point that out. However, most OFIs reflect opportunities being missed and should indicate this to the applicant.



An effective relevance statement lets the applicant know that the examiner has paid attention to the details of the application. It also puts the focus of the comment on useful actions for the applicant to consider. 
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Practice Example 1:  Strength

(not from an actual application)

Strength observation: There is a process for strategic 

planning and a description of cycles of learning 

associated with this process. 

10

Strength evidence: Figure 2.1-1 and text p.5

Related Criteria: category 2.1 a(1)

Related key factor: strategic challenge of poor 

competitive performance in recent years
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(not from an actual application)

Strength observation: There is a process for strategic planning and a description of cycles of learning associated with this process. 







10

Strength evidence: Figure 2.1-1 and text p.5















Related Criteria: category 2.1 a(1)

















Related key factor: strategic challenge of poor competitive performance in recent years













Here is an examiner’s observation about the SPP.  There is an SPP process, and its has been evaluated and improved.



The examiner cites a figure and is reviewing 2.1a(1) of the Criteria. One of the key factors chosen by the examiner for item 2.1 is that the applicant has been experiencing poor performance relative to competitors during the last few years. 



The examiner feels that the SPP demonstrates an S. Reflect for a moment on how you might craft an S comment. 
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Select the Best-Written Comment

1. The applicant has a robust process for strategic 

planning, and it includes all the relevant people.

11

2. There is a clearly defined SPP with cycles of learning. This very 

well-deployed approach will help the applicant meets its 

significant competitive challenges.

3. A systematic process for strategic planning, shown in Figure 

2.1-1, occurs in a two-year cycle and has been improved over 

time. This approach supports the organization in meeting its 

competitive challenges.


Microsoft_PowerPoint_Slide10.sldx
Select the Best-Written Comment

The applicant has a robust process for strategic planning, and it includes all the relevant people.





11

There is a clearly defined SPP with cycles of learning. This very well-deployed approach will help the applicant meets its significant competitive challenges.



A systematic process for strategic planning, shown in Figure 2.1-1, occurs in a two-year cycle and has been improved over time. This approach supports the organization in meeting its competitive challenges.











Here are some sample comments. 



Take a moment to select which comment best reflects the NERD format.  
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The Best Comment…

A systematic process for strategic planning, shown in 

Figure 2.1-1, occurs in a two-year cycle and has been 

improved over time. This approach supports the 

organization in meeting its competitive challenges.

12

#3 because it 



Stays close to 

Criteria language

(2.1a[1])



Gives the evidence



Indicates the relevance
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The Best Comment…

A systematic process for strategic planning, shown in Figure 2.1-1, occurs in a two-year cycle and has been improved over time. This approach supports the organization in meeting its competitive challenges.

12

#3 because it 

Stays close to Criteria language (2.1a[1])

Gives the evidence 

Indicates the relevance







In this example, we are providing only one of many possible good comments. 



Note that we can only indicate that the approach supports the organization in meeting its challenges if the application makes that link (otherwise say “may support”). 



Also, we might want to point out one or more specific competitive challenges for the applicant that are most impacted by its strategic planning.
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The Best Comment… more evaluation

A systematic process for strategic planning, shown in 

Figure 2.1-1 [A-M], occurs in a two-year cycle and has 

been improved over time [L]. This approach supports the 

organization in meeting its competitive challenges [I].

13

Evaluation Factors: ADLI



Approach at the Multiple Level [A-M]



Learning [L]



Integration? [I] – depends on the evidence provided   
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The Best Comment… more evaluation

A systematic process for strategic planning, shown in Figure 2.1-1 [A-M], occurs in a two-year cycle and has been improved over time [L]. This approach supports the organization in meeting its competitive challenges [I].

13

Evaluation Factors: ADLI

Approach at the Multiple Level [A-M]

Learning [L]

Integration? [I] – depends on the evidence provided   







A-M assumes that Figure 2.1-1 provides information on at least some of the multiple requirements of the Criteria in 2.1a(1) – steps, participants, planning horizons, etc.



Integration would be demonstrated if the planning process explicitly showed a connection between the process and [addressing] the applicant’s competitive challenges. If the examiner is inferring this as potential relevance, then it does not indicate explicit integration.



Notice that your comment does not need to include information on all the evaluation factors (ADLI). Focus on the one or two that are the most important for the strength or OFI you are communicating.
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Practice 

Example

2: OFI

(not from an actual application)



Assume there is no 

description of the SPP.  



The applicant states that it 

engages in strategic 

planning every two years. 



Which of the comments on 

the next slide is most 

actionable as a feedback-

ready comment?

14
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Practice Example 2: OFI
(not from an actual application)

Assume there is no description of the SPP.  



The applicant states that it engages in strategic planning every two years. 



Which of the comments on the next slide is most actionable as a feedback- ready comment?
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Let’s consider a possible OFI comment for the same area to address of the Criteria for a different applicant (not real).  



This examiner is not finding a clear description of a process, although the application is clear that strategic planning happens every two years. 
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Practice Example 2: OFI
(not from an actual application)
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Select the Best Comment

15

1. The applicant does not demonstrate evidence of systematic 

strategic planning and, without it, cannot move to a higher 

scoring range.

2. While no clearly defined process for strategic planning is 

provided, p. 5 states it revisits the strategic plan every two 

years. 

3. There is no evidence that the strategic planning process 

addresses the organization’s strategic challenges. Ensuring that 

the SPP addresses its strategic challenges may help the 

organization meet its challenge of a highly competitive 

marketplace.

4. There is no ADLI provided to allow evaluation of the SPP. 

This key process needs attention if the organization is to 

continue.
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Select the Best Comment

15

The applicant does not demonstrate evidence of systematic strategic planning and, without it, cannot move to a higher scoring range.







While no clearly defined process for strategic planning is provided, p. 5 states it revisits the strategic plan every two years. 





There is no evidence that the strategic planning process addresses the organization’s strategic challenges. Ensuring that the SPP addresses its strategic challenges may help the organization meet its challenge of a highly competitive marketplace.



There is no ADLI provided to allow evaluation of the SPP. This key process needs attention if the organization is to continue.
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Which One Is Actionable?



Only the third comment gives the applicant 

information about what to do. Also, this comment 

focuses on the gap in integration. It is not trying to 

address all elements of evaluation.

16



The fourth comment looks accurate in stating that 

evidence is lacking for all aspects of ADLI, but it's not 

clear what the applicant would do to address this OFI.
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Which One Is Actionable?

Only the third comment gives the applicant information about what to do. Also, this comment focuses on the gap in integration. It is not trying to address all elements of evaluation.

16

The fourth comment looks accurate in stating that evidence is lacking for all aspects of ADLI, but it's not clear what the applicant would do to address this OFI.







Only the third comment gives the applicant information about what to do. Also, this comment focuses on the gap in integration. It is not trying to address all elements of evaluation.



#3 There is no evidence that the strategic planning process addresses the organization’s strategic challenges. Ensuring that the SPP addresses its strategic challenges may help the organization meet its challenge of a highly competitive marketplace.



#4 There is no ADLI provided to allow evaluation of the SPP. This key process needs attention if the organization is to continue.
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Evaluating the Comment

2.1b(2)There is no evidence that the strategic planning 

process addresses the organization’s strategic challenges. 

Ensuring that the SPP addresses its strategic challenges 

may help the organization meet its challenge of a highly 

competitive marketplace.

17



No evidence that SPP addresses org’s challenges



[process not provided]



May help meet its challenge of a competitive 

marketplace

3 Elements: 

Nugget, 

Example(s), 

Relevance

Addressing strategic challenges is a multiple 

requirement of 2.1b(2). So this comment evaluates the 

approach (A of ADLI) at the multiple requirement level.

ADLI
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Evaluating the Comment

2.1b(2)There is no evidence that the strategic planning process addresses the organization’s strategic challenges. Ensuring that the SPP addresses its strategic challenges may help the organization meet its challenge of a highly competitive marketplace.



17

No evidence that SPP addresses org’s challenges

[process not provided]

May help meet its challenge of a competitive marketplace





3 Elements: Nugget, Example(s), Relevance





Addressing strategic challenges is a multiple requirement of 2.1b(2). So this comment evaluates the approach (A of ADLI) at the multiple requirement level.





ADLI
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The Four “A”s Provide Guidelines

18

3 21

1. Provide useful 

summary of 

important points

2. Cover both 

content & style  

for writing 

comments

3. Provide checklist for 

important review once 

comments are written



Actionable



Aligned



Accurate



Appropriate
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The Four “A”s Provide Guidelines

18



3

2

1

1. Provide useful summary of important points

2. Cover both content & style  for writing comments

3. Provide checklist for important review once comments are written

Actionable

Aligned

Accurate

Appropriate
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Comment Guidelines: Actionable

Tip:  If you are pointing out a gap in 

meeting the Criteria requirements, you 

may not find examples.

19



Nugget: One main idea



Relevance: one point



Examples: a critical few

Accomplished by providing the:
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Comment Guidelines: Actionable

Tip:  If you are pointing out a gap in meeting the Criteria requirements, you may not find examples.

19





Nugget: One main idea

Relevance: one point

Examples: a critical few



Accomplished by providing the:







The applicant can read your comment and answer the question, “What does the examiner team believe my organization needs to do? Why?”



Include these elements in your comments. Arrange them in the way that is the most readable for the applicant.



A concise opening statement of the main idea (the “nugget”). Include only one main idea per comment. If you have several, either choose one, or roll the idea up to a higher level. If something “is not clear,” describe what is missing. For example, move from Criteria language from the multiple to the overall requirements.



The relevance of this main idea to the applicant. Use a key factor to show the relevance. Include just one point of relevance per comment.



One or two examples to support and clarify the main idea. Choose examples from the application that clarify the strength or opportunity. If you have many, choose the most important ones, group them, or roll them up to a higher level. 
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Comment Guidelines: Aligned



Add value with use of Criteria and 

Scoring Guideline language



Identify A[BOM]DLI in the comment



Supports scoring



Helps identify most important feedback



Provides context to teammates



Identifies gaps in comments



Review for contradiction with other 

comments

20

Aligned

The comment reflects the Criteria and 

reflects the scoring range you have 

chosen.

Write comments on the 

basic, overall, or multiple 

Criteria requirements

that are most important to 

the applicant; ensure that 

the requirements align 

with the score. Use 

language from the 

Criteria.

Use only enough Criteria 

language to add clarity. 

Seek to 

add value rather 

than restate information

.

Point out areas of 

strength or opportunities 

for improvement based on 

the 

evaluation factors 

(ADLI or LeTCI)

. Use 

language from the 

Scoring Guidelines. In 

each comment, focus on 

just one or two evaluation 

factors.

Ensure that the comment 

does not 

contradict other comments

in the 

same item or other items.
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Comment Guidelines: Aligned

Add value with use of Criteria and Scoring Guideline language

Identify A[BOM]DLI in the comment

Supports scoring

Helps identify most important feedback

Provides context to teammates

Identifies gaps in comments

Review for contradiction with other comments

20

Aligned
The comment reflects the Criteria and reflects the scoring range you have chosen.

Write comments on the basic, overall, or multiple Criteria requirements that are most important to the applicant; ensure that the requirements align with the score. Use language from the Criteria.

Use only enough Criteria language to add clarity. Seek to add value rather than restate information.

Point out areas of strength or opportunities for improvement based on the evaluation factors (ADLI or LeTCI). Use language from the Scoring Guidelines. In each comment, focus on just one or two evaluation factors.

Ensure that the comment does not contradict other comments in the same item or other items.







The comment reflects both the Criteria and the scoring range you have chosen.



Write comments on the basic, overall, or multiple Criteria requirements that are most important to the applicant. Use language from the Criteria.



Use only enough Criteria language to add clarity. Seek to add value rather than restate information.



Point out areas of strength or opportunities for improvement based on the evaluation factors (ADLI or LeTCI). Use language from the Scoring Guidelines. In each comment, focus on just one or two evaluation factors.



Ensure that the comment does not contradict/conflict with other comments in the same item or other items.
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Comment Guidelines: Accurate

Accuracy lets the applicant know that you did your 

best to understand their business!

21
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Comment Guidelines: Accurate



Accuracy lets the applicant know that you did your best to understand their business!

21





























The facts and data are correct. 



Use the applicant’s terminology.



Use the correct names and terms (e.g., for the applicant’s processes and for figure names). 



Check the facts and data in your comment. For example, if you state that “there is no evidence,” check  that this is true; if you cite a lack of comparative data or the presence of adverse trends, make sure this is true. 



Don’t “parrot” the application; seek to add value rather than restate information.

21
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Comment Guidelines: Accurate
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Comment Guidelines: Appropriate

22



It is about the applicant, not about the 

application.



Avoid Judgmental Terms



bad, impressive, inadequate….



Actionable vs. prescriptive



No “would”/“could”/“should”



Help applicant understand the potential 

benefit; only it knows if it is a benefit



The Criteria provide the scope of 

feedback

Professional, objective, and polite

Don’t be prescriptive by telling the 

applicant what it “should” do or 

recommending specific practices 

that are beyond the Criteria.

Don’t assert your personal 

opinions.
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Comment Guidelines: Appropriate

22





It is about the applicant, not about the application.

Avoid Judgmental Terms

bad, impressive, inadequate….

Actionable vs. prescriptive

No “would”/“could”/“should”

Help applicant understand the potential benefit; only it knows if it is a benefit

The Criteria provide the scope of feedback



Professional, objective, and polite

Don’t be prescriptive by telling the 

applicant what it “should” do or recommending specific practices 

that are beyond the Criteria.

Don’t assert your personal 

opinions.







The tone is professional and polite.



Don’t comment on the applicant’s style of writing or data presentation.



Don’t use jargon or acronyms unless they are the applicant’s terms.



Don’t be judgmental by using terms such as “bad” or “inadequate.” (But note that it is OK to use Scoring Guideline language to show alignment of comment to score (e.g., “good organizational performance levels…”).



Don’t be prescriptive by telling the applicant what it “should” do.



Don’t go beyond the Criteria requirements or assert your personal opinions.
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Comment Guidelines: Appropriate
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EXAMPLE

2015 Casey VA Case Study
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Writing Feedback-Ready Process 

Comments
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Example

2015 Casey VA Case Study

23









Let’s go to an example from the 2015 Casey Comprehensive Care Center for Veterans Case Study.
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5.1  Strengths 


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5.1  Strengths 

25
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5.1  Strengths 



25







We have taken this independent review and have started to craft feedback ready comments.   In this example we have left the “evidence” to help in demonstrating the process. 



Refer to the Handout of the Independent Review for 5.1
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Feedback-Ready Comment

5.1a(1) The applicant’s effective, well-deployed process 

to assess workforce capability and capacity [A-O, D] 

supports the core competency of providing Veteran-

centric care [I]. A master staffing list, which includes 

volunteers [D], is created to assess workforce capacity 

as an element of the SPP and in partnership with 

Associated Government Employees (AGE). Workforce 

capacity is evaluated during the SPP, through the 

Workforce Engagement, Development, and Management 

System (WEDMS Figure 5.1-1), and through Independent 

Development Plans (IDPs).

26



87
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Feedback-Ready Comment

5.1a(1) The applicant’s effective, well-deployed process to assess workforce capability and capacity [A-O, D] supports the core competency of providing Veteran-centric care [I]. A master staffing list, which includes volunteers [D], is created to assess workforce capacity as an element of the SPP and in partnership with Associated Government Employees (AGE). Workforce capacity is evaluated during the SPP, through the Workforce Engagement, Development, and Management System (WEDMS Figure 5.1-1), and through Independent Development Plans (IDPs).
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87









Bolded as a significant strength



Nugget:  “well-deployed process to assess workforce capability and capacity”



Relevance: “supports the organization’s core competency of providing Veteran-centric care” (It’s especially important to note the relevance of a significant strength.)



Examples/evidence:  second sentence



4 “A”s Actionable, Align, Accurate,  Appropriate



Note that the ADLI references are removed before the applicant receives the feedback but are helpful throughout the examiner’s Independent Review and will be helpful during Consensus Review.
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5.1  OFIs 

27







IR Observations should be arranged in order of importance to the applicant



Once you have completed your evaluation of the Item look at the comments together:



Are there apparent conflicts between strengths and OFIs? Look at the language of the observation; often an apparent conflict is a matter of clarifying one or both observations.



Do they follow the guidelines:


Criteria-based

Relevant to the applicant

Include evidence

Not prescriptive or judgmental

Only express 1 key point

About the applicant and not the application

About the present and not the future
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Condensed Refresher Module 




1



Writing Feedback-Ready Process Comments































2019 Examiner Teams and Tech Editors: 



This 29-slide presentation focuses on writing feedback comments during Independent Review and Consensus Review.  

The purpose is to provide you with a review of comment-writing instruction from examiner prework and class training, reinforcing your understanding of the elements and craft of writing effective feedback for organizations applying for the Baldrige Award. 



Note: Although this presentation is limited to the process categories 1 through 6 of the Baldrige Excellence Framework/Criteria for Performance Excellence, the three elements and way of writing Baldrige feedback comments remain essentially the same for results items (category 7). Also note that the guidance remains current regardless of whether comment examples in this presentation are based on a previous (pre-2019) Baldrige case study and Baldrige Excellence Framework/Criteria version. 
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5.1  OFIs 



28







Arrange in order of importance to the applicant.



Once you have completed your evaluation of the item, look at the comments together:



Are there apparent conflicts between strengths and OFIs? Look at the language of the observation; often an apparent conflict is a matter of clarifying one or both observations.



 Do they follow the guidelines:


Criteria-based

Relevant to the applicant

Include evidence

Not prescriptive or judgmental

Only express 1 key point

About the applicant and not the application

About the present and not the future
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Feedback-Ready Comments

(-)  5.1a,b The WEDMS and its processes do not 

appear to be systematically evaluated to foster 

cycles of learning and improvement [L]. 

Systematic evaluation may help the organization 

uncover role-model strengths to share with other 

VA organizations, as well as additional 

opportunities for improvement. 
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(-)  

5.1a(3) It is not clear how the Applicant organizes 

the workforce in the Benefits Office or the 

Veterans’ Cemetery operation [D]. A systematic 

approach in this area may support the value of 

commitment to Veterans and help achieve the 

vision of a transformed VA facility. 
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Feedback-Ready Comments

(-)  5.1a,b The WEDMS and its processes do not appear to be systematically evaluated to foster cycles of learning and improvement [L]. Systematic evaluation may help the organization uncover role-model strengths to share with other VA organizations, as well as additional opportunities for improvement. 
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(-)  5.1a(3) It is not clear how the Applicant organizes the workforce in the Benefits Office or the Veterans’ Cemetery operation [D]. A systematic approach in this area may support the value of commitment to Veterans and help achieve the vision of a transformed VA facility. 







Nuggets

Key processes are not evaluated for learning and improvement

How the workforce is organized in two of the key segments of the organization



Examples:

[no evidence] could add a clarifying statement if the applicant has included something in the application to demonstrate learning but you do not feel that  meets the criteria.  For example Anecdotal evidence or improvement of a different process (customer feedback has led to improvements in ….)

[this information is provided for the health care segment, but is not indicated for the other segments]



Relevance

In addition to missed opportunities to improve, the organization may not recognize best practice to share with other organizations

Supports achievement of a critical value of commitment to Veterans as well as the vision.   The underlying relevance of any difference between segments is that the entire organization cannot be excellent unless all the components are excellent



Note: The ADLI references are removed prior to feedback being provided to the applicant, though the Criteria references before the comments remain in the final feedback report for the applicant to see.
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What Is a Feedback-Ready Comment?

Our goal is to 

write 

effective

feedback-

ready 

comments. 

2

Guides the 

Applicant by

Effective

identifying 

processes, methods, 

or approaches for  

improvement

Provides actionable 

information to the 

applicant.
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What Is a Feedback-Ready Comment?

Our goal is to write effective feedback-ready comments. 



2











Guides the Applicant by



Effective



identifying processes, methods, or approaches for  improvement



Provides actionable information to the applicant.











Our focus is always on providing helpful comments to the applicant. 



The comment guides the applicant by identifying a process to continue or giving specific information about the aspect of a process that needs improvement (Approach and/or Deployment and/or Learning and/or Integration).



Process Strengths—Processes, approaches, or methods that support the applicant’s achievement of its desired results, in the context of 

the Criteria [Including ADLI evaluation factors and Basic/Overall/Multiple requirements of Criteria]

the applicant’s key factors [importance to the applicant]

and the Scoring Guidelines [which incorporate both of the above to identify the applicant’s organizational maturity]



Process Opportunities for Improvement (OFIs)—Processes, approaches, or methods (or lack of one of these) that create vulnerabilities in achieving the applicant’s desired results
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What Is a Feedback-Ready Comment?
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Baldrige Comment Guidelines

3

Actionable

The applican can take 

action based on the 

comment and 

understand the 

potential benefit.

Include these elements in your 

comments. Arrange them in the 

most readable way for the 

applicant.

•

A concise opening 

statement of the main idea 

(the “nugget”).

Include only 

one main idea per comment. If 

you have several, either 

choose one, or combine them 

into a higher-level, more 

general nugget. If something 

“is not clear,” describe what is 

missing.

•

The relevance of this main 

idea to the applicant.

Use a 

key factor to show the 

relevance—why the comment 

is important to the applicant. 

Include just one point of 

relevance per comment.

•

One or two examples to 

support and clarify the main 

idea.

Choose examples from 

the application that clarify the 

strength or opportunity for 

improvement. If you have 

many, choose the most 

important ones, or group 

them.

Aligned

The comment reflects 

the Criteria and reflects 

the scoring range you 

have chosen.

Write comments on the 

basic, overall, or multiple 

Criteria requirements

that are most important 

to the applicant; ensure 

that the requirements 

align with the score. Use 

language from the 

Criteria.

Use only enough 

Criteria language to add 

clarity. Seek to 

add 

value rather than 

restate information

.

Point out areas of 

strength or 

opportunities for 

improvement based on 

the 

evaluation factors 

(ADLI or LeTCI)

. Use 

language from the 

Scoring Guidelines. In 

each comment, focus 

on just one or two 

evaluation factors.

Ensure that the 

comment 

does not 

contradict other 

comments

in the same 

item or other items.

Accurate

The facts and data are 

correct.

Use the 

applicant’s 

terminology

.

Use the 

correct names 

and terms 

(e.g., for the 

applicant’s processes 

and for figure names). 

Check the facts and 

data

in your comment. 

For example, if you 

state that “there is no 

evidence,” check text 

and figures to ensure 

that this is true; if you 

note adverse trends or a 

lack of comparative 

data, make sure this is 

true. 

Don’t “parrot” the 

application; seek to 

add 

value rather than 

restate information

.

Appropriate

The tone is professional and 

polite

.

Don’t

comment on the 

applicant’s 

style of 

writing or data 

presentation

.

Don’t

use 

jargon or 

acronyms unless they 

are the applicant’s 

terms.

Don’t

be 

judgmental

by using terms such as 

“bad” or “inadequate.”

Don’t

be 

prescriptive

by 

telling the applicant what it 

“should” do or 

recommending specific 

practices that are 

beyond 

the Criteria

.

Don’t

assert your 

personal opinions

.


