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From the Executive Director

Thank you for your interest in applying for the Oklahoma Quality Award at the Achievement/Excellence level.  The following documents are contained in this section:  
1. Applying for the Oklahoma Quality Award for Achievement/Excellence 

2. Guidelines for Responding to the Criteria 

3. Guidelines for Additional Required Information and Formatting for the Application
4. Next Steps

Our website, www.oklahomaquality.com, and the Malcolm Baldrige national quality website, www.quality.nist.gov, also have helpful tools for understanding the Criteria for Performance Excellence and continuing your quality journey.

If you have any questions or require additional information, please contact me.

Sincerely,
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Heather Griswold, Executive Director

405.815.5295

heather@oklahomaquality.com 


Applying for the Oklahoma Quality Award for Achievement/Excellence

1.  I have submitted my Intent to Apply form and have been deemed eligible to apply for the Achievement/Excellence Award.  What is the next step?  
The second and final step in the application process is to create an Achievement/Excellence application document and submit it to the Oklahoma Quality Foundation by May 11, 2012.  The majority of this document will include your organization’s responses to the criteria in the Malcolm Baldrige Criteria for Performance Excellence booklet appropriate for your sector (e.g., Business, Healthcare, or Education).  

2.   I have read the appropriate criteria booklet and specifically studied the criteria questions.  Are there guidelines that could help the people in my organization better understand how to provide the responses to the criteria for my application?  

Yes.  Guidelines to help your organization provide responses to these rigorous criteria questions are provided in the document in this section entitled Guidelines for Responding to the Criteria.  These guidelines can also be found in the criteria booklet itself.  Consult the booklet’s table of contents under “About the Criteria.”  

3.  How should my application document be organized and formatted?

Your Achievement/Excellence Award Application document must include a title page, a copy of your intent to apply form, a table of contents, your organizational overview based on the criteria’s organizational profile (5 page limit for this overview), glossary of terms and abbreviations for your organization, an organization chart, and your responses to the criteria questions (50 page limit for these responses).  Instructions for each of these items, including required formatting, are found in the document in this section entitled Guidelines for Additional Information and Formatting for the Application.

4.  What are the dates of important events in the awards process?
· March 1, 2012:


Intent to Apply forms due

· May 11, 2012:


Applications due

· May – July, 2012:

Applications evaluated and scored

· August/September 2012:
Site visits conducted

· October 2012:


Award recipients selected

· November 2012:

Feedback reports distributed

· Late Nov/Early Dec 2012:
Awards presentation

5.  How much does it cost to apply?

Application fees for the Achievement/Excellence Award vary depending on the size of your organization:     1-50 employees ($1850); 51-250 employees ($2350);  251 + employees ($2850).  Please make a check or money order payable to the Oklahoma Quality Foundation, Inc.  Mailed applications must be postmarked by the due date of May 11, 2012.  
Guidelines for Responding to the Criteria

The guidelines given in this section are offered to assist Criteria users in responding most effectively to the requirements of the process and results Criteria Items. Writing an application for the Oklahoma Quality Achievement/Excellence Award involves responding to these requirements in 50 or fewer pages.

The guidelines are presented in three parts: 

(1)
General Guidelines regarding the Criteria booklet, including how the Items are formatted 

(2)
Guidelines for Responding to Process Items

(3)
Guidelines for Responding to Results Items

To respond most effectively to the Criteria items, your organization also will find it important to refer to the scoring guidelines in the booklet (consult table of contents under “scoring”), which describe how organizations can demonstrate increasing accomplishment and improvement relative to the requirements of the Criteria items.
General Guidelines

1.
Read the entire Criteria booklet.

The main sections of the booklet provide a full orientation to the Criteria, including how responses are to be evaluated for self-assessment or by Award Examiners.  You should become thoroughly familiar with the following sections (page numbers may vary among the three sector-specific criteria booklets, so check the table of contents of the specific booklet you are using to find these things):

· Criteria for Performance Excellence 

· Scoring System 

· Glossary of Key Terms 

· Category and Item Descriptions

2.
Review the Item format and understand how to respond to the Item requirements.

The Item format (see figure below) shows the different parts of Items, the role of each part, and where each part is placed.  It is especially important to understand the multiple requirements contained in the Areas to Address.  The Item notes following the Item requirements are an aid to help you understand the Areas to Address.  Each Item and Area to Address is described in greater detail in the Category and Item Descriptions section.
Each Item is classified as either Process or Results, depending on the type of information required.  Specific guidelines for responding to Process and Results Items are given on subsequent pages in this document.  
Item requirements are presented in question format. Some of the requirements in the Areas to Address include multiple questions.  Responses to an Item should contain responses that address all questions; however, each question need not be answered separately.  Maintain the order of the “areas.”  For example, label the areas to address as they are labeled in the criteria booklet (e.g., 4.2a).  If an area to address does not pertain to your organization or its performance system, explain why in one or two sentences.
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3.
Refer to the Scoring Guidelines.

The evaluation of Process and Results Item responses includes a review of the Criteria Items in combination with the Scoring Guidelines.   Specifically, as a complement to requirements of the Process Items (Categories 1–6), the Scoring Guidelines address the maturity of your approaches, breadth of deployment, extent of learning, and integration with other elements of your performance management system.  Similarly, as a complement to requirements of the Results Items (Category 7), the Scoring Guidelines focus on the significance of the results trends, actual performance levels, relevant comparative data, integration with important elements of your performance management system, and the strength of the improvement process.  Therefore, you need to consider both the Criteria and the Scoring Guidelines as you prepare your responses to all Items.

4.
Understand the meaning of key terms.

Many of the terms used in the Criteria have meanings that may differ somewhat from standard definitions or definitions used in your organization.  Terms printed in small caps/sans serif can be found in the Glossary of Key Terms.  Understanding these terms can help you accurately communicate your processes and results to those reviewing your responses.

5.
Start by preparing the Organizational Profile.

The Organizational Profile is the most appropriate starting point.  The Organizational Profile is intended to help everyone—including organizations using the Criteria for self-assessment, application writers, and reviewers—to understand what is most relevant and important to your organization’s business and mission and to its performance. The questions in the Organizational Profile are included in the Organizational Profile section immediately preceding the criteria categories (1-7).  The Organizational Profile is described in greater detail under the booklet section entitled “Category and Item Descriptions.”  
Guidelines for Responding to Process Items

Although the Criteria focus on key organizational performance results, these results by themselves offer little diagnostic value.  For example, if some results are poor or are improving at rates slower than your competitors’ or comparable organizations’, it is important to understand why this is so and what might be done to accelerate improvement. 

The purpose of Process Items is to permit diagnosis of your organization’s most important processes—the ones that yield fast-paced organizational performance improvement and contribute to key outcomes or performance results.  Diagnosis and feedback depend heavily on the content and completeness of your Item responses.  For this reason, it is important to respond to these Items by providing your key process information. Guidelines for organizing and reviewing such information follow.

1.
Understand the meaning of “how.”

Process Items include questions that begin with the word “how.” Responses should outline your key process information that addresses approach, deployment, learning, and integration.  Responses lacking such information, or merely providing an example, are referred to in the Scoring Guidelines as “anecdotal information.”

2.
Understand the meaning of “what.”

Two types of questions in Process Items begin with the word “what.”  The first type of question requests basic information on key processes and how they work.  Although it is helpful to include who performs the work, merely stating who does not permit diagnosis or feedback.  The second type of question requests information on what your key findings, plans, objectives, goals, or measures are.  These latter questions set the context for showing alignment and integration in your performance management system.  For example, when you identify key strategic objectives, your action plans, human resource development plans, some of your performance measures, and some results reported in Category 7 are expected to relate to the stated strategic objectives.

3.
Write and review response(s) with the following guidelines and comments in mind.

· Show that approaches are systematic.
Systematic approaches are repeatable and use data and information to enable learning.  In other words, approaches are systematic if they build in the opportunity for evaluation, improvement, innovation, and sharing, thereby permitting a gain in maturity. 

· Show deployment.

Deployment information should summarize how your approaches are implemented in different parts of your organization. Deployment can be shown compactly by using tables.

· Show evidence of learning.

Processes should include evaluation and improvement cycles, as well as the potential for breakthrough change. Process improvements should be shared with other appropriate units of the organization to enable organizational learning.

· Show integration.

Integration shows alignment and harmonization among processes, plans, measures, and actions that generate organizational effectiveness and efficiencies.

· Show focus and consistency.

There are four important considerations regarding focus and consistency: (1) the Organizational Profile should make clear what is important to your organization; (2) the Strategic Planning Category (Category 2), including the strategic objectives, action plans, and core competencies, should highlight areas of greatest focus and describe how deployment is accomplished; (3) the descriptions of organizational-level analysis and review (Item 4.1) should show how your organization analyzes and reviews performance information to set priorities; and (4) the Process Management Category (Category 6) should highlight the work processes that are key to your overall performance.  Showing focus and consistency in the Process Items and tracking corresponding measures in the Results Items should improve organizational performance.

· Respond fully to Item requirements.

Missing information will be interpreted as a gap in your process. All Areas to Address should be addressed. Individual questions within an Area to Address may be addressed individually or together.

4.
Cross-reference when appropriate.

As much as possible, each Item response should be self-contained.  However, responses to different Items also should be mutually reinforcing. It is appropriate to refer to the other responses rather than repeat information.  In such cases, key process information should be given in the Item requesting this information.  For example, workforce development and learning systems should be described in Item 5.2.  Discussions about workforce development and learning elsewhere in your application would then reference but not repeat details given in your Item 5.2 response. 

5.
Use a compact format.

Applicants should make the best use of the 50 application pages permitted.  Applicants are encouraged to use flowcharts, tables, and “bullets” to present information concisely.

6.
Refer to the Scoring Guidelines.

Considerations in the evaluation of Process Item responses include the Criteria Item requirements and the maturity of your approaches, breadth of deployment, extent of learning, and integration with other elements of your performance management system, as described in the Scoring Guidelines.  Therefore, you need to consider both the Criteria and the Scoring Guidelines.
Guidelines for Responding to Results Items

The Criteria place a major emphasis on results.  The following information, guidelines, and example relate to effective and complete reporting of results.

1.
Focus on the most critical organizational performance results. 

Results reported should cover the most important requirements for your organization’s success, highlighted in your Organizational Profile and in the Leadership, Strategic Planning, Customer Focus, Workforce Focus, and Operations Focus Categories.

2.
Note the meaning of the four key requirements from the Scoring Guidelines for effective reporting of results data:

· performance levels that are reported on a meaningful measurement scale

· trends to show directions of results, rates of change, and the extent of deployment

· comparisons to show how results compare with those of other, appropriately selected organizations

· integration to show that all important results are included and segmented (e.g., by important customer, workforce, process, and product line groups)

3.
Include trend data covering actual periods for tracking trends.

No minimum period of time is specified for trend data.  However, a minimum of three historical data points generally is needed to ascertain a trend.  Trends might span five or more years for some results.  Trends should represent historic and current performance and not rely on projected (future) performance.  Time intervals between data points should be meaningful for the specific measure(s) reported.  For important results, new data should be included even if trends and comparisons are not yet well established.
4.
Use a compact format—graphs and tables.

Many results can be reported compactly by using graphs and tables.  Graphs and tables should be labeled for easy interpretation.  Results over time or compared with others should be “normalized” (i.e., presented in a way, such as using ratios, that takes into account size factors).  For example, reporting safety trends in terms of lost workdays per 100 employees would be more meaningful than total lost workdays if the number of employees has varied over the time period or if you are comparing your results to organizations differing in size.

5. Incorporate results into the body of the text…
Discussion of results and the results themselves should be close together in an Award application. Trends that show a significant beneficial or adverse change should be explained.  Use figure numbers that correspond to Items.  For example, the third figure for Item 7.1 would be Figure 7.1-3. (See the example in the figure on this page)

The graph shown on this page illustrates data an organization might present as part of a response to Item 7.1, Process Effectiveness Outcomes.  In the Organizational Profile, the organization has identified Six Sigma as a key element of its performance improvement system.  Defects per million opportunities is one of its measures.


[image: image3]
The graph illustrates a number of characteristics of clear and effective results reporting.

· A figure number is provided for reference to the graph in the text.

· Both axes and units of measure are clearly labeled.

· Trend lines report data for a key performance measure—defects per million opportunities.

· Results are presented for several years.

· An arrow indicates that an upward trend is good for this measure.

· Appropriate comparisons are shown clearly.

· The organization shows, using a single graph, that its three product lines are separately tracked.

· The organization projects improved performance, including discontinuous or breakthrough improvement relative to prior performance for Product Line B. The text should explain this breakthrough change and might refer to critical learning from Product Line A as the basis for the projected change. 
To help interpret the Scoring Guidelines, the following comments on the graphed results would be appropriate:

· The current overall organizational performance level is excellent. This conclusion is supported by the comparison with industry competitors and with a “world-class” level.

· The overall organization shows beneficial improvement trends sustained over time.

· Product Line A is the current performance leader—showing sustained high performance (at approximately 5 defects per million) and a slightly positive trend since 2005. Product Line B shows rapid improvement. Its performance is near that of the best industry competitor but trails Product Line A.

· Product Line C—identified in the application as a new product—is having early problems with defects but is projecting a turnaround. (The organization should briefly explain these problems.)

· The organization has projected improvements in the defect rates of all its product lines. Product Line C continues to lag behind the others; Product Line A is projected to meet its Six Sigma goals by the year 2011.
Guidelines for Additional Required Information and Formatting for 

the Application

Now that we have compiled our responses to the Organizational Profile and Criteria questions, are we ready to submit our application?

No, not quite.  Although the majority of your work is now complete, there are a few more documents you will need to include as part of your application.  Each applicant for the Achievement/Excellence Award must submit all of the following documents as part of their application, in the order listed:  

•
Title Page

•
Intent to Apply Form (include a copy of the one you have already submitted)

•
Release and other Agreements (this was part of your Intent to Apply form)

•
Table of Contents

•
Responses to the Organizational Profile questions (5 page limit)

•
Glossary of Terms and Abbreviations

•
Organization Chart

•
Responses to the seven Baldrige process and results criteria (50 page limit)
Can you elaborate on these required documents?

· Title Page: This contains the name of the organization, application title, and date of the application.

· Intent to Apply Form: This includes a copy of the Intent to Apply Form submitted.

· Release and Confidentiality Form: This includes a copy of the Release and additional agreements submitted with the Intent to Apply Form.

· Table of Contents: The table of contents provides the page number of each Category and Item within the Response to Award Criteria section.
· Responses to the Organizational Profile Questions:  See preceding document entitled Guidelines for Responding to Criteria
· Glossary of Terms and Abbreviations

Include a glossary of terms and abbreviations used in the application.  If using acronyms, the applicant should include this information in the glossary, with their meanings and the page numbers where they are first described or used.  Using too many acronyms and abbreviations throughout the application may make it difficult for reviewing examiners to form a clear understanding of your organization’s processes and results.  
· Organizational Chart

The applicant may include charts that describe the relationships between sub-units mentioned in the application.  In cases where the applicant has multiple sites, include a listing of each location, including address, function, number of employees, and percentage of revenues (if applicable).  A summary listing can aggregate sites performing the same function.
· Responses to the seven Baldrige process and results criteria:  See preceding document entitled Guidelines for Responding to Criteria
Are there any requirements for formatting my application document?  

Yes.  The organization must prepare the application on standard 8 ½ by 11 inch paper using a proportional spacing font of point size 10 or larger, using any type.  The number of lines per page should not exceed 60, including the page headings and page numbers.  The preference is for pages to be configured in a two-column format, but this is not required.  Pages that include pictures, graphs, figures, and data tables must also meet the requirements for size and spacing.  Printing on both sides of the page is acceptable.  Though not required, the use of labeled tabs is helpful. 
The 50-page limit (e.g., 50 single-sided pages) pertains only to the applicant’s criteria category responses – even though these responses will most likely contain pictures, graphs, figures, and data tables (please consecutively number all pages of the Response to Award Criteria section from start to finish).   However, the pages containing the responses to the Organizational Profile, dividers, covers, tab separators, glossaries, title pages, organization charts, and tables of contents do not count as part of the 50-page limit.  Stated another way, if you use 50 pages to respond to the criteria, and 5 pages to respond to the organizational profile questions, you have remained within the required limits – even though you will also have to provide the additional required documents described in the preceding paragraphs. 

Securely fasten all required components of the application together to prevent separation during handling.  Do not use bulky binders or similar heavy covers.  Do not submit copies of video or audio tape or other information aids.
How many bound hard copies must I provide?  Do I need to also provide an electronic copy?

Applicants must provide 10 hard copies of the application document.  Additionally, applicants must provide 1 CD or Flash Drive with materials uploaded.   

Where do I submit my application?
Mail 10 copies of your application and the CD or Flash drive, along with the fee appropriate for the size of your organization, by the due date of May 11, 2012, to:
Oklahoma Quality Award Foundation, Inc.

900 N Stiles Avenue

Oklahoma City, OK 73126-0980
Next Steps

Now that I have submitted my complete application, along with the fee, by the due date of May 11, 2012, what happens next?

The Executive Director will acknowledge receipt of the application to the organization’s point of contact.  The application will be assigned to five to nine Examiners, who will conduct an individual review using the Scoring Guidelines.  After completing individual reviews, the Examiners will meet together and conduct a consensus review of the application. 
When should I expect to hear from someone about planning and coordinating our organization’s site visit?
During the month of July, the examiner team leader will coordinate with the organization’s point of contact to schedule and begin planning the site visit.  Between this initial contact in July and the date of the scheduled site visit, the team leader and applicant point of contact will be in regular communication over what must occur to have a successful site visit.  
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Types of information users are expected to
provide in response to this Item

Item point value

/ 1.1 Senior Leadership: How do your senior leaders lead? (70 pts.)
Basic Item requirements Describe How senioR LEADERs guide and sustain your organization. Describe HOW SENIOR LEADERs communicate

expressed in Item title

Opverall Item requirements
expressed as specific topics
users need to address

Areas to Address

Notes have the
following purposes:

— clarify key terms
and requirements

— give instructions

— indicate/clarify
important linkages

Location of Item
description

with empLovees and encourage high PERFORMANCE.
Within your response, include answers to the following questions:

Vision and VALUES

(1) How do SENIOR LEADERS set organizational vision and vaLues? How do Senior LEaDERs deploy your organization’s
visioN and vaLues through your LEADERSHIP SYSTEM, to all empLOYEES, to Kev suppliers and parTNers, and to
cusTomers and other STAKEHOLDERS, as appropriate? How do their personal actions reflect a commitment to
the organization’s vaLUes?

&

(2) How do senioR LEADERS promote an environment that fosters and requires legal and ETHICAL BEHAVIOR?

(3) How do SENIOR LEADERS create a SUSTAINABLE organization? How do SENIOR LEADERS create an environment for
PERFORMANCE improvement, accomplishment of your mission and STRATEGIC OBJECTIVES, INNOVATION, and organi-
zational agility? How do they create an environment for organizational and empLOYEE LEARNING? How do
they personally participate in succession planning and the development of future organizational leaders?

Multiple requirements
expressed as individual
Criteria questions

o

. Communication and Organizational PERFORMANCE.

(1) How do senior LeaDERS communicate with, empower, and motivate all empiovees throughout the
organization? How do SENIOR LEADERS encourage frank, two-way communication throughout the
organization? How do SENIOR LEADERS take an active role in empiovee reward and recognition to reinforce
high perrormaNCE and a cusTomer and business focus?

(2) How do senioR LEADERS create a focus on action to accomplish the organization’s objectives, improve
PERFORMANCE, and attain your vision? How do senioR Leaers include a focus on creating and balancing vawe
for customers and other sTakeHOLDERS in their organizational PERFORMANCE expectations?

includes ongoing improvements in productivity that
may be achieved through eliminating waste or reducing
cycle time, and it might use techniques such as Six
Sigma and Lean Production. It also includes the actions

N1. Organizational vision (1.1a[1]) should set the
context for strategic objectives and action plans, which
are described in Items 2.1 and 2.2.

N2. A sustainable organization (1.1a[3]) is capable of
addressing current business needs and possesses the
agility and strategic management to prepare suc
fully for its future business and market environment.
In this context, the concept of innovation includes
both technological and organizational innovation to
succeed in the future.

N3. A focus on action (1.1b[2]) considers both the
people and the hard assets of the organization. It

to accomplish the organization’s strategic objectives.

N4. Your organizational performance results should
be reported in Ttems 7.1-7.6.

NS5. For nonprofit organizations that rely on volunteers to
supplement the work of their employees, responses to
1.1b(1) also should discuss your efforts to communicate
with, empower, and motivate the volunteer workforce.

Item responses are assessed by considering the Criteria Item requirements; your key business factors presented
in your Organizational Profile; and the maturity of your approaches, breadth of their deployment, and strength of
your improvement process and results relative to the Scoring System. Refer to the Scoring System information on

pages 51-54.

For additional description of this Ttem, see page 38.




