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EXAMINER TRAINING
Part 2: Independent Review  

6-Step Process: Process Items
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Step 1: 
Read the Criteria
Requirements for 

the Item

Part 1:
Examiner 

Fundamentals

Part 3:
Comments & 

Consensus

Part 2:
Independent 

Review

Examiner Curriculum Roadmap: Part 2

Topic 1: 
Getting Started

- The Application 
Evaluation 
Process

- Key Factors

Topic 2: 
Evaluating 

Process Items

- Using the 6-
Step Evaluation 
Process to 
identify 
Strengths & 
OFIs

- Scoring

Topic 3:
Evaluating 

Results Items

- The Differences 
Between 
Process and 
Results 
Evaluation

- Using the 6-
Step Evaluation 
Process 

- Scoring
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Part 1:
Examiner 

Fundamentals

Part 3:
Comments & 

Consensus

Part 2:
Independent 

Review

Part 2 – Topic 2: Evaluating Process Items

Topic 1: 
Getting Started

Topic 3:
Evaluating 

Results Items

Topic 2: 
Evaluating 

Process Items

Using the 6-Step Process to Evaluate Process Items

Step 1:
Read the Criteria 

Requirements for the 
Item

Step 4: Develop ~6  
Strengths & OFI’s and 
Supporting Evidence

Step 2: Determine 4-6 
Key Factors

Step 3: Analyze 
Application Item

Step 6: Determine the 
Item’s Score

Step 5: Write 2 
Feedback Ready 

Comments

Learning Objectives for Topic 2

Remember

Understand

Apply

Materials & process used to 
Evaluate Items in Cats. 1-6

Steps to evaluate process 
Items

Practice on assigned
Item

Learning 
Objectives :  
Evaluating 

Process Items
Strengths &

OFIs

Identify the most important 
Feedback and Score

Analyze
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Check for 
Conflict 

of Interest

Assemble 
Materials 
and Read 
Application

Draft
Initial

Key Factors

“Turn In”
Completed 
Scorebook 

after all
Items are 
evaluated

Evaluate Each Criteria Item

5

The Independent Item Review Process

6-Step Process to Evaluate Criteria Items

6

1. Read Criteria Questions
2. Determine 4-6 Key Factors
3. Analyze Application Item
4. Develop ~6  Strengths & OFI’s 

and Supporting Evidence
5. Write 2 Feedback Ready 

Comments
6. Determine Score

1 2 3

4 5 6
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What we use to Evaluate Process Items

Application
Criteria

Worksheets or 
On-line Tool

No independent research or 
contact with the Applicant

7

See the Baldrige Excellence Framework Glossary for 
additional information on “Process”

1. Linked activities with the purpose of 
producing a product or service for a 
customer (user) within or outside 
the organization

2. Involves combinations of people, 
machines, tools, techniques, and 
materials, in a defined series of steps

Definition:  PROCESS
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Process Items

 One of two dimensions evaluated in a 
Baldrige-based assessment

Process Items in the Baldrige Criteria
 Categories 1 – 6
 Represent 55% of the total score
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HOW?

Process = ADLI

Analyzing a Process Item

Purpose

The purpose of Process 
Items is to permit diagnosis 

of an organization’s most 
important processes. 

Contribute most to 
organizational 
performance 

improvement and 
contribute to key

outcomes or 
performance results.

Key

Key 
Process

Key 
Process
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Process Items:
Evaluated by Four Factors

► Approach: methods used to accomplish the processes
► Deployment: the extent to which the approach is 

applied 
► Learning: refinement of approach through cycles of 

evaluation and improvement 
► Integration: extent of alignment with organizational 

needs

11

ADLI

For additional context and information  see “Scoring Dimensions” 
and Glossary definitions provided in the Baldrige Framework book
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Step 1: Read Criteria Requirements

12
Make sure that the Criteria is fresh in your mind
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Approach Maturity: 
Basic, Overall, Multiple

13

Basic
Overall

Multiple: Unbolded text in each area to address.  
First multiple question in a set is most important 13

Item 1.2 Requirements

13

14



8/19/2019

8

• Read the Criteria Item to better understand what to 
expect from the Applicant’s response

Key Points

• Start to carefully envision 
expected

• Approaches
• Results

• Read the Notes for additional 
insight

• Gain clarity on TERMINOLOGY

KE(5

Next Steps

Step 1:  Read the Criteria Requirements for the 
assigned Item(s)
• Identify the BASIC, OVERALL, and MULTIPLE 

Questions (formerly “Requirements”)
• Consider the types Approaches that you would 

expect to see in the application
• Consider any types of results that you might expect 

from these Approaches
• Review TERMINOLOGY in the Criteria Language and 

look at glossary definitions 
• Confirm your completion of this assignment along 

with any questions that you have with your 
facilitator

Assignment:
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Before moving on

Fundamentals:
The Baldrige Framework

For more details or a review of the Criteria, review earlier 
modules about the Baldrige Framework.

Step 2: Determine 4-6 Key Factors

Next Module:
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