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Independent Review  
6-Step Evaluation Process

1

Step 3:  Analyze the 
Application Item

Step 3: Analyze the Application Item

Categories 1-6
Demonstrate

Processes
“HOW?”
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1
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Step 3:  Analyze the Application Item

The
Application

Item

The Criteria Item 
Questions

4 – 6 Key Factors
for this Item

Valuable 
Feedback

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

4

ADLI

For additional context and information  see “Scoring Dimensions” 
and Glossary definitions provided in the Baldrige Framework book
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Evaluation Factor: Approach

The methods and processes used by an organization to 
accomplish its work

• i.e. “HOW?”

Approach considers…
• Appropriateness for organization
• Effectiveness

Approaches are systematic if they 
• Are well ordered 
• Are repeatable 
• Use data and information so learning is possible
• Build in the opportunity for evaluation, improvement, and 

sharing thereby permitting a gain in maturity

5

Evidence of “Approach”

Description of process or technique
 In text  or a graph/chart

Identification of key steps
 Input; Process steps; Output

Appropriateness and Effectiveness
Purpose/goal
Alignment to vision/goals/values
Alignment/Integration with other processes
Describes process owner or participants
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Approach Maturity: 
Basic, Overall, Multiple

7

Basic
Overall

Multiple: Unbolded text in each area to address.  
First multiple question in a set is most important 7

Evaluation Factor: Deployment

Refers to the EXTENT to which an organization’s 
approach is applied.  Applies to:

8

Item requirements that are 
relevant and important to 

the organization

The consistency, 
breadth, and depth of 

the approach 
Use with appropriate

customer segments, 
stakeholders, products, etc.

Use by all appropriate
work units

Is the Approach deployed as appropriate to achieve the requirement?

7
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Evidence of “Deployment”

NOTE: Deployment cannot be fully verified without a site visit.  Give 
benefit of the doubt based on what is written in the application.

9

Evidence
Aligned with those identified in 
the Organizational Profile as 
important

Dates, timeframes, frequency, and 
events are identified

Specific stakeholders and work units 
are identified (as appropriate)

Evaluation Factor: Learning

Baldrige Criteria addresses two distinct kinds of learning: organizational 
and personal

As an Evaluation Factor we focus on Organizational Learning which 
includes:

Does the approach get 
better over time?

Continuous 
Improvement 

of existing 
approaches

Innovation: significant change 
leading to new goals, approaches, 

products, and/or markets
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Evidence: Three dimensions of organizational 
learning

 Refinement: Continuous improvement of 
existing processes
 Evidence: Improvements to how strategic 

planning is done based on a review of process 
strengths/OFIs at the end of each planning cycle

Sharing of refinements and innovations with 
relevant processes and work units
 Evidence:  a new process piloted by one work 

unit is now being used by all work units 

Breakthrough: change through innovation
 Evidence: a breakthrough or discontinuous 

change to a process or product
Creates new value for stakeholders or used in a 

new application

11

Evaluation Factor - Learning

Just one more thing….

Learning related to 
Improving a Process

Learning as an 
outcome of a Process

VS.

The Process being 
used gets better

The Process being used identifies
Improvement elsewhere
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Evaluation Factor: Integration

Integration: The harmonization of plans, 
processes, information, resource decisions, 
actions, results, and analysis to support key 
organization-wide goals.  

Begins with alignment (consistency)

Defining Alignment and Integration

Culminates in interconnectivity 

Begins with alignment     (consistency)
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Now what?

• ADLI + Key Factors + Criteria Questions 
enable analysis

• As you read Applicant’s response identify
• A [BOM]
• D
• L
• I

15

ADLI

KF’s
Criteria

? Determination for different customer/market 
groups

? Is actionable information captured

Putting ADLI together

16

Example

All customers receive an 
annual satisfaction survey.  

Feedback is collected, 
summarized, and used as 

input into the strategic 
planning process and shared 

with all departments.

 Approach at the overall 
level (3.2b(1))

 Deployment to all 
departments

 Alignment between 
customer feedback and 
strategic planning

 Expected Result: 
Satisfaction

What we Know

What we
Don’t
Know

15
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Putting ADLI together (continued)

17

Example

Senior leaders conduct a 
monthly review of key internal 
measures and customer data 
to evaluate performance and 

to improve.  They charter 
process improvement teams to 

develop action plans.

 Approach at the Multiple 
level (4.1b)

 Learning – improvement 
but NOT related to the 
Performance Analysis and 
Review process

 Integration (Alignment) of 
review and important 
measures

What we Know

? Does this include review of capabilities
? What analyses is performed to identify action plans
? Is comparative data used

What we
Don’t
Know

Application Evaluation: Distinguish between 
“words” and “facts”

18

Words

Distinguish

Our organization uses a proven, 
fact-based strategic planning 
process

Our Organization's strategic planning process was 
first developed in 2001 and has been improved 
annually. It is a five-step process spanning 3 
months and involves both the leadership team 
and all other employees. Its output is: strategic 
plan, operating plan, action plans for 
improvement, individual employee performance 
plans.

Facts

17
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Identifying Words vs. Facts

“regularly,”    “frequently,”    “often” 

19

Empty assertion or anecdotal evidence 

Future tense doesn't say what was done 

Inconsistent references to parts of the 
organization, initiatives, and processes

“Disappearing” lines of service, customer 
groups, workforce segments 

20

Key Factors from Step 2
What is important to the Applicant?

What do you know?

What don’t you know?

No Evidence of

Evidence of

19
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No Evidence of

Evidence of

Independent Analysis Summary

Pure Observations - no thought 
of Strength or OFI

Key Factors can help to identify 
important Observations

Review of This Module

22

Step 3:  Analyze the Application Item

Assignment:

Step 4: Determine around 6 
Strengths and OFIs

Next Module:
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