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Step 6:  Determine the 
Score for the Item 

Part 2: Independent Review  
Topic 2: Evaluating Process Items

Step 6: Determine the Score for the Item
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Review: Baldrige Point Values
Criteria for Performance Excellence Items and 
Point Values
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Key Scoring Terms

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

Process Strengths: 
 Processes, approaches, or methods that support the 

applicant’s achievement of its desired results, in the context 
of the Criteria, the applicant’s Key Factors & Scoring Guidelines. 

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, in the context of the 
Criteria, the applicant’s Key Factors  & Scoring Guidelines.

. 

4

Consistent definition supports accurate scoring
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Continuous Improvement Discontinuous Improvement

Innovation

Involves the adoption of an idea, process, technology, product, or business 

model that is either new or new to its proposed application.  The outcome of 

innovation is a discontinuous or breakthrough change in results, products, 

or processes.

Scoring Key Terms 

Scoring Key Terms 

Module 1
Sample Overview of the 6-step evaluation process
Key Factors

Process information that lacks specific methods, measures, 
deployment mechanisms, and evaluation, improvement, and 
learning factors.  

Anecdotal

Module 1
Sample Overview of the 6-step evaluation process
Key Factors

Extent to which a process addresses (or appears to address) 
its intended purpose. 

Effective

Module 1
Sample Overview of the 6-step evaluation process
Key Factors

Extent to which the organization’s Approach to address item 
requirements is applied consistently and used where 
appropriate in the organization.

Deployment
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Module 1
Sample Overview of the 6-step evaluation process
Key Factors

Refinement of the approach through cycles of evaluation and 
improvement;  breakthrough change to the approach through 
innovation; and the sharing of refinements and innovations in 
the organization

Learning

Module 1
Sample Overview of the 6-step evaluation process
Key Factors

Harmonization across processes and work units to operate as 
a fully interconnected unit  and support organization-wide 
goals

Integration

Module 1
Sample Overview of the 6-step evaluation process
Key FactorsThe extent of consistency among methods that support goalsAlignment
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Scoring Key Terms 

A look at 
Process 

Scoring Guidelines
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Require
Interpretation

Increasing
Maturity

4 bullets in 
each range

ADLI

1

2

4

5

6

3

7

8



Getting Ready to Learn - Welcome 8/26/2019

5

Baldrige Performance Excellence Program | www.nist.gov/baldrige

APPROACH
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DEPLOYMENT
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Baldrige Performance Excellence Program | www.nist.gov/baldrige

IMPROVEMENT
LEARNING

INNOVATION
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Baldrige Performance Excellence Program | www.nist.gov/baldrige

INTEGRATION
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A look at 

Process 
Scoring Guidelines

Descriptive1

2 Reflects Maturity

3 6 Ranges

4 ADLI Based

5
Requires 
interpretation

7 Holistic

6 Not A Checklist

13

Baldrige Performance Excellence Program | www.nist.gov/baldrige

1. Review
Review the Strengths and OFIs that are documented for the Item
Read the appropriate Scoring Guidelines

2. Document
Identify the most accurate descriptor for each evaluation factor (ADLI/LeTCI)
Document the Range and Rational for each factor

3. Range
Select the Scoring Range for the Item
Guideline: if all evaluation factors are not in the same Range, identify the range 
achieved by all factors and select the next highest Range

4. Score
Using 5% 

increments

Guideline: Consider “Importance” of each Factor to Applicant’s improvement
Bottom of Range = everything indicated in the Scoring Guidelines for previous range 
and one or more in selected range
Top of Range = everything indicated in the Scoring Guidelines for that Range 

5. Holistic 
Check

Validate or identify any changes to Range and/or Score based on holistic context of 
Scoring Guidelines
• Is the Range most descriptive of applicant performance?  
• Is the Score reflective of Maturity within Range?

The 5-Step Scoring Process

13
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The Process of Scoring

15

Tips
to get

Started

Tips
to get

Started

Look at the 
Evaluation 

Factors you 
inserted in both 
Strengths and 

OFIs

Look at the 
Evaluation 

Factors you 
inserted in both 
Strengths and 

OFIs

 Determine 
whether each 
“Approach” is a 
Basic, Overall, or 
Multiple

 Determine 
whether each 
“Approach” is a 
Basic, Overall, or 
Multiple

If you have not 
indicated an 

Evaluation Factor 
for the Item (ex: 
no “D” in either 

Strengths or 
OFIs)

If you have not 
indicated an 

Evaluation Factor 
for the Item (ex: 
no “D” in either 

Strengths or 
OFIs)

 Review Comments 
to see if it is 
addressed but not 
indicated

 Review applicant’s 
response to see if 
Comments can be 
enhanced to reflect 
performance in all 
factors

 Review Comments 
to see if it is 
addressed but not 
indicated

 Review applicant’s 
response to see if 
Comments can be 
enhanced to reflect 
performance in all 
factors 15
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1.2  Strengths 

16

1. Review

15
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1.2  OFIs 

17

1. Review

Evaluation Factor
Range and Rationale

Strength OFIs Potential
Scoring Range

Approaches responsive to the 
Multiple questions

c(2) Overall question OFI 
- applicant is not fully 
responsive to the 
multiple questions

70-85%

Deployment evident in 3 of 5 
strengths

No deployment OFIs; 
Well deployed

50-65%

Learning: no evidence called 
out in strengths 

Item OFI around no 
evidence of evaluation

30-45%

Integration: Evidence of 
alignment with overall org 
needs

No explicit OFIs identifies 50-65%

18

2. Document
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Range and Score 

Select the Scoring Range for the Item
Guideline: if all evaluation factors are not in the same 

Range, identify the range achieved by all factors and 
select the next highest Range

 Select a score using 5% increments - Guidance
 Bottom of Range = everything indicated in the Scoring Guidelines 

for previous range and one or more in selected range

 Top of Range = everything indicated in the Scoring Guidelines for 
that the Range

 Consider “Importance” of each Factor to Applicant’s improvement
19

3. Range

4. Score
Using 5% 

increments

19

Range and Score 

20 20

3. Range

4. Score
Using 5% 

increments

50-65%

Item 1.2 Score: 60%
Translates to: 30 Points

19
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5. Holistic 
Check

An EFFECTIVE, SYSTEMATIC APPROACH, responsive to the OVERALL QUESTIONS of the item, is 
evident.  The APPROACH is well DEPLOYED, although DEPLOYMENT may vary in some areas or 
work units.  A fact-based, SYSTEMATIC evaluation and improvement PROCESS and some 
organizational LEARNING, including INNOVATION, are in place for improving the efficiency and 
EFFECTIVENESS of KEY PROCESSES.  The APPROACH is ALIGNED with your overall 
organizational needs as identified in response to the Organizational Profile and other process 
items.

READ THIS

LIKE THIS

The Holistic Scoring Check

AND ASK….
Is this Scoring Range the most descriptive of the Applicant’s 

performance in this Item?

The Holistic Scoring Check

The Scoring Range most descriptive of the 
Applicant’s performance in this Item:
Does the selected Range and Score make 

sense from a holistic perspective?
 Is the Range most descriptive of the applicant’s 

performance?
 Is the Score reflective of the maturity within the 

Range?

If not
 Identify and document any changes to the Range or 

Score

22

5. Holistic 
Check
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The 5-Step Scoring Process - OUTPUT

23

If Comments and Score do not Align

If Score seems appropriate, 
comments may need to be 
adjusted:
 Adjust wording to reflect 

appropriate maturity
 Remove/Replace feedback 

that is not appropriate for 
Score or for this applicant

If comments seem appropriate
 Review scoring and adjust 

to reflect feedback

2424
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Key Points

• Understand the Scoring Guidelines
• Terminology
• Maturity

• Follow the 5-Step Scoring Process

• Understand and document scoring rationale

• Ensure that Comments and Score Align

25

Assignment and Next Steps

26

Step 6:  Score the Item

Assignment:

Results

Next:

25
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Part 1:
Examiner 

Fundamentals

Part 3:
Comments & 

Consensus

Part 2:
Independent 

Review

Examiner Curriculum Roadmap

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

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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