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Lions, and Tigers, and Category 4: 
Oh My! 

Presentation Objectives 
• Understand the relationship of Category 4 to the overall 

systems framework of the Criteria 
• Learn how measurement systems and performance 

reviews can bring focus and alignment to deliver 
enhanced value and fuel continuous improvement 

• Identify key attributes of data integrity critical to good 
decision making 

• Explore ways to enhance knowledge management to 
retain organizational learning 
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Getting to Know You 

 Sectors 
 

 Applicants 
 

 Examiners 
 

 Why you’re here! 
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Baldrige Criteria Framework:  
A Systems Perspective 
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Presenter
Presentation Notes
The framework provides a high-level overview of the Baldrige Criteria for Performance Excellence and illustrates how the Criteria provide a systems perspective for managing your organization to achieve performance excellence. From top to bottom, the framework has three basic elements—the Organizational Profile, the performance system, and the system foundation (Measurement, Analysis, and Knowledge Management).The Organizational Profile (the umbrella at the top of the figure) sets the context for the way your organization operates. Your environment, key working relationships, and strategic situation serve as an overarching guide for your organizational performance management system. The performance system (middle of the figure) comprises two linked triads.–	The leadership triad—Leadership, Strategic Planning, and Customer Focus—emphasizes the importance of a leadership focus on strategy and customers.–	The results triad—Workforce Focus, Operations Focus, and Results—focuses on your workforce and key operational processes that accomplish the work of the organization that yields your overall performance results.–	ALL actions point toward Results.–	The horizontal arrow in the center of the framework links the two triads, a linkage critical to organizational success. The arrow indicates the central relationships between Leadership (category 1) and Results (category 7). The two-headed arrows indicate the importance of feedback in an effective performance management system.The system foundation (bottom of the figure) is composed of Measurement, Analysis, and Knowledge Management, which are critical to the effective management of your organization and to a fact-based, knowledge-driven system for improving performance and competitiveness.



Category Point Values 

1  Leadership    120 
2  Strategic Planning        85 
3  Customer Focus      85 
4  Measurement, Analysis, and   
  Knowledge Management   90 
5  Workforce Focus       85 
6  Operations Focus       85 
7  Results    450 
   TOTAL POINTS         1,000 
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Presenter
Presentation Notes
All responses to the items within the boxed categories (1 through 6) should address process. Responses to the results items should address performance levels, trends, comparisons, and integration, as well as the breadth and importance of the results. Because the bottom line for any organization is results, almost half of the application points are for results.Results must be supported by linkages to the appropriate process items to show cause and effect. Results may be the bottom line, but they are accomplished through a successful performance management system that is guided from the top. 



 Addresses Analysis, Review, and Improvement 
of Organizational Performance and Management 
of Data, Knowledge, and Information Resources 

 4.1  Measurement, Analysis, and Improvement of  
  Organizational Performance (45 pts.) 

 4.2  Management of Information, Knowledge, and       
   Information Technology (45 pts.) 

4. Measurement, Analysis, and 
Knowledge Management (90 pts.)  
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Category 4 – 2011-2012 Criteria 

Presenter
Presentation Notes
Category 4 (Measurement, Analysis, and Knowledge Management) examines how your organization selects, gathers, analyzes, manages, and improves its data, information, and knowledge assets and how it manages its information technology. It also addresses how your organization reviews its performance and uses these reviews for improvement.4.1 Measurement, Analysis, and Improvement of Organizational Performance asks “How do you measure, analyze, and then improve organizational performance?” It covers your performance data and information at all levels and in all parts of the organization. This Item also emphasizes the purpose and use of the results of analyses and reviews, including using them to make strategic decisions for your organization.4.2 Management of Information, Information Technology, and Knowledge asks “How do you manage your information, information technology, and organizational knowledge?” It addresses the availability and quality of needed data, information, hardware, and software for your workforce, suppliers, partners, collaborators, and customers. It also examines how your organization builds and manages its knowledge assets and the availability of data, information, hardware, and software in the event of an emergency.  



Analysis, review, and improvement of organizational 
performance  
Management of  information, knowledge, and information 
technology 
4.1  Measurement, Analysis, and Improvement of   

Organizational Performance (45 pts.) 
4.2  Knowledge Management, Information, and Information 

Technology (45 pts.) 

4. Measurement, Analysis, and 
Knowledge Management (90 pts.)  

Category 4 – 2013-2014 Criteria 
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Presenter
Presentation Notes
Category 4 (Measurement, Analysis, and Knowledge Management) This category is the main point within the Criteria for all key information about effectively measuring, analyzing, and improving performance and managing organizational knowledge to drive improvement, innovation, and organizational competitiveness. In the simplest terms, category 4 is the “brain center” for the alignment of your organization’s operations with its strategic objectives. 4.1, Measurement, Analysis, and Improvement of Organizational Performance, asks  how your organization selects and uses data and information for performance measurement, analysis, and review in support of organizational planning and performance improvement. The item serves as a central collection and analysis point in an integrated performance measurement and management system that relies on financial and nonfinancial data and information. The aim is to guide your organization’s process management toward the achievement of key organizational results and strategic objectives, to anticipate and respond to rapid or unexpected organizational or external changes, and to identify best practices to share. 4.2, Knowledge  Management, Information, and Information Technology, asks how your organization builds and manages its knowledge assets and how it ensures the quality and availability of data, information, software, and hardware, normally and in the event of an emergency. The aim of this item is to improve organizational efficiency and effectiveness and to stimulate innovation. 



What Changed – Item 4.1 

 Now asks about the 
use of VOC, market, 
and aggregated 
complaint data, as 
well as customer 
data gathered 
through social 
media  Why? To 
support decision 
making and 
innovation. 
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What Changed – Item 4.2 

 Changed the Item 
Title 

 Places a primary 
focus on knowledge 
management and 
organizational 
learning  Why?  
Key components of 
organizational 
sustainability. 
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A Reorganization in Item 4.2 
 Describe how your organization manages and 

grows its knowledge assets and learns.  Describe 
how you ensure the quality and availability of the 
data, information, software, and hardware needed 
by your workforce, suppliers, partners, 
collaborators, and customers. 

 a. Organizational Knowledge 
– (1) Knowledge Management 
– (2) Organizational Learning 

 b. Data, Information, and Informational Technology 
– (1) Data and Information Properties 
– (2) Data and Information Availability 
– (3) Hardware and Software Properties 
– (4) Emergency Availability 10 



What’s New in the Glossary? 

 Intelligent Risks 
 
 
 
 

 
 Strategic Opportunities 
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A common misunderstanding... 

“Category 4 is the IT 
category.” 
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Relationship to the Systems Framework 

 “Hooks” into the Organizational Profile -- 
Implicit 
– Main products and services 
– Key customer and stakeholder groups and 

their key requirements 
– Major technologies 
– Regulatory environment (what are you 

required to measure) 
– Suppliers, partners, collaborators, and 

distributors 
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Relationship to the Systems Framework 

 “Hooks” into the Organizational Profile -- 
Explicit 
– Sources of comparative and competitive data 
– Key business, operational, and human 

resource strategic challenges and 
advantages 

– Elements of your work process management 
– Elements of your performance improvement 

system, including your evaluation and 
learning process 
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Other Linkages 

 Key measures for meeting and surpassing 
regulatory and legal requirements – 1.2b(1) 

 Key measures for addressing risks 
associated with your products and 
operations – 1.2b(1) 

 Key measures for enabling and monitoring 
ethical behavior in your governance 
structure, throughout your organization… 
1.1b(2)  

 Key performance measures or indicators– 
2.2a(5)  
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Other Linkages (concluded) 

 Performance measures for workforce 
factors of health, security, and workplace 
accessibility – 5.1b(1) 

 Key performance measures and in-process 
measures used to control and improve your 
work processes.  How these measures 
relate to en-product quality and 
performance – 6.1b(1) 

 Measure and evaluation your suppliers’ 
performance – 6.2b 

 Organizational performance results 
reported in Items 7.1 through 7.6 
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Common Problems with Performance 
Measures 

 Too many (and heavily focused on the 
financials) 

 Used to assign blame rather than identify 
opportunities for improvement 

 Create both intended and unintended 
consequences 

 Lack operational definitions held constant 
 Trailing (reactive) rather than leading 

(proactive) indicators 
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Common Problems with Performance 
Analysis and Review 
 Insufficient (or just plain wrong) data analysis 

is conducted, leading to bad decisions. 
 Root cause(s) identification is minimal with 

activity accepted in the place of corrective 
action. 

 Correlation is confused with causality. 
 Work is a (cross-functional) process.  Many 

reviews are conducted in silos or in 
executive-land. 

 Special cause action is taken for common 
cause variation. (“tampering”) 
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Some Ideas... 
 Eliminate some metrics/reviews and see if 

anyone notices 
 Ask the questions of “necessary?” and 

“sufficient?” 
 Cascade measures to create top-to-bottom 

alignment and reinforce focus on the critical 
few 

 Don't leave your SPC on the “factory floor” 
 Make adverse trends or poor performance 

visible 
– Yes, sometimes format matters! 

 Consider combining reviews to 
– Minimize duplication 
– Increase collaboration 
– Ensure the right participation 19 



Attributes of Data “Integrity” 

 Timely 
 Accurate – truly reflective of the underlying 

process performance 
 Aggregated when appropriate, disaggregated 

when more meaningful 
 Compared against appropriate, relevant 

comparisons 
 Presented in a way to permit proper 

interpretation 

Trusted for decision making 
20 



Knowledge Management 

What the heck does this 
have to do with 

measurement, analysis, 
and information 

technology? 



A lot! 



“Knowledge Assets” 
 The accumulated intellectual resources of 

your organization. 
 In the form of information, ideas, learning, 

understanding, memory, insights, cognitive 
and technical skills, and capabilities 

 Not held only by an organization but within its 
customers, suppliers, and partners 

 The know-how that your organization has 
available to use, invest, and grow. 

 Key components of creating value for your 
stakeholders and sustaining a competitive 
advantage 

Adapted from the Glossary of the 2013-2014 Criteria for Performance 
Excellence 23 



Information, ideas, learning, understanding, 
memory, insights, cognitive and technical 
skills, and capabilities... 

How dependent are your 
measurement systems, 

analyses, and performance 
reviews and IT system on 

these? 
(I thought so!) 
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Why is Knowledge Management Hard? 

 A culture of “knowledge is power” (or job 
security) 

 No recognition or reinforcement for knowledge 
re-use 

 Knowledge assets not explicitly valued until 
departing or departed 

 The exponential growth of knowledge assets 
 Excessive fear around sharing intellectual 

property with customers, suppliers, partners, 
and collaborators 
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Some More Ideas... 

• Start in a focused area – say, 
measurement, analysis, and performance 
reviews 

• Document the process(es) with the key 
players 

• Probe for the “tricks” and “traps” 
• Develop a mentoring system for these 

processes 
• If sufficiently large number of participants, 

create a community of practice 
• Where possible through automation, 

embed business rules 
• Benchmark with other organizations 26 



Key Excellence Indicators: 
Measurement, Analysis, and Knowledge 
Management 

• Creates a balanced composite of 
measures tied to needs, strategy, and 
goals 

• Collects and uses data to determine 
trends, projections, and cause and effect 

• Uses performance analyses in decision 
making, improvement, and innovation 

• Maintains and safeguards information 
systems 
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Presenter
Presentation Notes
Measurement, Analysis, and Knowledge ManagementThis category focuses on the selection, collection, analysis, management, and improvement of data, information, and knowledge assets. It also emphasizes the management of information technology and the use of review findings to improve performance. A role-model organization creates a balanced composite of performance measures tied to the organization’s needs, strategy, and goals.It collects and uses data to determine trends, projections, and cause and effect .It also analyzes performance measures and uses the analyses to support evaluation, decision making, improvement, and innovation.



Key Excellence Indicators: 
Measurement, Analysis, and Knowledge 
Management 

• Shares and transfers critical knowledge 
• Provides knowledge needed for work, 

improvement, and innovation 
• Leverages knowledge of workforce, 

customers, suppliers, collaborators, and 
partners 

• Captures and shares knowledge to drive 
innovation 
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Presenter
Presentation Notes
Measurement, Analysis, and Knowledge ManagementThis category focuses on the selection, collection, analysis, management, and improvement of data, information, and knowledge assets. It also emphasizes the management of information technology and the use of review findings to improve performance. A role-model organization creates a balanced composite of performance measures tied to the organization’s needs, strategy, and goals.It collects and uses data to determine trends, projections, and cause and effect .It also analyzes performance measures and uses the analyses to support evaluation, decision making, improvement, and innovation.



ARDEC: Measurement, Analysis, and 
Knowledge Management 

• Ensures that 
performance 

   aligns and 
supports 

   strategy 

• Ownership 
assigned 

• Basis for fact-
based  

   decision making 

• Comparative data 
drive 

   performance 

Strategic Planning Process 

Determine Measures, Assign Owners, 
Align with Strategic Initiatives/Way 

Gap Analysis 
/Action Plan 

Revision 

Target 
Met? 

Strategic Objective/End 

Determine who reviews and at 
what frequency 

Collect and Validate Data 

Daily, Weekly, Monthly, Quarterly, Annual Scorecard,  
Reports and Responsive Ad Hoc Reporting 

Yes 

Improvement 
Cycle 

Communicate results report via SMS, 
Compare to target 
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Presenter
Presentation Notes
This slide shows how 2007 nonprofit award recipient U.S. Army Armament Research, Development and Engineering Center (ARDEC) uses a balanced composite of performance measures tied to the organization’s needs, strategy, and goals, as well as performance analyses to support evaluation, decision making, improvement, and innovation. ARDEC assembles and transfers relevant knowledge for use in its strategic planning process (SPP) through its Performance Assurance System. This helps to ensure  that performance is aligned with and supports ARDEC’s overall strategy.The Performance Assurance System aligns ARDEC’s tasks to measures and targets for each of the strategic objectives, thereby deploying its Strategic Management System maps to ensure that key measures are identified, communicated, and tracked. Owners are assigned to each of the strategic objectives.If targets are not met, action plans are developed or refined, including improving or designing processes, if required. All performance information is collected, analyzed, reviewed, evaluated, and fed into the next SPP cycle.Each directorate has employees responsible for gathering competitive and comparative data, and ARDEC uses the data gathered in the SPP to ensure that it remains the most innovative supplier of armament solutions while meeting customer requirements for cost, schedule, and performance.



Coral Springs: Measurement, Analysis,  
and Knowledge Management 

Organizational Mission and Values 
 

Strategic Priorities  
 

Key Intended Outcomes 
 

Departmental Objectives 
 

Process Measures 
 

Incentive Pay System Performance 
Agreement 
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Presenter
Presentation Notes
This slide shows how 2007 nonprofit award recipient City of Coral Springs analyzes performance measures and uses the analyses to support evaluation, decision making, improvement, and innovation. The city’s performance management model—used to measure, analyze, and improve its performance—consists of multiple layers of performance agreements at all levels that are aligned and explicitly linked.This alignment starts with the city’s mission and values, which are linked to the strategic priorities and directional statements via the strategic planning process. In turn, the key intended outcomes (measures) are established, and these measures are cascaded down to departmental objectives, process measures, and individual employees via the city’s incentive pay system.  An example of this alignment follows: The city’s mission is to be the “Premier community in which to work, live, and raise a family.” This is supported by the city’s six strategic priorities, one of which is “Neighborhood and Environmental Vitality,” and by its  directional statement to “encourage healthy and vital neighborhoods, free of crime and decline.” The city measures its crime rate (key intended outcome) to determine if it is accomplishing this. To keep the crime rate at or below goal, the police department established an initiative to take action on an increase in auto burglaries. This initiative resulted in departmental objectives (increased community outreach/education), related process measures (outcome of crime prevention sweeps per neighborhood), and individual goals (each officer had to contact a certain number of residents per year/month/week).



Coral Springs: Measurement, Analysis, 
and Knowledge Management  

• Key Intended Outcomes (33 
measures) 

• Composite Index (10 indicators) 
• Performance standards  

• With contractors 
• Internal service-level agreements  

• Process scorecards  
• Individual work plans 
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Presenter
Presentation Notes
Through its cascaded measurement system, the City of Coral Springs creates a balanced composite of performance measures tied to the organization’s needs, strategy, and goals.  “Key intended outcomes” are the city’s highest-level (“vital few”) measures. They are monitored by the City Manager’s Office and reported to the city’s Commission (governing board). They are a product of the annual strategic planning process and have a long-term horizon, although annual goals are established as well. These measures (usually 30–35) represent a performance contract and are used by the Commission in its annual review of the city manager’s performance. Departmental performance measures represent a performance contract between the city manager and a department for a given fiscal year. Departmental measures are typically output/outcome measures of key work processes and can also be key intended outcomes if among the “vital few.”Process measures (including in-process measures) are tracked by process owners to keep abreast of operations (cycle time, cost, customer satisfaction) and initiate cross-functional improvement teams, where needed, to take corrective action.The city uses a number of tools to monitor progress, including quarterly performance reports (key intended outcomes, departmental objectives, and current initiatives), a Composite Index (“stock price”), departmental measures (performance agreements), and process scorecards. These are supported by clearly established performance standards and individual work plans. 



Resources for Getting Started 

• Harvard Business Review on Measuring Corporate 
Performance (paperback from Harvard Business 
School Press) copyright 1998 

• Measuring Performance:  Using the New Metrics to 
Deploy Strategy and Improve Performance by Dr. 
Bob Frost, copyright 1998 

• Understanding Variation:  The Key to Managing 
Chaos by Dr. Donald J. Wheeler, copyright 1993 

• New Performance Measures by Brian H. Maskell, 
copyright 1994 
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Excerpts from the 2013–2014 Criteria for 
Performance Excellence are used with permission 
of the Baldrige Performance Excellence Program, 
Gaithersburg, MD: U.S. Department of Commerce, 
National Institute of Standards and Technology. To 

obtain a copy of the Criteria, visit the Baldrige 
Program Web site at 

www.nist.gov/baldrige/publications/criteria.cfm.   
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http://www.nist.gov/baldrige/publications/business_nonprofit_criteria.cfm
http://www.nist.gov/baldrige/publications/criteria.cfm


Questions? 

 Thank you! 
 
 
 

Kay Kendall 
(972) 489-3611 
Kay@Baldrige-Coach.com 
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