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Achieving Baldrige Excellence

Utilizing Quality Tools and Processes to Achieve 

Organizational Excellence Within the Baldrige 

Framework
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Your Course Instructor: Jerry Mairani

Å Past President and Chairman of the American Society for Quality

Å 22 Year Fulltime Quality Professional

Å 26 Years With Pacific Bell

ï 11 Years As A Regional and Statewide Quality Director

ï 15 Years As A Technician And Manager

Å 11 Years Teaching, Training And Consulting All Aspects Of 

Quality

Å Expertise

ïMaster Black Belt

ï Lean

ïReengineering

ï Benchmarking 

ï Baldrige

ï TQM

ï Executive Development
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Baldrige Is A Great Assessment TOOL

Now What?

So you have your Feedback Report or you are planning 

on using Baldrige as a framework to improve your 

organization ïDoes Baldrige provide you the knowledge 

you need?

Baldrige Is Not Prescriptive

Baldrige Does Not Assist You With HOW To Design Or 

Implement Your Organizational System
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Understanding The Baldrige And Quality 

Connection

Baldrige Assesses Your Organizational System

1. Leadership

2. Strategic Planning

3. Customer and Market Focus

4. Measurement, Analysis, and Knowledge 

Management

5. Workforce Focus

6. Process Management

7. Results

The Quality Body of Knowledge (QBoK)

ï Contains the specific ñCore Competenciesò 

required to build a great organizational system
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The Need For A Great Organization System

A great organizational system is REQUIRED for any 

quality system to succeed.

ïIn 1993 the GAO stated that of the organizations 

that attempted TQM over 70% failed to attain its 

promises.

ïSix Sigma today is starting to experience the same 

effect with some estimates at over 80% of 

organizations failing to meet their expectations of 

Six Sigma..

Research suggests that without a reasonably good Business 

System no quality program or approach will achieve its 

promises and many will fail.
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What About The Quality Successes?

Of those that have had success, all had good organizational 

systems in place and had been involved with quality for 

many years prior to the rise of the Six Sigma approach.  

Examples:

ï Motorola

ï Ford

ï DuPont

ï AlliedSignal/Honeywell

ï Corning

ï General Electric

ï Dow

http://www.honeywell.com/index.html
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The Mythé

As quality has evolved over the years many 

ñquality programsò have claimed they are 

organizational systems.  Some organizations 

have tried to use much of what they presented 

as a core foundation for their organizational 

system.

That Was A Mistake!

TQM, ISO 9000-2000, Lean, and Six Sigma are 

quality systems ïnot complete organizational 

systems
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Most Quality Methods Are Not Systems

The quality methods listed below are not quality systems, 

they are quality tools and methods that ñfitò inside a 

quality system:

ïBenchmarking

ïQuality Function Deployment

ïStatistical Process Control

ïCore Process Reengineering

ïTeam Problem Solving

ïBalanced Scorecard

ïDesign of Experiments

ïRoot-Cause Analysis
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The Quality Body of Knowledge (QBoK)

Å Leadership

Å Strategic Plan Development & Deployment

Å Management Elements and Methods

Å Quality Management Tools

Å Customer-Focused Organizations

Å Supply Chain Management

Å Training and Development

There are seven specific segments of the Quality Body 

of Knowledge as defined by the American Society for 

Quality.  They are:
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Certified Quality Manager of 

Quality/Organization Excellence Handbook

The Certified Manager of Quality/ 

Organizational Excellence Handbook, 

(Third Edition) contains the overview of 

the Quality Body of Knowledge.  Most of 

what it provides is only at the Understand 

level.

For instance, while it provides information 

on Six Sigma it is not a text book on Six 

Sigma. To gain a working knowledge of 

Six Sigma it provides direction toward 

references to obtain that knowledge.  
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Basic Baldrige and QBoK Alignment

Category Baldrige QBoK

1 Leadership Leadership

2 Strategic Planning Strategic Plan Development & 

Deployment

3 Customer and Market Focus - Customer Focused Organizations

4 Measurement, Analysis, and 

Knowledge Management

Quality Management Tools

5 Workforce Focus Training and Development

6 Process Management Supply Chain Management

7 Results Management Elements and Methods

The seven QBoK segments are the required areas of ñCore Competencyò 

that an individual must demonstrated to receive an ASQ Certified Manager 

of Quality and Organizational Excellence (CMQ/OE)
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Core Competencies

There are two types of Core Competencies:

ïIndividual Core Competencies

ïOrganizational Core Competencies

To build a great Organizational System (OS) both types 

are required.  Many of these competencies are obtainable 

through the Quality Body of Knowledge. Coupled to good 

business practices they can form a strong foundation from 

which a Baldrige based Organizational System can be 

created.



Sacramento Quality  | 916 724 -0018 Rev May 2007  |  13

All Rights Reserved 2003

Connecting Quality To The Baldrige

Category Baldrige Quality Program

1 Leadership ÅTotal Quality Management

ÅISO 9000-2000

ÅLean Six Sigma

ÅLean Management & Manufacturing

2 Strategic Planning

3 Customer and Market 

Focus -

4 Measurement, Analysis, 

and Knowledge 

Management

5 Workforce Focus

6 Process Management

7 Results

The point of this slide is to demonstrate 

these common quality programs touch 

every Baldrige Category to some 

extent.

However, no quality program fully 

addresses all the Core Competencies 

for any one Baldrige Category.

Understanding the quality programs and the core 

competencies within them will assist with building a great 

organizational system as defined by Baldrige.
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Why Learn About The Quality Programs?

The Baldrige is not prescriptive, however most quality 

programs are prescriptive to some extent.  Perhaps the most 

prescriptive is ISO 2000-9000.  Why would this be helpful?

Even if your organization does not need or attend to become 

ISO Certified, using ISOôs prescriptive approach will help 

you to improve your organization as assessed by the 

Baldrige assessment.

We will explore how to use ISO, Six Sigma, and other quality 

programs to gain an understanding of how to design and 

implement processes compliant to Baldrige. 
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Caution!!!

ñISO 9001:2000, the Malcolm Baldrige National Quality 

Award (MBNQA) and its attendant criteria, and total 

quality management (TQM) will allow a firm to implement 

a sound quality program only if the firm actually exerts 

the effort to use them and their related tools to create, 

maintain and continuously improve what has been called 

ñreal quality.ò

If the award, certification or achievement is simply going 

to be a trophy on the shelf rather than a total business 

quality management program, then there is hardly any 

good reason to spend the money to win it.ò

Source: Integrating ISO 9001:2000 And the Baldrige Criteria A proposal for a 21st 

century quality paradigm By Hampton Scott Tonk
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Common Quality Paradigms

The differences between the ISO 9001:2000, Baldrige 

criteria, Six Sigma, Lean and TQM quality paradigms 

would be truly striking if each one used a different set of 

quality tools and methodologies. But this is not the case. 

All three interchangeably use: 

ÅStrong Leadership support 

ÅEncourage and potentially involve many of the same 

tools and methodologies

ÅAre Customer Focused

ÅUse ñfact basedò management and decision making

ÅHave an expectation of continuous improvement
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The Common Quality Tools

Å Value engineering and 

analysis

Å Quality function deployment

Å Reengineering

Å Cycle time management

Å Customer service excellence

Å Design for manufacturability

Å Six Sigma

Å Supplier certification

Å Good manufacturing practices

Å Failure mode and effects 

analysis

Å Kaizen (continuous quality 

improvement)

Å Statistical process control

Å Geometric dimensioning and 

tolerancing

Å Team building and problem 

solving

Å Poka-Yoke (mistake 

proofing).

Å Design of experiments

Å Root cause analysis

Å Lean Management

Å Scorecards and Dashboards

Å Standardization ïPolicies, 

Procedures, Work Instructions

Å Benchmarking
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What We Cannot Do Today

What you have just seen is the breath of the QBoK.  It is 

not possible to instruct you on all its aspects of the QBoK 

today.  In fact, to understand the entire QBoK can take 

years.

However, understanding how the quality systems fit into 

your Baldrige quest can guide you to the areas in the 

QBoK that will best help your organization.  In this way 

you can self select what you and your organization will 

work on first.  
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Start With ISO 9000-2000

ñThe ISO standards provide a framework for fundamental 

quality management. The standards were developed to 

effectively document the quality system elements to be 

implemented in order to maintain an efficient quality 

system within organizationsé 

éThe ISO standards describe in many cases the 

minimal set of processes necessary for delivering quality 

products and services to customers. You will not win 

the Baldrige award by simply being registered, but if 

you are not registered or capable of being registered 

there is probably no hope that your organization will 

even get close to winning the Baldrige award.ò

Quote from the ISO Websiteé
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The Big Change In ISO

When ISO 9000 was updated to ISO 9000-2000 it took a big 

step toward Baldrige.  Originally mostly a manufacturing 

system, the new principles are:

ÅCustomer Focus

ÅLeadership

ÅInvolvement of People

ÅProcess Approach

ÅSystems Approach to Management

ÅContinuous Improvement

ÅFactual Approach to Decision Making

ÅMutually Beneficial Supplier Relationships

Looking at these new 

criteria it is easy to 

translate them into the 

Baldrige criteria.
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Clauses: The Key ISO

Unlike Baldrige that is ñnon-prescriptive,ò an ISO 

Clause requirement is very specific.  For Instance:

5.4.2 Quality management system planning 

Top management shall ensure that:

a) the planning of the quality management system is 

carried out in order to meet the requirements given in 

4.1, as well as the quality objectives, and

b) the integrity of the quality management system is 

maintained when changes to the quality management 

system are planned and implemented.
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ISO 4.1 Requirements

a) identify the processes needed for the quality management 

system and their application throughout the organization 

(see 1.2),

b) determine the sequence and interaction of these 

processes,

c) determine criteria and methods needed to ensure that both 

the operation and control of these processes are effective,

d) ensure the availability of resources and information 

necessary to support the operation and monitoring of these 

processes,

e) monitor, measure and analyze these processes, and

f) implement actions necessary to achieve planned results 

and continual improvement of these processes.
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ISO On Leadership 5.1

Top management shall provide evidence of its 

commitment to the development and implementation 

of the quality management system and continually 

improving its effectiveness by:

a) communicating to the organization the importance of 

meeting customer as well as statutory and regulatory 

requirements,

b) establishing the quality policy,

c) ensuring that quality objectives are established,

d) conducting management reviews, and

e) ensuring the availability of resources.
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ISO: Human Resource Management

For ISO Human Resources is found in Clause 6.0.  It 

touched on many of the Baldrige requirements:

6.1 Provision of resources

The organization shall determine and provide the 

resources needed

a) to implement and maintain the quality management 

system and continually improve its effectiveness, and

b) to enhance customer satisfaction by meeting 

customer requirements.
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6.2 Human Resources

6.2.1 General

Personnel performing work affecting product quality shall 

be competent on the basis of appropriate education, 

training, skills and experience.

6.2.2 Competence, awareness and training

6.3 Infrastructure

6.4 Work environment

Using these ISO Clauses may help you to move forward on 

Baldrige Category 5 ïWorkforce Focus.  
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ISO Clauses Provide Guidance

ÅUse the ISO Clauses to design processes that would 

meet the requirements. 

ÅISO Clauses are not so prescriptive that how processes 

are designed they will not ñfitò your organization.

ÅUse professional internal ISO Auditors or train and 

develop internal ISO experts to determine how well you 

have met ISO requirements. 

Simply fully meeting ISO requirements will generally 

place an organization in the 400 ï500 point range 

on the Baldrige 1000 point scale depending on 

demonstrated results in Category 7.
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ISO To Baldrige Cross Reference

ISO Baldrige

ISO 5 Management 

Responsibility

1.1 Organizational Leadership.

1.2 Public Responsibility and Citizenship.

2.1 Strategy Development.

2.2 Strategy Deployment.

3.1 Customer and Market Knowledge.

3.2 Customer Satisfaction and Relationships.

4.1 Measurement of Organizational Performance.

4.2 Analysis of Organizational Performance.

ISO 5.1 General 

Requirements 

1.1 (a) Senior Leadership Direction.

ISO 5.2 Customer 

Requirements

3.1 (a) (1) Targeting Customers, Customer Groups and Market 

Segments, and (2) Determining Key Requirements and Drivers of 

Customer Purchasing Decisions.

ISO 5.3 Legal 

Requirements 

1.2 (a) (1) Impacts on Society; Regulatory and Legal Requirements
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ISO To Baldrige Cross Reference

ISO Baldrige

ISO 5.4 Policy 1.1 (a) Senior Leadership Direction

ISO 5.5 Planning 1.1 (a) (3) Setting Directions and Seeking Future Opportunities

ISO 5.5.1 Objectives 2.1 (b) Strategic Objectives

ISO 5.5.2 Quality 

Planning 

2.1 (a) Strategy Development Process

ISO 5.6 Quality 

Management 

System 

3.2 (b) Customer Satisfaction Determination.

6.1 (a) (4) Design Quality and Other Efficiency/Effectiveness Factors.

ISO 5.6.4 Internal 

Communication 

1.1 (a) Senior Leadership Communication.

2.2 (a) (5) Communication of Strategic Objectives and Action Plans.

5.1 (a) (5) Communication Across Work Units, Functions and

Locations.
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ISO To Baldrige Cross Reference

ISO Baldrige

ISO 5.7 

Management 

Review 

4.1 Measurement of Organizational Performance.

4.2 Analysis of Organizational Performance.

7.1 Customer Focused Results.

7.2 Financial and Market Results.

7.4 Supplier and Partner Results.

7.5 Organizational and Effectiveness Results.

ISO 6.1 General 

Requirements 

2.2 (a) (3) Allocation of Resources To Accomplish Action Plans

ISO 6.2 Human 

Resources 

5.3 Employee Well-Being and Satisfaction.

7.3 Human Resources Results.

ISO 6.2.1 

Assignment of 

Personnel 

5.1 (a) (1) Designing, Organizing, and Managing Work and 

Jobs
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ISO To Baldrige Cross Reference

ISO Baldrige

ISO 6.2.2 

Competence, 

Training, 

Qualification and 

Awareness 

BC 5.1 (a) (6) Identification of Necessary Employee Skills.

BC 5.2 Employee Education, Training and Development.

ISO 6.3 

Information 

5.1 (a) (5) Ensuring Communication and Knowledge/Skill 

Sharing

ISO 6.5 Work 

Environment 

5.1 Work Systems.

5.3 Employee Well-Being and Satisfaction.

ISO 7.1 General 

Requirements 

6.1 Product and Service Processes.

6.2 Support Processes.

ISO 7.2.1 

Identification of 

Customer 

Requirements 

3.1 Customer and Market Knowledge
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ISO To Baldrige Cross Reference

ISO Baldrige

ISO 7.2.2 Review 

of Customer 

Requirements 

3.2 Customer Satisfaction and Relationships

ISO 7.2.3 

Customer 

Communication 

BC 3.2 (a) Customer Relationships.

BC 3.2 (b) Customer Satisfaction Determination

ISO 7.3 Design 

and Development 

6.1 (a) Design Processes

ISO 7.4 

Purchasing

6.3 Supplier and Partnering Processes.

7.4 Supplier and Partner Results

ISO 7.5 

Production and 

Service 

Operations 

BC 6.1 (b) Production/Delivery Processes.

BC 6.2 Support Processes.
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ISO To Baldrige Cross Reference

ISO Baldrige

ISO 7.5.5 

Validation of 

Processes 

6.1 (a) (6) Coordination and Testing of Production/Delivery 

Process Capability.

6.1 (b) (3) Key Performance Measures for Control of 

Processes.

ISO 7.6 Control of 

Measuring and 

Monitoring 

Devices 

4.1 Measurement of Organizational Performance

ISO 8.1 General 

Requirements 

4.1 Measurement of Organizational Performance.

4.2 Analysis of Organizational Performance.

ISO 8.2 

Measurement and 

Monitoring 

6.3 (a) (4) Minimizing Costs Associated with Inspections, Tests 

and Process, and/or Performance Audits.
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ISO To Baldrige Cross Reference

ISO Baldrige

ISO 8.2.1 

Measurement and 

Monitoring of 

System 

Performance 

4.1 Measurement of Organizational Performance

ISO 8.2.1.1 

Measurement and 

Monitoring of 

Customer 

Satisfaction 

BC 3.2 Customer Satisfaction and Relationships.

BC 7.1 Customer Focused Results.

ISO 8.2.2 

Measurement and 

Monitoring of 

Processes 

6.1 (b) (3) Key Performance Measures and/or Indicators for 

Control and Improvement of Processes
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ISO To Baldrige Cross Reference

ISO Baldrige

ISO 8.2.3 

Measurement and 

Monitoring of 

Product and/or 

Service 

6.1 (a) (6) Coordination and Testing of Design and 

Production/Delivery Services.

ISO 8.4 Analysis 

of Data for 

Improvement 

4.2 Analysis of Organizational Performance

ISO 8.5 

Improvement

1.1 (b) (2) Translating Organizational Performance Review 

Findings into Priorities for Improvement.

1.1 (b) (3) Performance Review Findings and Priorities for 

Improvement.

1.1 (b) (4) Using Organizational Performance Review Findings 

to Improve Leadership Effectiveness.

4.1 (a) (1) Point No. 5ðCost/Financial Understanding of 

Improvement Options.

6.1 (b) (4) Improving Production/Delivery Processes for Better 

Process Performance and Improvements to Products/Services.
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Lean Six Sigma: Motorola

In 1988, Motorola and the Westinghouse Commercial 

Nuclear Fuel Division (WCNFD) won the first Baldrige 

National Quality Awards. Both Motorola and Westinghouse 

had undertaken major quality improvement programs in 

the early 1980's.

Today both these companies use Six Sigma coupled with 

Lean to continuously improve their processes and thereby 

their bottom line (Category 7 and Category 6). 
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Continuous Improvement & Bottom Line 

Performance Are Baldrige Requirements

While continuous improvement and bottom line 

performance are Baldrige requirements, Baldrige does 

not prescribe how this is done beyond proof that there is 

an effective systematic approach to do so.

Motorola used Six Sigma quality and Cycle Time 

reduction as the foundations of its Continuous 

Improvement program. The goal was Total Customer 

Satisfaction (TCS). In the late-1970's, Westinghouse 

began using Cycle Time reduction to dramatically reduce 

its investment in inventory.  Under close review many of 

the lean tools are used today in both companies.
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Six Sigma Cross Reference

The Six Sigma Process Improvement methodology 

covers some of the Baldrige criteria in 3, 4, and 

especially 6: 

3: Customer and Market Focus 

4: Measurement, Analysis, and Knowledge 

Management

6: Process Management 

Does Six Sigma completely meet all the these Baldrige 

Category requirements ïNO!.
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Six Sigma Is Not An Assessment

Unlike ISO, Six Sigma is a specific approach to problem 

solving.  As such, it meets many of the Baldrige requirements 

as it is a systematic approach to continuous improvement 

and when done as designed has proven to provide dramatic 

improvements.

However, Six Sigma is designed to solve major large 

customer and business problems.  Typically Six Sigma 

projects take between 3 ï4 months because appropriate Six 

Sigma projects are complex, attempts to solve the problems 

have often been tried before without result, are almost always 

cross functional in nature, and often multiple solutions within 

multiple processes are required.   
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Six Sigmaô consists of a series of established steps that 
reveal how well products perform, and how well services are 
delivered, in a way that organizations improve their 
processes and maintain the gains they achieve.

Start

1

5

4

3

2

Six Sigma Is Systematic


