





For 1992, the Award Critevia and the Award application forms are in separate
Aactoments This document entitled “1992 Award Criteria.” contains the




Building active partnerships in the private sector, and
between the private sector and government, is funda-
mental to the success of the Award in improving quality
in the United States.

Support by the private sector for the Award Program in the
form of funds, volunteer efforts, and participation in
information transfer is strong and growing rapidly.

To ensure the continued growth and success of these
partnerships, each of the following organizations plays an
important supporting role:

The Foundation for the Malcolm Baldrige National Quality
Award was created to foster the success of the Program.
The Foundation’s main objective is to raise funds to
permanently endow the Award Program.

Prominent leaders from U.S. companies serve as
Foundation Trustees to ensure that the Foundation’s
objectives are accomplished. Donor organizations vary in
size and type, and are representative of many kinds of
businesses and business groups. To date, the Foundation
has raised more than $10.4 mitlion.

Responsibility for the Award is assigned to the Depart-
ment of Commerce. NIST, an agency of the Department’s
Technology Administration, manages the Award Program.

NIST’s goals are to aid U.S. industry through research and
services; to contribute to public health, safety, and the
environment; and to support the U.S. scientific and
engineering research communities. NIST conducts basic
and applied research in the physical sciences and
engineering and develops measurement techniques, test
methods, and standards. Much of NIST’s work relates
directly to quality and to quality-related requirements in
technology development and technology utilization.

ASQC assists in administering the Award Program under
contract to NIST.

ASQC is dedicated to the advancement of the theory and
practice of quality control and the allied arts and sciences.
ASQC is recognized as the worldwide leader in the
development, promotion, and application of quality-related
information technology for the quality profession, private

sector, government, and academia. ASQC

recognizes that continuous quality improvement

will help the favorable repositioning of American goods
and services in the international marketplace.

The Board of Overseers is the advisory organization on
the Award to the Department of Commerce. The Board is
appointed by the Secretary of Commerce and consists of
distinguished leaders from all sectors of the U.S. economy.

The Board of Overseers evaluates all aspects of the
Award Program, including the adequacy of the Criteria
and processes for making Awards. An important part of
the Board’s responsibility is to assess how well the Award
is serving the national interest. Accordingly, the Board of
Overseers makes recommendations to the Secretary of
Commerce and to the Director of NIST regarding changes
and improvements in the Award Program.

The Board of Examiners is the body that evaluates Award
applications, prepares feedback reports, and makes
Award recommendations to the Director of NIST. The
Board consists of quality experts primarily from the private
sector. Members are selected by NIST through a com-
petitive application process. For 1992, the Board consists
of more than 250 members. Of these, 9 serve as Judges,
and approximately 50 serve as Senior Examiners. The
remainder serve as Examiners. All members of the Board
take part in an examiner preparation course.

In addition to their application review responsibilities,
Board members contribute significantly to building
awareness of the importance of quality and to information
transfer activities. Many of these activities involve the
hundreds of professional, trade, community, and state
organizations to which Board members belong.

The recipients of the Award in the first four years have
shared information on their successful quality strategies
with hundreds of thousands of companies, education
institutions, government agencies, health care organiza-
tions, and others. By sharing their strategies, Award
recipients have made enormous contributions to building
awareness of the importance of quality to improving
national competitiveness. This sharing has encouraged
many other organizations to undertake their own quality
improvement efforts.






The Malcolm Baldrige National Quality Award Criteria are
the basis for making Awards and providing feedback to
applicants. In addition, they have three oiher important

ni dnal purposes:

to help elevate quality standards and expectations;

to facilitate communicz n and sharing among and
within organizations of all types based upon common
ur rstanding of key quality requirements; and

to serve as a working tool for planning, training,
assessment, and other uses.

The Award Criteria are directed tt  ard dual resuits-
oriented goals: To project key requirements for delivering
ever-improving value to customers while at the same time
maximizing the overall productivity and effectiveness of
the delivering organization.

To achieve these results-oriented goals, the Criteria need
to be built upon a set of values that together address and
integrate the overall customer and company | rformance
requirements.

The Award Criteria are built upon these core values
and concepts:

Customer-driven quality
Leadership

Continuous improvement

Full participation

Fast response

Design quality and prevention
Long-range outlook
Management by fact
Partnership development
Public responsibility

Brief desc tions « :he core values and concepts follow.

Custc 1er-Di Qu

Quality is judged by the customer. All product and
service attributes that contribute value to the customer
and lead to customer satisfaction and preference must
be addressed appropriately in quality systems. Value,

satisiaction, and preference may be influenced by many
factors throughout the customer’s overall purchase,
ownership, and service experiences. This includes the
relationship between the company and customers — the
trust and confidence in products and services — that
leads to loyaliy and preference. This concept of quality
includes not only the product and service attributes that
meet basic requirements. It also includes those that
enhance them and differentiate them from competing
offerings. Such enhancement and differentiation may
include new offerings, as well as unique product-product,
service-service, or product-service combinations.

Customer-driven quality is thus a strategic concept. It is
directed toward market share gain and customer retention.
it demands constant sensitivity to emerging customer and
market requirements, and measurement of the factors that
drive customer satisfaction. It also demands awareness of
developments in technology, and rapid and flexible
response to customer and market requirements. Such
requirements extend well beyond defect and error
reduction, merely meeting specifications, or reducing
complaints. Nevertheless, defect and error reduction and
elimination of causes of dissatisfaction contribute signifi-
cantly to the customers’ view of quality and are thus also
important parts of customer-driven quality. In addition, the
company’s approach to recovering from defects and errors
is crucial to its improving both quality and relationships
with customers.

2 rship
A company’s senior leaders must create clear and visible
quality values and high expectations. Reinforcement of
the values and expectations requires their substantial
personal commitment and involvement. The leaders
must take part in the creation of strategies, systems, and
methods for achieving excellence. The systems and
methods need to guide all activities and decisions of the
company and encourage participation and creativity by all
employees. Through their regular personal involvement in
visible activities, such as planning, review of company
quality performance, and recognizing employees for
quality achievement, the senior leaders serve as role
models reinforcing the values and encouraging leadership
in all levels of management.












eastoc | ess
Each Examination ltem includes a set of Areas to Address
(Areas). The Areas serve to illustrate and clarify the intent
of the Items and to place limits on the types and amounts
of information the applicant should provide. Areas are not
assigned individual point values, because their relative
importance depends upon factors such as the applicant’s
type and size of business and quality system.

The o ofthe 1 vy
es ; Category
The Quality and Operational Results Category (6.0) plays
a central role in the Award Criteria. This Category provides
a focus and purpose for all quality system actions. in
addition, it represents the bridge between the quality
system and the customer. Through this focus, the dual
purpose of quality — superior value of offerings as viewed
by the customer and the marketplace, and superior
company performan  as determined through productivity
and effectiveness indicators — is maintained. The other
major purpose of Category 6.0 is to provide key
information (measures of progress) for evaluation and
improvement of quality system processes and practices.

id Operational

The Quality and Operational Results Category consists of
four ltems:

6.1 Product and Service Quality Results
This ltem calls for reporting quality levels and
improvements for key product and service attributes
— attributes that truly matter to the customer and to
the marketplace. These attributes are derived from
customer-related Items (“listening posts”) which make
up Category 7.0. If the attributes have been property
selected, improvements in them should show a strong
positive correlation with customer and marketplace
improvement indic. rs — captured in ltems 7.4 and
7.5. The correlation between quality and customer
indicators is a critical management tool. It is a device
for focusing on key attributes. In addition, the
correlation may reve emerging or changing market
segments or changing importance of attributes.

serational Resulls
arformance and improve-
vity of the company.

6.2 Company
iis mcalls forrn or
ments in quality i1d pr¢

6.3

6.4

Paralleling ltem 6.1, which focuses on attributes that
matter to the customer, item 6.2 focuses on attributes
that best reflect overall company performance. Such
attributes are of two types: (1) generic — common to
all companies; and (2) business-specific. Generic
attributes include cycle time, internal quality, and
those that relate to productivity, as reflected in use of
labor, materials, energy, capital, and assets. Indicators
of productivity, cycle time, or internal quality should
reflect overall company performance. Business- or
company-specific effectiveness indicators vary greatly
and may include indicators such as rates of invention,
environmental quality, export levels, new markets,
and percent of sales from recently introduced
products or services.

Business Process and Support Service Results

This ltem calls for reporting performance and
improvements in quality, productivity, and effective-
ness of the business processes and support services
which support the principal product and service
production activities. This permits a demonstration of
how support units of the company link to and
contribute to overall improvement in quality (reported
in item 6.1) and overall improvement in company
operational performance (reported in item 6.2). This
ltem is thus a useful device in aligning support
activities with the company’s overall principai quality,
productivity, and business objectives. Through this
ltem, special requirements, which differ from work unit
to work unit and define work-unit effectiveness, can
be set, tracked, and linked to one another.

Supplier Quality Results

This ltem calls for reporting quality levels and
improvements in key indicators of supplier quality.
The term “supplier” refers to external providers of
products and services, “upstream” and/or
“downstream” from the company. The focus should
be on the most critical quality attributes from the point
of view of the company — the buyer of the products
and services. Trends and levels of quality should
reflect results by whatever means they occur — via
improvements by suppliers within 2 supply base,
through changes in selection of suppliers, or both.






























Describe the company's
strategic planning process
for the short term

(1-2 years) and longer
term (3 years or more)
for quality and customer
satisfaction leadership.
Include how this process
integrates quality and
company performance
requirements and how
plans are deployed.

Summarize the company’s
quality and performance
plans and goals for the
short term (1-2 years)
and the longer term

(3 years or more).

AREAS TO ADDRESS

a. how the company develops plans and strategies for the short term and longer

term. Describe data and analysis results used in developing business plans and
priorities, and how they consider: (1) customer requirements and the expected
evolution of these requirements; (2) projections of the competitive environment;
(8) risks: financial, market, and societal; (4) company capabilities, including
research and development to address key new requirements or technology
leadership opportunity; and (5) supplier capabilities.

. how plans are implemented. Describe: (1) the method the company uses to

deploy overall plan requirements to all work units and to suppliers, and how it
ensures alignment of work unit activities; and (2) how resources are committed
to meet the plan requirements.

. how the company evaluates and improves its planning process, including

improvements in: (1) determining company quality and overall performance
requirements; (2) deployment of requirements to work units; and (3) input from
all levels of the company

AREAS TO ADDRESS

a. for the company’s chosen directions, including planned products and services,

markets, or market niches, summarize: (1) key quality factors and quality
requirements to achieve leadership; and (2) key company performance
requirements

. outline of the company’s principal short-term quality and company performance

plans and goals: (1) summary of key requirements and key performance
indicators deployed to waork units and suppliers; and (2) resources committed
for key requirements such as capital equipment, facilities, education and
training, and personnel

. principal longer-term quality and company performance plans and goals,

including key requirements and how they will be addressed

two-to-five year projection of significant improvements using the most important
quality and company performance indicators. Describe how quality and
company performance might be expected to compare with competitors and key
benchmarks over this time period. Briefly explain the comparison.










Describe how the company’s
employee performance,
recognition, promation,
compensation, reward, and
feedback processes support
the attainment of the
company’s quality and
performance objectives.

Describe how the company
maintains a work environ-
ment conducive to the
well-being and growth of
all employees; summarize
trends and levels in key
indicators of well-being
and morale.

EAS TO ADI ESS

a. how the company’s performance, recognition, promotion, compensation,

reward, and feedback approaches for individuals and groups, including

mane s, support the company’s quality and performance objectives. Address:
(1) how the  aroaches ensure that quality is reinforced relative to short-term
financial conside!  ons; and (2) how employees contribute to the company’s
performance and recognition approaches.

L tre 1 reward and recognition, by employee category, for contributions to the
company’s quality and performance objectives

. ke ' the company uses to evaluate and improve its
pe : Jcesses. Describe how the evaluation takes into
ac on by all categories and types of employees,
ar

AREAS D ADDRESS

. how well-being and morale factors such as health, safety, satisfaction, and

ergonomics :includedin  ality improvement activities. Summarize principal
improvement goals, m«  2as, and indicators for each factor relevant and
important to the company’s work environment. For accidents and work-related
hee | problems, describe how root causes are determined and how adverse
conditions are prevented.

. mobility, flexibility, and retraining in job assignments to support employee

development and/or to accommodate changes in technology, improved
productivity, changes in work processes, or company restructuring

. special services, facilities, and opportunities the company makes available to

employees. These might include one or more of the following: counseling,
assistance, recreational or cultural, non-work-related education, and
outplacement.

. how and how often employee satisfaction is determined
. trends in key indicators of well-being and morale. This should address, as

appropriate: satisfaction, safety, absenteeism, turnover, attrition rate for
customer-contact personnel, grievances, strikes, and worker compensation.
Explain important adverse results, if any. For such adverse results, describe
how root causes were determined and corrected, or give current status.
Compare results on the most significant indicators with those of industry
averages, industry leaders, and other key benchmarks.










Describe how the quality of
materials, components, and
services furnished by other
husinesses is assured and
continuously improved.

Describe how the company
assesses the quality and
performance of its systems,
processes, and practices and
the quality of its products
and services.

AREAS TO ADDRESS

a. approaches used to define and communicate the company’s quality require-
ments to suppliers. include: (1) the principal quality requiremenis for key
suppliers; and (2) the principal indicators the company uses to cominunicate
and monitor supplier quality.

b. methods used to assure that the company’s quality requirements are met by
suppliers. Describe how the company’s overall performance data are analyzed
and relevant information fed back to suppliers.

¢. current strategies and actions to improve the quality and responsiveness
(delivery time) of suppliers. These may include: partnerships, training,
incentives and recognition, and supplier selection.

EAS TO ADDRESS

a. approaches the company uses to assess: (1) systems, processes, and
practices; and (2) products and services. For (1) and (2), describe: (a) what is
assessed; (b) how often assessments are made and by whom; and (c) how
measurement quality and adequacy of documentation of processes and
practices are assured.

assessment fir 2d to improve: products d services, systems,
es i, pra e 2r requirements. Describe how the company
es at sess .are acted on and that actions are effective.







AREAS TO ADDRESS

a. trends and current levels for key measures of quality and performance of

Summarize trends and business processes and support services
current levels in quality and b. comparison of performance with appropriately selected companies and
performance improvement benchmarks. Give and briefly explain basis for comparison.

for business processes and

support services.

AREAS TO ADDRESS

Summatize trends in quality a. trends and current levels for the most important indicators of supplier quality

and current quality levels of b. comparison of the company’s supplier quality levels with those of competitors
suppliers; compare the and/or with benchmarks. Such comparisons could be industry averages,
company’s supplier quality industry leaders, principal competitors in the company’s key markets, and

with that of competitors and appropriate benchmarks. Describe the basis for comparisons.
with key benchmarks.







Describe the company’s
explicit and implicit
commitments to customers
regarding its products

and services.

Describe the company'’s
methods for determining
customer satisfaction and
customer satisfaction relative
to competitors; describe how
these methods are evaluated
and improved.

AREAS TO ADDRESS

a. types of commitments the company makes to promote trust and confidence in
its products, services, and relationships. Describe how these commitments:
(1) address the principal concerns of customers; and (2) are free from conditions
that might weaken customer confidence.

b. how improvements in the quality of the company’s products and services over
the past three years have been translated into stronger commitments. Compare
commitments with those of competitors.

¢. how the company evaluates and improves its commitments, and the customers’
understanding of them, to avoid gaps between expectations and delivery

£ EAS TO ADDRESS

a. how the company determines customer satisfaction. Include: (1) a brief descrip-
tion of market segments and customer groups and the key customer satis-
tion requirements for each segment or group; (2) how customer satisfaction
measurements capture key information that reflects customers’ likely market
behavior; and (3) a brief description of the methods, processes, and scales
used; frequency of determination; and how objectivity and validity are assured.

b. how customer satisfaction relative to that for competitors is determined.
Describe: (1) company-based comparative studies; and (2) comparative
studies or evaluations made by independent organizations, including
customers. For (1) and (2) describe how objectivity and validity are assured.

c¢. how the company evaluates and improves its overall processes and measure-
ment scales for determining customer satisfaction and customer satisfaction
relative to that for competitors. Describe how other indicators (such as gains
and losses of customers) and customer dissatisfaction indicators (such as
complaints) are used in this improvement process.




Summarize trends in the
company’s customer
satisfaction and trends
in key indicators of
dissatisfaction.

Compare the company's
customer satisfaction results
with those of competitors.

Describe how the
company determines
future requirements and
expectations of customers.

AREAS TO ADDRESS

a. trends and current levels in indicators of customer satisfaction, segmented

as appropriate

b. trends and current levels in indicators of customer dissatisfaction. Address all

indicators relevant to the company’s products and services.

AREAS TO ADDRESS

a. trends and current levels in indicators of customer satisfaction relative to that for

competitors, based upon methods described in ltem 7.3. Segment by customer
group, as appropriate.

. trends in gaining or losing customers, or customer accounts, to competitors
. trends in gaining or losing market share to competitors

AREAS TO ADDRESS

. how the company addresses future requirements and expectations of

customers. Describe: (1) the time horizon for the determination; (2) how data
from current customers are projected; (3) how customers of competitors and
other potential customers are considered; and (4) how important technological,
competitive, societal, economic, and demographic factors and trends that may
bear upon customer requirements and expectations are considered.

. how the company projects key product and service features and the relative

importance of these features to customers and potential customers. Describe
how potential market segments and customer groups are considered. Include
considerations that address new product/service lines as well as current
products and services.

. how the company evaluates and improves its processes for determining future

requirements and expectations of customers. Describe how the improvement
process considers new market opportunities and extension of the time horizon
for the determination of customer requirements and expectations.













For purposes of this application, a chain organization is
defined as an organization where each unit (e.g.,
subsidiary or franchise) performs a similar function or
manufactures a similar product. Accordingly, a potential
applicant is not eligible if the parent company or
another unit of the parent company provides similar
products or services for substantially the same
customer base. Similarly, an individual unit is not
eligible if customers would be unable to distinguish
easily which unit of the company provides the products
or services to them.

4. Subsidiaries performing any of the business support
functions of the company are not eligible. Examples of
business support functions include: Sales/Marketing/
Distribution, Customer Service, Finance and Account-
ing, Human Resources, Environmental-Health-Safety
of Employees, Purchasing, Legal Services, and
Research and Development.

1. A subsidiary and its parent company may not
both apply for Awards in the same year.

2. Only one subsidiary of a company may apply for an
Award in the same year in the same Award category.

1. If a company receives an Award, the company and all
its subsidiaries are ineligible to apply for another Award
for a period of five years.

2. If a subsidiary receives an Award, it is ineligible to
apply for another Award for a period of five years.

3. If a subsidiary consisting of more than one-halif
of the total sales of a company receives an
Award, neither that company nor any of its other
subsidiaries is eligible to apply for another Award for a
period of five years.

In order to ensure that potential Award recipients meet all
reasonable requirements and expectations in representing
the Award throughout the U.S., applicants must have their
eligibility approved prior to applying for the Award.

Determination takes into account the following factors:
size
small business status
subsidiary status and subsidiary functions performed
customer base

sales to a parent company or another unit or units of the
parent company

status as a U.S. company

relationship of products and services to those of the
parent company or other units of the parent company

number and type of support services provided by the
parent company or other units of the parent company

Potential applicants for the 1992 Award are encouraged to
submit their Eligibility Determination Form as early as
possible and no later than March 6, 1992. This form is
contained in the 1992 Application Forms and Instructions
booklet. For information on how to obtain a copy of this
bo et, see page 33.

The eligibility determination fee is $50 for all potential
applicants. This fee is nonrefundable.

ympany Category — $4000
1 Category — $4000
:ategory — $1200

stions — $1500

These fees cover all handling costs associated with
distribution of applications and compensation of
Examiners for application review and development of
feedback reports.

Site visit fees will be set when the visits are scheduled.
Fees depend upon the number of sites to be visited, the
number of Examiners assigned, and the duration of the
visit. Site visit fees for applicants in the small business
category will be charged at one-half of the rate for
companies in the manufacturing and service categories.

These fees cover application handling costs, travel costs,
and compensation of Examiners for site visit participation
and development of site visit reports. Site visit fees are

paid only by those applicants reaching the site visit stage.










Each year, the Award Program develops materials for use
in training members of the Board of Examiners, and for
sharing information on the successful quality strategies of
the Award winners. These listed materials and information
may be obtained from the American Society for Quality
Control (toll free: 800-952-6587). Prices and/or availability
dates for all materials are given below.

The case studies are used to prepare Examiners for the
interpretation of the Award Criteria and the Scoring
System. The case studies, when used with the Award
Criteria, illustrate the Award application and review
process. The case studies are sample applications written
for fictitious companies applying for the Baldrige Award.
They demonstrate the form and content of an application,
providing information requested in the seven categories of
the Award Criteria. Responses are presented for each of
the individual ltems and Areas to Address. The case
studies can provide valuable insights into the Award

The annual Quest for Excellence Conference provides a

u |ue opportunity to hear firsthand the Award-winning
quality processes of the past year's winners. Presentations
are made by the CEQOs and other key individuals who are
transforming their organizations. The annual Quest for
Excellence Conference is the principal forum for Award
winners to present their overall strategies in detail.

The two and one-half day Quest for Excellence IV
Conference will provide opportunities to explore each of
the Award Criteria in depth, network with executive-level
individu 3 from throughout the country, and view displays

Criteria and Scoring System for companies
interested in making application, as well as for
self-assessment, planning, training, and other uses.

1991 — Item Number T508: $25.00
1992 — Available mid-year, 1992

The Award winners videos are a valuable resource

for gaining a better understanding of excellence in quality
management and quality achievement. The videos
provide background information on the Award Program,
highlights from the annual Award ceremony, and
interviews with representatives from the winning companies.

1988 — Item Number T993: $10.00
1989 — Iltem Number T502: 10.00
1990 — Item Number T992: 15.00
1991 — Item Number TA996: 15.00*

"Available February 10, 1992

of each of the Award-winning organizations. The Quest for
Excellence IV Conference will feature the Award winning
quality processes of Solectron Corporation, Zytec
Corporation, and Marlow Industries, Inc.

The conference dates are February 3-5, 1992. The
conference will be held at the Washington Hilton and
Towers, in Washington, D.C. The registration fee is
$650.00, which includes conference handout materials
and patrticipation in all conference activities. For further
information, telephone ASQC (toll free: 800-952-6587),
and ask for the conference department.




The Findings and Purposes Section of Public Law 100-107 states that:

«1. the leadership of the United States in product and process quality has been
challenged stronely (and sometimes successfully) by foreign competition, and
our Nation’s prc  «ctivity growth has improved less than our competitors’ over
the last two decades.

2. American business and industry are beginning to understand that poor quality
costs companies as much as 20 percent of sales revenues nationally and that
improved quality of goods and services goes hand in hand with improved
productivity, lower costs, and increased profitability.

3. strategic planning for quality and quality improvement programs, through a
commitment to excellence  manufacturing and services, are becoming more
and more essential to the well-being of our Nation’s economy ar  ur ability to
compete effectively in the global marketplace.

4. improved management understanding of the factory floor, worker involvement
in quality, and greater emphasis on statistical process control can lead to
dramatic improvements in the cost and quality of manufactured products.

5. the concept of quality improveme:r is directly applicable to small companies as
well as large, to service industries as well as manufacturing, and to the public
sector as well as private enterprise.

6. in order to be successful, quality improvement programs must be management-
led and customer-oriented, and this may require fundamental changes in the
way companies and agencies do business.

7. several major industrial nations have successfully coupled rigorous private-sector
quality audits with national awards giving special recognition to those
enterprises the audits identify as the very best; and

8. a national quality award program of this kind in the United States would help
improve quality and productivity by:
A. helping to stimulate American companies to improve quality and
productivity for the pride of recognition while obtaining a competitive edge
through increased profits;

B. recognizing the achievements of those companies that improve the quality of
their goods and services and providing an example to others;

C. establishing guidelines and criteria that can be used by business, industrial,
governmental, and other organizations in evaluating their own quality
improvement efforts; and

D. providing specific guidance for other American organizations that wish to
learn how to manage for high quality by making available detailed
information on how winning organizations were able to change their
cultures and achieve eminence.ss




he Malcolm Baldrige National Quality Award

Managed by:

United States Department of Commerce
Technology Administration

National Institute of Standards and Technology
Route 270 and Quince Orchard Road
Administration Building, Room A537
Gaithersburg, MD 20899

Administered by:

American Society for Quality Control
P.O. Box 3005
Milwaukee, W1 53201-3005

printed on recycled paper






