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Michigan Quality Council

2012 Examiner Preparation Prework 

Complete the Prework, print off the required responses, and make one additional copy of the complete set.  Use this cover sheet to ensure that your name is on the Prework.  You will need to submit the copy of your Prework for admission to training.  You will refer to the original set of your Prework during the training.  

Use this page as the Cover Sheet for the copy you will submit on March 7.

Prework submitted by:  ________________________________________________

Part 1 – Complete Key Factors and Evaluate Selected Items
Read the entire TriView Case Study and use the 2011 - 2012 Baldrige Criteria for Performance Excellence and Scorebook Navigator system to develop Key Factors and complete your Independent Evaluation of these Items.  Print these completed worksheets from Scorebook Navigator, which is found at https://scorebook.baldrigepe.org/user_login.aspx.   Your login is MIlastname and your password is firstinitiallastname (unless you have previously changed it).   For example, my login would be MImarkley and my password gmarkley.  You may also want to review the Baldrige overview of the Criteria at http://www.baldrige.nist.gov/eLearning/Understanding%20the%20Criteria/player.html.  
Review the Comment Guidelines and example Items 5.1 and 7.3 attached here.  Use these examples as your model, then complete

· Key Factors Master List
· Item 1.1
· Item 2.1
· Item 3.2
· Item 4.1

· Item 6.2

· Item 7.2
To complete each of these Items in Scorebook Navigator requires completing the worksheet by following the six step process:
1. Review the Criteria for the assigned Item

2. Identify the 4-6 most appropriate Key Factors for the Item

3. Read the TriView response to the Criteria questions.

4. Identify around six observations, both Strengths and Opportunities for Improvement

5. Develop two feedback-ready comments, one Strength and one Opportunity for Improvement (Comment Guidelines are attached here for your review)

6. Score the Item

Print off, attach the cover sheet, and turn in at training:

· Key Factors

· Copy of each Item worksheet

Print an additional set for you to use in the training.
Part 2  - Describe the gist of Criteria items 1.2, 2.2, 3.1, 4.2, 5.2, 6.1, 7.1, 7.4, 7.5. (Using Word – a format is provided on the next page)
1. Write a 50-word (or shorter) description of each of the items listed above, capturing the main point in your own words. A sample description might read, “Item 1.1 asks how leaders guide and focus the organization on what is important.”

2. From the TriView National Bank Case Study, identify and capture in writing one response for each of the items listed above. Limit your response to 50-words or shorter.

3. Print your brief descriptions and responses, and bring them to class.

Criteria Item Descriptions
	Item
	Description
	TriView Response

	1.2


	
	

	2.2
	
	

	3.1
	
	

	4.2
	
	

	5.2
	
	

	6.1
	
	

	7.1
	
	

	7.4 


	
	

	7.5
	
	


Comment Guidelines

	Content
Guidelines
	Do
•
Address your comments to the basic, overall, or multiple Criteria requirements that are most important to the applicant.

•
Write a unified, coherent, well-developed comment to provide value to the applicant. Include a topic sentence to express the main point of the comment, followed by concisely written evidence that develops the main idea in greater detail. (Hint: Reach a conclusion and write it first, moving from generalization to support.)
•
Include factual supporting detail. Ask yourself, “What examples can I provide from the applicant’s response to clarify the strength or opportunity?” Include figure numbers in comments, as appropriate. You do not, however, need to construct an exhaustive list of every method described by the applicant that is related to your conclusion.

•
Use the evaluation factors (approach, deployment, learning, and integration [ADLI] or levels, trends, comparisons, and integration [LeTCI]) to clearly articulate the areas of strength or to provide insights that will help the applicant improve overall organizational effectiveness and capabilities. Choose language from the Scoring Guidelines that helps the applicant understand your assessment of its level of maturity (e.g., approach is in the early stages of deployment in most work units vs. well deployed).
•
Draw linkages across items or between an item and the applicant’s Organizational Profile.

•
Ensure that the comment does not contradict other comments in the same item or other items or in the

Key Themes Worksheet.

Do not
•
Go beyond the requirements of the Criteria or assert your personal opinions.

•
Be prescriptive by using “could,” “should,” or “would.”

•
Be judgmental by using terms such as “good,” “bad,” or “inadequate.”

•
Comment on the applicant’s style of writing or data presentation.


	Style
Guidelines
	Do
•
Use a polite, professional, and positive tone.

•
Use active voice (e.g., “completes” rather than “is completed”) and present tense.

•
Use vocabulary/phraseology from the Criteria and the Scoring Guidelines.

•
Describe what is missing if something “is not clear.”

•
Use “the applicant” (replaced with the actual name in the final product) and generic terms such as “the organization,” “the hospital,” or “the school district” to avoid repetition in comments.

•
Use the applicant’s terminology when appropriate.

Do not
•
“Parrot” the application or the Criteria. Provide only enough language to add clarity—seek to add value rather than restate information.

•
Use jargon or acronyms unless they are used by the applicant.

	Consensus Review (CR)
Worksheet
Guidelines
	Do
•
Include four to six key factors based on the Criteria requirements for the item. These will differ depending on the item. Include only the relevant portion of the key factor (e.g., one or two of the strategic challenges rather than all strategic challenges).

•
Include a total of around six feedback-ready comments per item that are most relevant and important to the applicant based on its key factors and its maturity level as seen in the evaluation factors (ADLI or LeTCI). As appropriate, consider including additional comments for more mature organizations and fewer comments for less mature organizations.

•
Ensure that the item’s score is supported by the comments.

•
Place the comment on the correct CR Worksheet based on the Criteria, not on where the information appears in the application.

•
Place the comments on the CR Worksheet in the order of importance to the applicant, not necessarily in Criteria order.


Item Worksheet - Item 5.1
Workforce Environment
Relevant Key Factors


This sample reflects the thinking of a single examiner and should not necessarily be viewed as a “right” or “wrong” assessment of the applicant.
1.  Strategic challenges: Integrating the operations and workforce of Widmark into the applicant’s mortgage division
2.  Strategic advantages: Numerous opportunities for mergers and acquisitions for banks with capital
3.  Organization: Consists of a headquarters, DirectService Center, Mortgage Division, Operations
Center, and 47 branches in 15 communities across the state, for a total of 51 sites
4.  Workforce profile: Applicant has 1,080 associates: 682 CSRs, 158 administrative staff, 157 professional staff, and 83 management staff; 92% of associates are full time, 8% are part time
• Education: For CSRs and administrative and professional staff, 6% have graduate degrees, 22% have bachelor’s degrees, 53% have associate’s degrees, and 100% have a HS diploma; 78% of management staff members have college degrees.
• Gender: 68% female, 32% male; ethnicity: Caucasian 40%, African American 24%, Hispanic 26%, Native American 3%, Asian American 7%
• No organized bargaining units
• Workforce increased by 18% with acquisition of Widmark Mortgage.
5.  Workforce satisfaction factors: Job security, resources and skills to succeed, competitive compensation and benefits, ability to work on teams (CSRs, admin. staff); physical safety and security (CSRs); schedule flexibility (CSRs, admin. staff, professional staff); ability to invest in career, challenging and rewarding work (professional and management staff)
6.  Regulatory environment: Follows compliance with state and federal Occupational Safety and Health
Administration (OSHA) and Equal Employment Opportunity Commission (EEOC) requirements
Strengths

Strengths/OFIs should be placed in order of importance to the applicant.

	Relevant
KF
	++
	Strength
	Evidence
	A
	D
	L
	I
	Item
Ref.

	4,5
	
	The applicant has a systematic, aligned approach for assessment of capability and capacity needs.
	HR planning relative to action planning and deployment via the ACCPP (Figure 5.1-1); process formalized as a cycle of improvement, using the CIP

Aligned with SPP, Steps 4 and 5. Branch and functional managers in Step 4 of SPP conduct catchball and develop a fishbone diagram to identify resource needs to meet action plans.

HR needs are entered into the Legendary Workforce Database to provide a single view of long- and short-term needs.

Capacity planning includes assessment of workforce availability (part-time associates, available working hours, scheduled extended leave).

Legendary Workforce Database used by HR Team to enable accurate projections for training, development, and workforce planning needs; process is evaluated annually.

Recent outcome of evaluation of the ACCPP process is a market share algorithm used to project the necessary number of associates to complete action plans and meet workforce

demand.
	X
	
	X
	X
	a(1)

	
	
	Write a brief
sentence to concisely tell the applicant the strength. This sentence may be used later as the basis of
the 1st sentence in a
feedback‐ready comment.
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	

	1,4,5
	
	The applicant uses a
	Manage and Organize the Workforce (Figure 5.1-2) shows the
	X
	
	
	X
	a(3)


	Relevant
KF
	++
	Strength
	Evidence
	A
	D
	L
	I
	Item
Ref.

	
	
	systematic and integrated process (Figure 5.1-2) for managing the workforce to accomplish work.
	linkages from the SPP.

Core competencies, strategic challenges, customer focus link to action plans, which link to the PMDP and then on to the IPPs.

Managers conduct Legendary Service (LS) discussions with staff as part of the PMDP reviews.

Necessary skills and knowledge to provide LS are incorporated into the IPPs.

Trust Teams and rewards and recognition support work accomplishment.

The TOE is deployed to ensure changes are managed effectively.
	
	
	
	
	

	4,5
	
	A multi-faceted and competitive benefits package is available to all associates.
	Benefits include medical, dental, disability, and life insurance, as well as a 401K with matching funds.

Additionally, associates are able to take advantage of all financial products at bank cost, including low-cost loans, reduced-fee financial planning, discounted brokerage services, etc.

Flexible schedules are available.

Feedback from a recent engagement survey led to greater flexibility in applying contributions to different elements if a subsidized element is not selected.

A Trust Team analyzes an annual evaluation against national benchmarks and associate feedback to develop recommendations for the EMC.
	X
	X
	
	
	b(2)

	4,5,6
	
	Applicant uses multiple approaches to address workplace and environmental factors to help ensure and improve workforce health and security.
	Tellers have access to emergency alarm buttons and 90% camera coverage of customer areas at any given time, while reflective lighting and live plants are used to create a calming atmosphere.

Three branches have deployed a vaulted kiosk system to remove need for cash at teller stations.

Associates undergo multiple spot checks on security procedures. Training provided to associates on security procedures, including

how to be excellent witnesses, and to support peers in meeting

security requirements; health-related training includes avoiding repetitive stress and back injuries.

A security Trust Team continually improves the security approaches, including the guard-to-associate ratio, extended guard hours, and undercover security guards, to ensure all security aspects are addressed.

Six-month formal security review meeting with frontline associates, EMC, and the Trust Team to analyze data and determine where lessons can be deployed to other areas.
	X
	X
	X
	
	b(1)


	Relevant
KF
	++
	Strength
	Evidence
	A
	D
	L
	I
	Item
Ref.

	
	
	
	Six health, safety, and security measures, w/ assigned goals, are tracked (Figure 5.1-3).
	
	
	
	
	


	++
	 
Feedback-Ready Strength Comment 

	Item Ref

	
	Aligned with the SPP and integrated into the Legendary Workforce Database, the Associate Capability and Capacity Planning Process (ACCPP; Figure 5.1-1) allows the applicant to systematically assess and meet short- and longer-term workforce needs. A recently developed market share algorithm projects the necessary number of associates to complete
	a(1)

	
	action plans and meet demand.
	Concisely state the feedback in the first sentence of the comment. Provide additional key evidence such as 1–2 examples or evidence that addresses the most important evaluation factors (e.g.,  approach, deployment, learning, or integration). Limit the length of the comment to less than 75 words or 500 characters of text.
	

	Opportunities for Improvement
	
	

	Relevant
KF
	--
	Opportunity for Improvement
	Evidence
	A
	D
	L
	I
	Item
Ref.

	1,2,3
	X
	There is no evidence of a systematic process for preparing for and managing periods of workforce growth.
	TNB uses cross-training, flexible schedules, strict cost control, and not backfilling when possible to prevent workforce reductions.

Outplacement services would be contracted if a reduction was necessary due to the Widmark acquisition.

Workforce increased 18% with Widmark acquisition (213 employees); however, current and potential surges in TNB's workforce (e.g., integrating the operations and workforce of Widmark) are not discussed.
	X
	
	
	
	a(4)

	1,2,3,4
	
	It is unclear that the organization has a systematic approach to recruit, hire, place, and retain new workforce members.
	Uses the Hiring the Best program

Currently hires only for specific talent, as a 2009 refinement to the no-hiring protocol.

There is limited discussion of the actual processes surrounding recruiting, hiring, placement, and retention.
	X
	
	
	
	a(2)

	3,4
	
	It is unclear that the organization has a systematic approach to ensure that the workforce represents the diversity of the community.
	Anecdotal evidence:

Diversity goals in Legendary Workforce Database, but not described

Has a Diversity Month

Trust Team leaders encouraged to develop diverse teams

Limited evidence of a systematic method for ensuring that diversity is represented
	X
	
	
	
	a(2)


	--
	 
Feedback-Ready Opportunity for Improvement Comment 

	Item Ref
	

	X
	The applicant does not describe a systematic process for addressing periods of workforce growth, such as the growth experienced in acquiring the 213-person Widmark workforce in 2010. Such a process may help the applicant better integrate two workforce cultures, place associates in areas of need, and prepare for additional opportunities for mergers
	a(4)
	

	
	and acquisitions.
	In this “so‐what,” the examiner could have linked the OFI to the applicant’s strategic challenge of needing to “right‐ size” its workforce, as stated in the application, but instead chose to take a step back and provide more meaningful feedback by linking the OFI to the broader issues of integrating two workforce cultures and the implications for the applicant in the future.

	Notes
	


a(1) look for capability and capacity results for the ACCPP process in 7.3
a(2) OFI -could be significant in order for the organization to effectively capitalize on its strategic advantage of numerous opportunities for mergers and acquisitions
a(4) OFI -could be significant  given its strategic challenge of integrating the operations and workforce  of Widmark, and it could also impinge on the strategic advantage of numerous opportunities for mergers and acquisitions
Scoring
Score Range: 50-65%
Score Value: 55% 


Item Worksheet - Item 7.3
Workforce-Focused Outcomes
Relevant Key Factors


This sample reflects the thinking of a single examiner and should not necessarily be viewed as a “right” or “wrong” assessment of the applicant.

1.  Workforce profile: Applicant has 1,080 associates: 682 CSRs, 158 administrative staff, 157 professional staff, and
83 management staff; 92% of associates are full time, 8% are part time.
• Education: For CSRs and administrative and professional staff, 6% have graduate degrees, 22% have bachelor’s degrees, 53% have associate’s degrees, and 100% have a HS diploma; 78% of management staff have college degrees
• Gender: 68% female, 32% male; ethnicity: Caucasian 40%, African American 24%, Hispanic 26%, Native
American 3%, Asian American 7%
• No organized bargaining units
• Workforce increased by 18% with acquisition of Widmark Mortgage.
2.  Workforce engagement factors: Environment of empowerment (all), opportunity for career progression/promotion/career path (all), desire to serve customers (CSRs), opportunity to contribute to TNB/local community/state/profession (professional and management staff)
3.  Workforce satisfaction factors: Job security, resources and skills to succeed, competitive compensation and benefits, ability to work on teams (CSRs, admin. staff); physical safety and security (CSRs); schedule flexibility (CSRs, admin. staff, professional staff); ability to invest in career, challenging and rewarding work (professional and management staff)
4.  Comparative data sources: Baldrige Award recipients—service benchmarks; DemoGraph Surveys—Legendary Service metric; customer satisfaction/engagement—associate engagement survey; Financial Pulse magazine Best Places to Work Survey—associate satisfaction/engagement
5.  Regulatory requirements: Follow compliance with state and federal Occupational Safety and Health Administration
(OSHA) and Equal Employment Opportunity Commission (EEOC) requirements
Strengths
	Relevant
KF
	++
	Strength
	Evidence
	L
	T
	C
	I
	Item Ref.

	
	
	
	to 91%, professional staff from 83% to 88%, and administrative staff from 88% to 94%.

All segments (except professional staff) exceed benchmark performance from 2007 to 2010.

Aligned with success factor of engaged and highly satisfied workforce.
	
	
	
	
	

	1
	
	Results for measure of workforce capacity demonstrate favorable levels.
	Vacancy Rate (Figure 7.3-6) was <1% in 2009 and 0% in 2010, meeting the organization’s goal.
	X
	X
	
	
	a(1)


	++
	Feedback-Ready Strength Comment 

	 Item Ref 

	
	Results for measures and indicators of workforce health and safety show a beneficial trend and compare favorably with benchmarks. For example, in the last five years, the level of associate absenteeism has generally been less than half that of the industry average (Figure 7.3-7). Additionally, the organization’s OSHA TRR has consistently outperformed the OSHA

80th percentile for recordable cases (Figure 7.3-8).
	a(2)


Opportunities for Improvement

Concisely state the feedback in the first sentence of the comment. Provide additional key evidence, such as 1–2 examples of results. It is not necessary to include every bit of data you have noted. Focus the evidence on the most relevant evaluation factor(s) (e.g., levels, trends, comparisons, integration). Limit the length of the comment to 75 words or 500 characters of text.
	Relevant
KF
	--
	Opportunity for Improvement
	Evidence
	L
	T
	C
	I
	Item Ref.

	1
	
	Limited segmented data are provided in the workforce results presented.
	Data are not segmented for:

Associate Engagement (Figure 7.3-2) Training Hours per Associate per Year

(Figure 7.3-5)

Vacancy Rate (Figure 7.3-6) Absenteeism Rate (Figure 7.3-7) OSHA TRR (Figure 7.3-8)

Number of Workers’ Compensation Claims

(Figure 7.3-9)

Satisfaction with Training (Figure 7.3-3) segments out only former Widmark employees from applicant overall data.
	
	
	
	X
	a(3)

	1,2,3
	
	Results are missing for measures and indicators of workforce and leader development.
	Legendary Service is a  principal success factor for the organization (P.2-2)

Important customer relationship skills include service recovery and advanced communication

skills as well as CSR training, yet there are no indicators of development in these areas

.

Applicant indicates that associates identify learning needs as part of PMDP performance reviews (5.2c[2]); however, outcomes of training are not provided.
	X
	
	
	
	a(4)

	1,2,3
	
	The applicant has not provided results for appropriate workforce skills.
	Examples of appropriate workforce skills and development results not provided:

results for measures of LDS participation &

outcomes

learning outcomes related to cross-training associates’ ability to work on teams
	X
	
	
	
	a(1)



	Relevant
KF
	--
	Opportunity for Improvement
	Evidence
	L
	T
	C
	I
	Item Ref.

	
	
	
	associates’ ability to respond to transition issues

familiarity w/Widmark accounts

numbers of associates progressing in their careers as a result of education and training
	
	
	
	
	


	  -- 

	Feedback-Ready Opportunity for Improvement Comment 

	 Item Ref

	
	Results are missing for measures and indicators of workforce and leader development. For example, Legendary Service is listed as a principal success factor (P.2-2) for the organization, yet no results are provided for workforce development in this or other areas of customer relationship skill development, such as service recovery or advanced communication skills.
	a(4)


Notes
Scoring
Score Range: 30-45% Score Value: 35%
�
Strengths/OFIs should be placed in order of importance to the applicant.�
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3,4,5�
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Results for workforce health and safety demonstrate beneficial trends and compare favorably with benchmark comparisons.














Write a brief sentence to concisely tell the applicant the strength. This sentence may be used later as the basis of the 1st  sentence in a feedback‐


ready comment.�
Absenteeism Rate (Figure 7.3-7) widely surpasses industry average consistently from


2006 to 2010. In 2010, average 7 days away from job, compared with approximately 17 days as the


industry average.





OSHA TRR (Figure 7.3-8) improved from approximately 1.8 in 2006 to 1.4 in 2010, compared with the OSHA 80th percentile comparison of 1.5 in 2010.





Number of Workers’ Compensation Claims (Figure 7.3-9) was zero for 2009 and 2010, after ranging from 1 to 2 in 2006 through 2008 and outperforming the Baldrige recipient benchmark in all 5 years.





Associate Satisfaction with Security (Figure 7.3-


10) improved for all regions from 2007 to 2010, with all regions exceeding 95% satisfaction in


2010, compared with the DemoGraph 90th- percentile benchmark of 90% in 2010.�
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a(2)�
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1,2,3�
�



The applicant demonstrates beneficial current levels and trends for associate satisfaction in 3 of 4 workforce segments, with positive comparisons to the


DemoGraph 75th-percentile benchmark.�
Current levels for management and administrative staff are positive: 91% and 95% satisfaction, respectively (Figure 7.3-1).





Improving trends for 3 of 4 workforce segments from 2007 to 2010: management staff from 85%�
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