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Anne Warner - GSQC Executive Director
Senior Examiner, Baldrige National Quality Program

Cathy Frankel — Customer Service Manager, Northeast Delta Dental
Treasurer, Granite State Quality Council

Richard Tango-Lowy — Owner, Dancing Lion Chocolate
Unix Systems Administrator, Northeast Delta Dental



Tonight’s Agenda

The GSQC

Quality and Performance Excellence in the
“new” economy

An overview of Baldrige

Examples of how it has added value

Ask Questions (we like dialogue)
Dinner!



The Granite State Quality Council is a nonprofit organization with the mission to
inspire and assist New Hampshire organizations in the achievement of
Performance Excellence. We offer training and coaching, and administer the
state’s Baldrige-based Awards and Recognition Program.
info@gsqc.com (603) 223-1312 Www.gsgc.com

Our Corporate Sponsors:
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Granite State Quality Council Make Performance Excellence

PO Box 29
Manchester, New Hampshire 03105

www.gsqc.com (603) 223-1312 info@gsgc.com

Your Competitive Advantage




The Value of Baldrige in Today’s
Environment

“As we look to the future, the role of the quality professional and
organizational performance excellence criteria is to help
organizations face reality, think strategically, and implement
efficiently and effectively, with the customer and other key
stakeholders in mind. Success will not be defined by financial
data alone. Success will be driven by how well we accept and
address challenges of innovation, customer and employee
engagement, globalization, and societal responsibility.”

(Harry Hertz, Director, Baldrige National Quality Program)



(we repeat....)

Success (and sustainability) will be driven by
how well we accept and address challenges of

— Innovation

— customer engagement
— employee engagement
— Globalization

— societal responsibility



)
Four Priority Areas for the Future of

Quality and Performance Excellence*
* Emphasize strategic relevance and
contribution to long-term sustainability
 Connect with innovation
* Increase public awareness and brand value

 Use information technology and the
movement toward engagement technology
and tools

*|dentified in day-long ASQ-Baldrige National Quality
Program Future of Quality Dialogue — June 2009



Presenter
Presentation Notes
By day’s end, the group of leaders had identified four priority areas of focus for the future of quality and organizational performance excellence:

• Emphasize strategic relevance and contribution to long-term  sustainability. 

Ensure that performance excellence and quality systems stay relevant to organizations, and move them to long-term sustainability. Further, quality and organizational performance excellence should move from information technology to engagement technology for greater awareness, acceptance, relevance, and impact.

• Connect with innovation. 

In the current “age of innovation,” for business and society, the relationship between innovation and quality is unclear; it must be understood and leveraged.

• Increase public awareness and brand value. 

The need to boost public awareness significantly through branding quality and performance excellence exists. Creating a rock star or new guru of quality; promoting heroes and storytellers; taking advantage of social networking by individuals, public organizations, and communities; and other strategies will

give quality and performance excellence a public face. From consumers who understand the importance of quality having an impact through feedback loops and social media, to quality professionals engaging others outside the quality community, the “target audience” should “feel compelled to do something.”

• Use information technology and the movement toward engagement technology and tools. 

Involving the workforce and the customer, use information technology and the increasing popularity of engagement tools as multidirectional,

multiple sources of information and transferable knowledge. Share data and successful strategies and practices that change mindsets and behavior. Moving from information gathering to knowledge transfer and engagement should have an impact on behaviors.


The Criteria for

Performance Excellence:
Defines a comprehensive, integrated management system

The best practices of the . Tailored to Business, Health Care
most successful Value & and Education
organizations Sustainability
‘EUStlomefS — Business includes for profit
A quide and assessment SRy fAar- ;
9 .Stakeholders and not-for-profit
tool
Performance
Excellence
Improvement: Learning
«Effectiveness ¢ >  <Personal
*Capabilities *Organizational

- A non-prescriptive, scalable framework that ANY organization can use to
improve overall performance and grow its own level of excellence

- Performance Excellence leads to Organizational Sustainability
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Improves practices capabilities and results

Facilitates communication and sharing of best practices

A working tool to understand and manage performance

A guide for organizational planning 
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It Starts with Baldrige Core Values

High-Performing Organizations exhibit these behaviors

Visionary Leadership

Customer-Driven
Excellence

Organizational and
personal learning

Valuing workforce
members and partners

Agility
Focus on the Future

e Managing for
Innovation

e Management by Fact
e Societal Responsibility

— Impact of products/ operations

— Contribution to environmental,
social, and economic systems

e Focus on Results and
Creating Value

e Systems Perspective


Presenter
Presentation Notes
Cathy and Rich provide examples – focusing on the things highlighted



Cathy:

Customer-Driven excellent and link our customer satisfaction survey and feedback received by our customers that links nicely.  I was thinking about our Guarantee of Service Excellence program which gives our customers guarantees and pays an investment when we do not reach our goals. ��In valuing work force members and partners I can talk about our employee satisfaction and Focus Groups and the Blameless Error culture at NEDD. ��For Societal Responsibility I can talk about how we support community nonprofits (Friendly Kitchen, United Way, SPCA, etc.) and we are encouraged as individuals to support other organizations - such as the African Task Force, local sports groups, school organizations, etc. �



Rich: 

Organizational and Personal Learning – I can talk about NEDD's IS Knowledge Portal and how knowledge-sharing has allowed us to reduce bottlenecks and single points of failure.




It comes to life with the Questions
asked by the Criteria

Core Values
and Behaviors

/

f

i

i

e

Crganizationall Profille:
Enviranment, Relatianships, and Challen ges

1

arategic

‘.l"" Plaishisit E

|
Leadership

H_‘ 1

[ i D

Focus

=

U

e S

5
Wackbaroe
Fas

|

[
Piooess
Mamapement

=

T
Resualis

Measurement, Analysis, and Knowledge Mamagement

Page iv — Criteria for Performance Excellence




What is Important: Organizational Profile

Develop a common perspective of key things that influence your
organization’s operations and the key challenges it faces

e Description

— Environment

e Product offerings

Culture, mission, vision, values
Core competencies and relationship to mission
Workforce: profile, groups, factors of engagement
Major facilities, technologies, and equipment
e Regulatory environment

— Relationships
e Governance structure

e Key customer/stakeholder groups and market segments
e Key suppliers, partners, and collaborators




J5F. DANCING LION CHOCOLATE

Building Relationships

GREEN
GOODS

L]
Ll = J
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& DANTA CHOCOLATE
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Rich

The importance of relationships with vendors, suppliers, customers, organizations.

Give & take: How helping my partners helps me

  Extend my reach

  Work smarter

  Make better  use of my limited time and energy.



Examples:

I'm one of the few U.S. Suppliers of one of the best chocolates in the world – Danta. (I  help him grow and give them good press.)

Debbie at RGG is quick with suggestions for product development and improvement. (I send her business and contribute to her products.)

Marylou at DesignWares gets me into the wedding space. (I expand her capabilities.)

Pam introduces me to folks worldwide. (I help new students on her forums).






NEDD Organizational
Northeast Delta Dental PrOflle

e Dental insurance company.

e We design, market, underwrite, and administer dental programs to
businesses of all sizes, and we have an individual product.

 Network of 39 independent organizations conducting business in 50
states, District of Columbia and Puerto Rico

e Member of Delta Dental Plans Association

* Not-for-profit organization — 501(c) (4)

e Qur territory: Maine, New Hampshire and Vermont.
e Corporate headquarters: Concord, New Hampshire

e 184 employees

e Sales offices: Saco, Maine and Burlington, Vermont.
 Close to 700,000 covered lives.



Organizational Profile

(continued)

e Situation

— Competitive Environment
e Position, relative size/growth, competitors
e Factors of success vs. competitors
e Available sources of comparative data

— Strategic Context

e Business, operational, and human resource strategic
challenges and advantages (associated with organizational
sustainability)

— Performance Improvement System

* Processes for evaluation, organizational learning, and
innovation



FedF. DANCING LION CHOCOLATE

Baldrige as Business Plan

Plans are
worthless, but
planning Is
everything.

Dwight D. Eisenhower
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Baldrige as Business Plan

Who am | and what's
important to me?
/ Long and \
. How can
/ v short term . \

How wlll l foma
un

! . but
thin . s? . " enough?
e PPY How to )
[ people get things |

who buy done
'*r.\

How am | doing? How do | know?
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Leadership B o"
Focuses on Senior Leaders’ personal actions to guide and sustain the
organization as well as the organization’s governance and legal, ethical, and

\_ societal responsibilities. )

[HI]

e Setting and deploying the Vision and Values throughout the
organization & to stakeholders

* Promoting an environment of legal and ethical behavior

e Creating a sustainable organization and using performance
measures for continuous improvement

e Communication with, and engagement of the entire workforce
 Accountable and transparent governance

 Consideration of Societal Responsibilities in strategy and daily
operations

e Active support and strengthening of key communities



Northeast Delta

Northeast Delta Dental Dental’s Key Steps

© N O U s e

Start with a Vision

Information System to boost accuracy, speed, productivity
Continue focus on mission and vision

Guarantee of Service Excellence

Build employee involvement and satisfaction/training
Demonstrate commitment to dental health mission

Use assessments to guide improvement plans
Communications Plan



We are committed to:
Healthy Food,
Healthy People,
Healthy Planet,

and Healthy Business

Healthy Food: We will craft and offer the most delicious and nourishing organic yogurts and
dairy products.

Healthy People: We will enhance the health and well-being of our consumers and colleagues.

Healthy Planet: We will help protect and restore the planet, and promote the viability of
family farms.

Healthy Business: We will prove that healthy profits and a healthy planet are not in conflict,
and that in fact dedication to health and sustainability enhances shareholder value. We believe
that business must lead the way to a more sustainable future.
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Soaal Responsibility
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Social Responsibility




\

'Er
==
'|I|'

Strategic Planning

Focus on development of, deployment of, and any needed change to

strategic objectives and action plans as well as measurement of progress.

J

Use of a planning process that incorporates all internal and external
(key) factors impacting the organization

— Core competencies, strategic challenges and advantages, SWOT

— Customer, market, technology, competitive, and regulatory
input/foresight (as appropriate)

— Capability and capacity to execute

Development of key objectives and resulting goals
— Address key factors from above — including core competencies
— Balance a long- and short-term focus
— Address opportunities for innovation
— Balance the needs of all stakeholders

DGVE'Op, Deploy, and MOdIfy Action Plans (including key partners and suppliers)

Develop and use key measures that track effectiveness and
achievement of action plans



o DANCING LION CHOCOLATE

SWOT?

STRENGTHS WEAKNESSES

OPPORTUNITIES THREATS
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Planning

Strengths:

  Focus, passion, expertise, experience, extraordinary product



Weaknesses:

  Organizational, just me (no one to fall back on or bounce ideas against)



Opportunities:

  Trends show customers are demanding more for their money: 

    Better, healthier, higher-quality, more local, more sustainable products.

    Artisan chocolate is one of the few industries that does well during tough times.



Threats:

   The two greatest threats to any small-entrepeneur: limited time and limited funds.



Using my tools well, planning well, efficient processes up my odds.


( pr—— \
Customer Focus e

Engage customers for long-term success through a customer-focused culture
and using the voice of the customer to improve and innovate

\ J

e |dentify and innovate product offerings that meet
requirements and exceed expectations

 Define and implement mechanisms that make it easy for
customers to do business with you

e Build and reinforce a culture that creates a positive customer
experience and builds relationships

e Solicit actionable information from customers on

— Products and support
— Satisfaction, dissatisfaction, and engagement

e Use customer information to improve, innovate, and plan



What do you do to keep your
customers on top?




Subscribers
Dentists and the office staff

Who Is Your Customer?

Producers

Emp
Venc

Emp
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What’s Important to the Customer?

Vision: To be the premier dental benefits
provider.

Values
Teamwork
Quality
Integrity

Communication



(|

What’s Important tostion.
to the Customer? Yoo oar
\_help!

30

25

20

Average Speed of Answer in Seconds

2003 2004 2005 2006 2007 2008

Year

Average Speed of Answer In Seconds =———Goal



How do you know your customers love you?
Great Job!
Thank you!

Figure 7.2-11 Participating Dentists and Staff Comparing
NEDD to the Best Other Insurance Company Known

t Better

It Shows in
Your
Numbers

=
—
—
&
o0

2003 2004 2005 2006 2007
M Dentists B Purchasers M Subscribers
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4 Measurement, Analysis, and Knowledge Management h

Select, gather, analyze, manage, and improve data, information, and
knowledge to review and improve performance =

Select, collect, align, and integrate data and information for
analysis, review, and improvement of performance at all
levels

— Daily and overall performance
— Strategic objectives and action plans

Utilize comparative data for decision making and innovation
Share organizational knowledge as appropriate

— Strategic planning; best practices

Ensure information and technology security, reliability,
usability

— Information and knowledge

— Technology and systems



DANCING LION CHOCOLATE

Facts Lead to Results

TANSTAAFL
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Management by fact; focus on results and creating value

THERE AIN'T NO SUCH THING AS A FREE LUNCH.

Everything I do is critical; there's no room for waste and nothing comes without a cost.



1. Create value: what is my value to my customers?

They are buying sheer emotional happiness. All of my skill and experience go toward delivering this to them.



2.  Focus on results: what am I trying to accomplish?

Short term—build customer and financial capital in a sustainable fashion.

Long term—make a solid living as one of the most respected chocolatiers in the world. (By whom? Customers, Stakeholders, Employees, Other chocolatiers)



3. Management by fact: what do I measure?

Cashflow, customer satisfaction, number of return customers, number of referrals.








Workforce Focus EEE

Build a high performance workforce with the capability and capacity to
achieve the mission, strategy, and action plans

J

Foster a culture of open communication; encourage diverse
ideas and thinking

Ensure that the performance management system supports
high performance work and workforce engagement

Develop the workforce to achieve their goals and the
organization's strategic objectives (improvement & innovation)

Recruit, hire, place, and retain a diverse workforce that
capitalizes on culture and core competencies

Create a workforce climate that is healthy, safe, and secure



Importance of Employees

Northeast Delta Dental




Engaged Employees

Figure 7.4-2 Communication: Employees who “agree that
they get sufficient information to do their jobs effectively.”

86%

2000 2002 2004 2006 2008
u DDP ENEDD B SAS Norm

Figure 7.4-3 Teamwork: Employees who “agree that their
work unit works together as a team.”

85% 90% Ahy

2000 2002 2004 20086 2008

E DDP ENEDD HSAS Norm
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Process Management e
Design and manage work systems and key processes to deliver customer
\ value and achieve sustained organization success )

 Build and innovate work systems and key processes
to capitalize on core competencies

 Desigh and manage key work processes to deliver
customer value and short/long-term organizational

SUCCessS
— Meet key requirements, increase efficiency, reduce costs

— Use measures to control and improve
— Share best practices and lessons learned

34
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Being More Than Just Me
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How well are we doing: Results =ZER

Examine outputs and outcomes in all key areas to understand areas of
\_ strength and target key improvements

 Understand key levels, trends, and
comparisons in the following areas:
— Products
— Customer-Focus
— Financial and Market
— Workforce-Focus
— Process Effectiveness
— Leadership



DANCING LION CHOCOLATE

The Whol Pod
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Rich adds:

The categories are the beans, but they're not the whole pod.

You have to look yourself systemically and you have to look at continuously improving every component.



How to the categories interact and how do your processes span categories?



How do you continually improve every process without overwhelming yourself or your organization?


Numbers Speak

Northeast Delta Dental Historic Revenue

5300,000,000
5250,000,000
5200,000,000 -
5150,000,000 -

5100,000,000 -

Revenue in Dollars

550,000,000 -

50 +—# ¥ ¥ ¥ ¥ ¥ & ¥ * + » g . 4 +
1995 1996 1997 1998 1999 2000 2001 2002 2003 2004 2005 2006 2007 2008

=—p=—"ear == Revenus Year



How is it used?
Three Basic Questions

Organizational

What's important? ’
Profile

HOW IS It AONE@? - ooermeseemseemeeemieeeesseesseeeeseeesseees e Process

How well are you doing? Results
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It's Used in Cycles
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Mayan glyphs for cacao: the heart of my business.

Quetzlecoatl as Ouroboros: The Aztec symbol for the cyclic continuity of life.



Baldrige is a cyclic process. 



For me: 

  short term cycle (building resources)

  medium term cycle (building reputation)

  long term cycle (building growth)








Northeast Delta Dental’s Key
Points

It is all interconnected:

Culture, vision, values, behaviors, measures,
scorecards, culture, vision,

What’s important?

Listen to the Customer
Pt

Do it well:
Leadership
Hiring - Happy employees = happy customers

Measure what? Find the metrics, measure, set goals
and benchmark



The Three Criteria Versions

2009=2010  iies s contry rrgram, SA A
Criteria for

Performance
Excellence

Fes

r“i"" T
bl h N

Primary Qutcomes:
*Product

Core Values:
*Customer-Focused
Excellence

*Societal Responsibility

2009-2010 s bnimst oty 2w e |

Education
Criteria for
Performance
Excellence

Primary Outcomes:
«Student Learning

Core Values:
sLearning-Centered
Education

*Societal Responsibility

R A

Health Care
Criteria for
Performance
Excellence

leadership

Primary Outcomes:
Health Care

Core Values:
ePatient-Focused
Excellence

*Societal Responsibility &
Community Health
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In Summary

Success (and sustainability) will be driven by
how well we accept and address challenges of

— Innovation

— customer engagement
— employee engagement
— Globalization

— societal responsibility



Final Thought

The Baldrige Criteria for Performance Excellence are
about winning. Winning in your marketplace with a
high-performing, high-integrity, ethical organization.

They d
Imp

0 not guarantee success, but diligent
ementation minimizes risks and engages the

WOor

kforce with the right types of tools at the right

time.

** Paraphrased from Harry Hertz, Director of the Baldrige National Quality Program
and 2000 Baldrige Award Winner OMI



How can the GSQC support you?

e Qur offer:

— We will send you editable version of Organizational
Profile Questions

— Return your answers and we will provide feedback

e Other Services:

— Training & Coaching: Strategic Planning, Customers
First!, Process Efficiency, Change Management

— Web and facilitated assessments aligned with
recognition process

— Networking



Thank You!

Make Performance Excellence

Granite State Quality Council

WWW.gsgc.com
(603) 223-1312

info@gsqc.com

Your Competitive Advantage

Guidance Assessment

Recognition

46



Upcoming Events

October 7: Driving Process Improvement (Amanda Grappone Osmer, Grappone
Collision Center)

November 9: Reducing Costs with Knowledge (Richard Tango-Lowy, Northeast
Delta Dental and Dancing Lion Chocolates)

Examiner Training

— September 29 (in-person) or October 1 (web): Full day webinar to introduce participants to the
Baldrige Criteria and how to evaluate the case study. Participants will receive their initial
assignment for the case study.

— October 27 or 28: Half-day webinar to review the assignment, answer questions, and provide the
final assignment.

— November 16: Full day in-person session for all participants to work together and solidify
learning. This workshop will be held in White River Junction, VT.

— Cost: (much less than an MBA course!)
$195 for participants who commit to the full examiner process

$675 for those who want the training without further commitment to the awards evaluation.

Join our Mailing list for upcoming events and information
Join the “Granite State Quality Council” group on Linkedﬁ®
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