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In 1998, Congress expanded the scope of the 
Malcolm Baldrige National Quality Award, 
authorizing the health care and the education 

sectors. The Baldrige Performance Excellence 
Program then adapted the Criteria for Performance 
Excellence (now called the Baldrige Excellence 
Framework), developing a health care-specific 
version of the Framework. The American Hospital 

Association has supported the effort as the lead 
sponsor of the Health Care Framework for both the 
2015-2016 revision, and the 2017-2018 revision.

As of 2016, a total of 22 health care organizations 
had received the national quality award, with two 
more named for 2017. Hundreds more have been 
recognized for their role-model performance in their 

Baldrige Impact in Health Care:
#BaldrigeSavesLives

HEALTH CARE IMPACT

“Using the Baldrige Criteria really got us to concentrate on three basic things: a focus, a framework, and 
discipline. As the Baldrige Criteria were implemented, a series of stunning performance improvements 
ensued.” – Sr. Mary Jean Ryan, Chair of the Board, SSM Health Care



2017 Baldrige Foundation Journal of Performance Excellence   |  87

respective state-based programs and nationwide 
through a number of Baldrige-based health care 
quality award programs.

Baldrige is adaptable and applicable in many different 
settings, including across the health care spectrum. 
Each hospital and hospital system has its own unique 
set of needs and goals, determined in part by location, 
demographics, and a variety of other factors. Whether 
an organization is involved in ambulatory service, 
health maintenance, long-term care, or another health 
care service, the Baldrige Excellence Framework is a 
valuable tool for measuring performance and leading 
organizations of all sizes and levels of complexity in an 
uncertain environment.

The Baldrige Framework is such a powerful tool for 
leading health care organizations that the President’s 
Council of Advisors on Science and Technology 
recommended that the Department of Commerce and 
the Department of Health and Human Services build 
on the Baldrige Award to help bring down the cost and 
improve the quality of health care across the United 
States.

We now have more than 15 years of experience 
with Baldrige in the health care sector, and there 
is overwhelming evidence that Baldrige makes a 
significant, positive impact on the provision of quality 
health care. 

The improvements reported by the individual award-
winning organizations are impressive, spanning 
patient morbidity and mortality outcomes to cost and 
process efficiencies to medical and support staff and 
patient and family satisfaction. Some of the life-
saving improvements in clinical outcomes include the 
following:

•	Advocate Good Samaritan Hospital’s risk-adjusted 
mortality decreased from 0.73 in 2004 to 0.25 in 
2010.

•	Memorial Hermann Sugar Land ranks among 
the top 10 percent of hospitals nationally for its 
performance on measures of emergency center 
arrival-to-discharge time, compliance with 
regulations to reduce medication errors, bed 
turnaround times, radiology and laboratory result 
turnaround times, and the use of computerized 
physician order entry. The hospital’s readmission 

rates for patients treated for acute myocardial 
infarction, congestive heart failure, and pneumonia 
were lower than those of hospitals nationwide, 
according to data from the Centers for Medicare 
and Medicaid Services.

•	According to the Institute for Healthcare 
Improvement, Henry Ford Health System’s 
evidence-based global harm campaign is a 
national best practice. From 2008 through 2011, 
the campaign led to a 31 percent reduction in harm 
events.

•	Schneck Medical Center has maintained rates of 
hospital-acquired infections at or below 1 percent 
since 2008, and no patient has acquired ventilator-
associated pneumonia since 2009.

•	Atlanticare Regional Medical Center achieved 
Centers for Medicare and Medicaid Services top 
10 percent performance in 2008 for patient care 
measures related to congestive heart failure, acute 
myocardial infarction, and pneumonia.

More than the year-over-year performance 
improvement of health care organizations as they 

“I retired at the end of 2009, after 25 years as CEO 
of Heartland Health, with the knowledge and belief 
that any organization that adopts and implements 
fully the Baldrige Framework as its management 
model will ultimately rise to levels of performance 
excellence exceeding all their expectations.” – Lowell 
Kruse, Former CEO, Heartland Health
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pursue their Baldrige journey, broader studies 
comparing Baldrige-based health care organizations 
with peer organizations that have not adopted 
the Baldrige Framework, show that Baldrige 
organizations significantly outperform their non-
Baldrige peers.

According to Thomson Reuters, hospitals using the 
Baldrige Criteria were 6 times more likely to be in the 
top 100 hospitals and outperformed non-Baldrige 
hospitals in the following:

•	Risk-adjusted mortality index
•	Risk-adjusted complications index
•	Patient safety index
•	CMS core measures score
•	Severity-adjusted average length of stay
•	Adjusted operating profit margin

A study by Ronald Schulingkamp and John Latham 
compared Baldrige Award winning hospitals with 
non-Baldrige hospitals across 39 process of care, 
patient satisfaction, and outcomes of care metrics, 
and concluded that, “Although not all measures 
were statistically significant, Baldrige Award recipient 
hospitals had higher mean values representing higher 
performance than non-Baldrige Award recipient 
hospitals in 37 of the 39 (95 percent) study measures.

Substantial data from case studies and comparative 
analyses shows that health care organizations 
improve their performance by adopting the Baldrige 
Excellence Framework for Health Care, and that they 
become significantly better performers than peer 
organizations that have not adopted Baldrige. The 
data proves that #BaldrigeSavesLives.

HEALTH CARE IMPACT

“In my heart I believe that because 
we applied the Baldrige Criteria, 
there are people alive today who 
would not have been had we not 
been so committed to the Baldrige 
process.” – Rulon Stacey, Former 
CEO, Poudre Valley Health System

“The Charleston Area Medical Center Health System is a better 
organization today because we made the choice to use the Baldrige 
Criteria as a guiding framework for quality improvement. This 
performance improvement framework helps us to achieve our 
mission of ‘striving to provide the best health care to every patient 
every day.” – Dr. Glenn Crotty, Jr., Executive Vice President and 
Chief Operating Officer, Charleston Area Medical Center

“The health care industry has increasingly relied on the Baldrige Criteria as a key means to improve patient 
care and organizational performance. As we navigate health care’s changing landscape the Baldrige 
framework will continue to be a vital resource.” – Deborah J. Bowen, President and CEO, American College 
of Healthcare Executives
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Three of the questions in the 
Senior Leadership item in the 
Baldrige Excellence Builder 

(www.nist.gov/baldrige/products-
services/baldrige-excellence-builder) 
are: 1. How do senior leaders set 
your organization’s vision?; 2. 
How do senior leaders create a 
focus on action that will achieve 
the organization’s mission?; and 
3. How do senior leaders create 
an environment for success 
now and in the future? The last 
question includes considerations 
of organizational and personal 
learning and innovation.

I do not believe any leader can do 
justice to these important questions 
without devoting time to reflection, 
contemplative thinking, and 
challenging basic organizational 
and personal assumptions. The 
time many leaders spend in reactive 
thinking, firefighting, and solving 
problems does not substitute for 
reflection and “future” thought. 
Frequently fires and problems 
can and should be delegated to 
those with direct responsibility. And 
frequently, those issues become an 
excuse for having no time for the 
more important strategic thinking.

It is well known among Baldrige 
Performance Excellence Program 
staff that as Director I used my grass 
mowing time each week (a four-
hour riding mower experience) as 
my time to reflect and do “future-
thinking.” There was a running 
joke where I would be asked on 
Monday mornings if I had mowed 
over the weekend and then people 
would wait for my new ideas, 

hair-brained or otherwise. The first 
thoughts about a Baldrige Executive 
Fellows Program (www.nist.gov/
baldrige/products-services/baldrige-
executive-fellows-program) was a 
result of mowing and contemplating 
how we could attract senior leaders 
who don’t know about Baldrige 
to the opportunities the Baldrige 
Framework and community can 
offer their organization’s journey 
to excellence. The idea started with 
blowing up the boundary condition 
that our education mission was 
restricted to training examiners 
and sharing best practices through 
writing and conferences.

According to Reeves, Torres, and 
Hassan in a recent HBR blog 
(https://hbr.org/2017/09/how-to-
regain-the-lost-art-of-reflection), 
Albert Einstein came up with his 
theory of relativity while riding his 
bicycle and Warren Buffett reads for 
six hours a day to inform himself. 
They state that, “reflective thinking 
(slow and deliberate) and reactive 
thinking (fast and instinctual) 
effectively exist at opposite ends of 
a switch.” Only one process can be 
on at any given time. As with others 
who have written on the topic, 
they conclude that a leader needs 
to schedule unstructured thinking 
time. Yana Kakar, Global Managing 
Partner of Dalberg reserves 3 two-
hour blocks of time each week 
for reflective thinking. She states, 
“Thinking is the only thing you can’t 
outsource as a leader.”

Scott Eblin in a recent Government 
Executive blog (www.govexec.com/
excellence/executive-coach/2017/

10/five-ways-create-space-think/
141745) states that there are five 
steps to creating time for reflective 
thinking:
1.	Commit to a topic
2.	Block some time
3.	Go somewhere else
4.	Immerse yourself
5.	Take notes to document your 

thoughts and add to them as 
ideas occur

Here is my approach to reflective 
thinking that has helped me over the 
years:
1.	Define the problem or 

opportunity you want to explore
2.	Ask 5 why’s (https://en.wikipedia.

org/wiki/5_Whys) to make sure 
you are addressing the problem 
or opportunity at its root.

3.	Define existing boundary 
conditions that might be limiting 
or defining current approaches 
or that might be framing your 
current thinking

4.	Blow up those boundary 
conditions and consider new 
approaches; think outside 
the domain of current norms, 
industry sector, customers….

5.	Accumulate random ideas
6.	Sort and prioritize, if appropriate/

needed
7.	Let it rest for a day
8.	Revisit the ideas with “refreshed 

eyes”
9.	Share the idea and let colleagues 

build on it

Do you make time for reflective 
thinking? How do you avoid 
distractions? What is your process 
for reflective thinking? Please share 
your thoughts!

A Time to Think
by Harry Hertz, Baldrige Performance Excellence Program, 
National Institute of Standards and Technology

BLOGRIGE  The Official Baldrige Blog
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Just as in the health care sector, Congressional 
action to establish the Malcolm Baldrige National 
Quality Award in the Education sector in 1998 

resulted in the Baldrige Performance Excellence 
Program (BPEP) developing an education-specific 
version of the Baldrige Excellence Framework. 
Beyond Feedback, a Foundation partner organization 
that offers Baldrige-based customer and employee 
feedback assessments, is the lead sponsor of the 2017-
2018 revision.

The adaptability of the Baldrige Framework is evident in 
the education sector as a wide variety of organizations 
have used Baldrige to achieve success. Through 2016, 
a total of eleven education organizations have received 
the National Quality Award. Of those, eight are K-12 
school systems and three are in higher education, 
demonstrating that Baldrige can be scaled to many 
different-sized organizations. The school systems are 
from all parts of the country and are of different sizes 
with widely varying student demographics. 

Baldrige works in all of these varied circumstances.
The true power of Baldrige for education is its focus 
on the systems level. Jeffrey Lucas, former Deputy 
Director of BPEP, makes the argument that many of the 
performance measurement systems used in education 
focus on student achievement data to the exclusion of 
measuring things that could truly innovate education 
to the betterment of students. “While the improvement 
of student learning must remain at the core of what 
education systems are about, achievement data alone 
are not sufficient to drive the types of performance 
improvements required and do not acknowledge that 
schools and districts are in fact complex systems.”

The importance of this thinking becomes apparent when 
one examines the experience of Baldrige Award winning 
school systems. Schools, administrators, and teachers 
are balancing multiple, often competing factors, that 
leave schools with inadequate resources, teachers with 
not enough time, and students with difficulty focusing 
on learning. As a systems-level tool, Baldrige can help 
school systems align their processes and smooth over 
many of those seeming conflicting factors. 

With its focus on the student, teachers, staff, and 
families as the customers, Baldrige also helps school 
systems recognize where frustrations may rise and 
satisfaction be diminished. Baldrige helps schools 
spend their limited resources and time on the things 
that really make a difference, which is why the data 
show that Baldrige schools improve education and 
change the lives of their students and families, often 
without any increase in budgets.

•	Charter School of San Diego (CSSD) serves an at-
risk student population with students on average 
2-3 grade levels behind their peers in language 
arts and 3-4 grade levels in math achievement. Yet 
CSSD’s dropout rate of 2.4 percent outperformed 
the county-wide rate of 2.7 percent in 2013 and 
3.1 percent in 2014.

Baldrige Impact in Education:
#BaldrigeChangesLives

EDUCATION IMPACT

“It is a privilege to accept the Baldrige Award on 
behalf of Monfort College’s faculty, staff, students, 
alumni, and friends. We are here because of their 
continued commitment to performance excellence 
and investment in the approach of viewing 
yesterday’s performance as an opportunity for a 
better tomorrow.” – Joe F. Alexander, Dean, Kenneth 
W. Monfort College of Business 

“America’s economic future—the health of our 
children and our grandchildren, the defense of those 
American values that we support—is dependent upon 
all kids in every neighborhood, urban or rural. We 
are committed to that, and Baldrige has helped us on 
our journey.” – Mary Searcy Bixby, Founder, President, 
and CEO, Charter School of San Diego

“I believe the Baldrige Criteria for Performance 
Excellence can strategically position colleges and 
universities to be the very best in educating students 
to lead world-class innovation and advancement 
in science, engineering, and mathematics.” – Dr. 
Kathryn Eggleston, President, Richland College
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•	CSSD maintained overall student and parent satisfaction 
levels of close to 100 percent for 2010-2015.

•	Despite having one of the most rigorous graduation 
requirements in the state, Pewaukee School District 
achieved a 97.4 percent graduation rate in 2013 and 
had a higher rate in 2009-2012 than any other county 
district.

•	Montgomery County Public Schools (MCPS) achieved the 
highest graduation rate of any large school district in the 
nation in 2008 and 2009.

•	MCPS narrowed the achievement gap between 
Caucasian and African American students by 13 
percentage points from 2006 to 2010.

•	Iredell-Statesville Schools improved its academic 
composite ranking from 55th to 9th in North Carolina; 
increased its graduation rate from 61 percent to 81 
percent (11th in the state); achieved higher average 
SAT scores than the average score in peer districts, the 
state as a whole, and for the nation; while remaining 
107th out of 115 school districts in North Carolina in 
expenditures per pupil.

•	The dropout rate for Jenks Public Schools dropped from 
6.3 percent in 1994 to 1.2 percent in 2004.

In higher education:
•	The number of students completing the core curriculum 

at Richland College, preparing them to transfer to a 
four-year institution, more than tripled from 2002 to 
2005.

•	Student performance on nationally-administered exit 
exams at Kenneth W. Monfort School of Business 
exceeded the national average and reached the top 10 
percent in 2003-2004.

•	From 1996 to 2001, the job placement rate for 
graduates of the University of Wisconsin-Stout was at or 
above 98 percent.

All of these colleges, schools, and school districts 
achieved these dramatic improvements while managing 
stagnant budgets and cuts in education funding. This is 
clear evidence that #BaldrigeChangesLives.

Potterfield Foundation 
Pledges $1 Million 
for Baldrige-Winning 
Missouri School District
Baldrige Foundation President and CEO Al Faber 
likes to say that Larry Potterfield runs the most 
Baldrige organization in America. His adoption 
and execution of the Baldrige Framework as a 
leadership and management tool has paid great 
dividends. Over the past 11 years, the company 
has been one of the fastest growing in its industry, 
sustaining a 43.8 percent average annual 
growth rate in net income and a 21.3 percent 
average annual growth rate in gross sales. These 
dramatically exceed the national benchmarks of 4 
percent and 6.9 percent, respectively.

It has also resulted in MidwayUSA receiving the 
Malcolm Baldrige National Quality Award for the 
Small Business sector in 2009 and 2015.

Larry Potterfield not only adopted the Baldrige 
Framework in his own organization, he is a vocal 
advocate for Baldrige in all organizations and 
all sectors of the economy. So sure is he of the 
great value of Baldrige, he and his wife, Brenda, 
through the Potterfield Foundation, have donated 
$1 million to be given to the first Missouri school 
district to receive the Baldrige National Quality 
Award.

Larry Potterfield, Founder and CEO of MidwayUSA, 
shown here accepting his company’s second Baldrige 
Award, April 2016. 

“We have dedicated ourselves to being systematic in the 
use of the Baldrige continuous improvement process, 
and we have seen student achievement go up in ways 
that we never thought imaginable. We’ve become more 
efficient and more effective. And these successes aren’t 
just figures and statistics; they do change lives. And 
in the process, we’ve become an innovative force in 
education.” – Joann Sternke, Superintendent, Pewaukee 
School District
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In an online Harvard Business Review article (https://
hbr.org/2017/01/if-employees-dont-trust-you-
its-up-to-you-to-fix-it?) this month, Sue Bingham, 

an expert on creating high-performing workplaces, 
addresses a growing concern among business 
leaders today that employees don’t trust their 
organizations. She then describes four practices to 
build employee trust.

Those who have already read the latest edition (2017–
2018) of the Baldrige Excellence Framework (www.
nist.gov/baldrige/publications/baldrige-excellence-
framework) will see that Bingham’s four tips align 
with the Baldrige Criteria for Performance Excellence 
(part of the framework). Following are examples of the 
connections.
 
1. “Hire for Trust.”
In elaborating on this guidance, Bingham cautions, 
“Don’t assume that technical skills and knowledge 
trump character.”

The workforce-focused section of the Baldrige Criteria 
(known as category 5) begins with this assessment 
question as a basic requirement: How do you build 
an effective and supportive workforce environment? 
An organization being evaluated against the Baldrige 
Criteria is expected to describe systematic processes 
in response to that question and to the more specific 
question How do you recruit, hire, place, and retain 
new workforce members? Baldrige evaluation factors 
include whether (and the degree to which) an 
organization’s process is deployed, improved, and 
integrated. In regard to hiring practices, organizations 
scoring high in this area of a Baldrige assessment 
often describe hiring processes that use behavioral-
based and team interview practices, among others 
(though the Criteria do not prescribe particular 
approaches), as means to aligning hiring outcomes 
with the organization’s identified values and related 
organizational culture.

In her HBR article, Bingham makes clear that in high-
performing organizations, trust is a key part of the 

Building Employee Trust: Tips Validated by 
the Baldrige Excellence Framework
by Christine Schaefer, Baldrige Performance Excellence Program, 
National Institute of Standards and Technology

BLOGRIGE  The Official Baldrige Blog
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culture. Also emphasizing the importance of the values 
that define the organizational culture, the leadership 
section (category 1) of the Baldrige Criteria begins with 
questions that ask leaders how they set and deploy the 
organization’s vision and values. 
 
2. “Make Positive Assumptions about People.”
Bingham points out that negative assumptions by 
leaders about employees lead to micromanaging, 
which conveys distrust. She counsels leaders to “give 
challenging assignments with the clear and confident 
belief that your expectations will be met” and also 
recommends that they “promote transparency.”

In the “Workforce Engagement” section (item 5.2), the 
Criteria ask about fostering an organizational culture 
characterized by open communication. The Criteria 
also ask, How do you empower your workforce?, 
stressing that leaders should give people the authority 
and responsibility to make decisions and take actions. 
When this happens, decisions are made closest to 
the front line, by people who have knowledge and 
understanding related to the work to be done.

At a more fundamental level, the 11 core values and 
concepts of the Baldrige framework (and Criteria) 
include visionary leadership, valuing people, and 
ethics and transparency. In describing the valuing 
people concept, the Baldrige Excellence Framework 
booklet states (on page 41 of the 2017–2018 
edition), “Valuing the people in your workforce means 
committing to their engagement, development, and 
well-being.”

In addition, in describing visionary leadership, 
the Baldrige Excellence Framework booklet states 
(on page 40 in the 2017–2018 edition), “Senior 
leaders should serve as role models through their 
ethical behavior and their personal involvement in 
planning, providing a supportive environment for 
innovation, communicating, coaching and motivating 
the workforce, developing future leaders, reviewing 
organizational performance, and recognizing 
workforce members.”
 
3. “Treat Employees Fairly, Not Equally.”
According to Bingham, a disciplinary policy that treats 
everyone the same “strips people of their individuality 
and unique abilities to contribute.” She advocates 
that leaders instead have supportive discussions with 

individual employees when there are concerns about 
performance, given that being treated with respect and 
support can make people feel safe enough to accept 
responsibility and motivate them to determine solutions 
to effectively address their problems.

Again, in describing the valuing people concept, 
the Baldrige Excellence Framework booklet states 
(on page 41 of the 2017–2018 edition), “Valuing 
the people in your workforce means committing to 
their engagement, development, and well-being. 
Increasingly, this may involve offering flexible work 
practices that are tailored to varying workplace and 
life needs. Major challenges in valuing your workforce 
members include demonstrating your leaders’ 
commitment to their success, providing motivation and 
recognition that go beyond the regular compensation 
system …”
 
4. “Create a Zero-Tolerance Policy for 
Deceitfulness.”
Bingham states, “High-performance companies value 
trust so much that they implement and enforce zero-
tolerance policies for betraying it.” Of course, to build 
trust leaders must be held accountable to the same 
values and policies.

The Baldrige Criteria requirements in the leadership 
section (category 1) emphasize leaders’ personal 
actions reflecting the organization’s values and legal 
and ethical behavior. In the “Senior Leadership” 
section (item 1.1), Criteria questions include these: 
How do senior leaders’ personal actions reflect a 
commitment to [the organization’s] values? How do 
senior leaders’ actions demonstrate their commitment 
to legal and ethical behavior? What’s more, the 
Baldrige framework booklet’s description of visionary 
leadership states, “As role models, [senior leaders] 
can reinforce ethics, values, and expectations while 
building leadership, commitment, and initiative 
throughout your organization.”

I’ve drawn out but a few of the ways the Baldrige 
framework aligns with Bingham’s expert guidance on 
building trust with employees. But from this sampling 
of material, I hope it’s clear that using the Baldrige 
framework to lead and manage an organization will 
put one on the right track to cultivating employee trust 
and high performance.
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What is it that causes any one of us to step across the line and commit 
to a significant undertaking or a new way of doing things?  To say, 
“Yes, we’re going to do this!” In all successful organizations, it takes 

leadership conviction to set the course. That requires a leap of faith, but it’s a 
leap made easier by confidence in the capabilities of the organization.  And 
it takes one more thing: knowing with certainty you have a solid framework 
for action.  The management framework I used to achieve world-class results 
in not one but two businesses was the Baldrige Criteria for Performance 
Excellence. 

It has been said that a leader has the loneliest job. Today’s businesses and 
organizations are beset by a multitude of problems and issues, many without 
easy or obvious solutions which the leader must solve. Most of us “lonely” 
leaders draw on our experience and the capabilities of our staff to solve the 
problems. We fight our day-to-day fires. We hope our strategic planning will 
help us steer our organizations toward a healthy, sustainable future. But we 
never are quite sure if our plans are up to our challenges or how to convert 
plans to integrated organizational action.

We know what keeps us up at night, the things that can wound or even kill 
our businesses, like demands for higher productivity, and skyrocketing energy 
and health care costs.  And we have some tools to fight them, but what we 
don’t know are our blind spots and they can also kill us. The blind spots are 
equivalent to the plaque that is about to clog our arteries, but we don’t know 
about it because we have not had a recent medical check-up. 

Fortunately, there is an organizational health guide that has been available 
since 1988: the Baldrige Criteria. 

Baldrige provides a framework for “leading.” By answering challenging, 
probing questions about how they are leading their organizations, leaders 
receive feedback from the Baldrige process on what they are doing well and 
what they could do better. These questions are based on analyses of high 
performing organizations that have been collected over the past 30 years 
and updated regularly every two years. These questions also help leaders 
understand what motivates their employees and inspires loyalty, a critical 
challenge for many organizations these days.  

That guide is very different today than it was in its inception. In 1988, 
Baldrige addressed largely manufacturing process improvement and 
customer satisfaction; the tools we needed to become more competitive with 
Japanese product quality and process efficiency. Today it addresses that 
and a lot more: everything we need to be competitive in a very different 

The Baldrige Criteria for 
Performance Excellence 
by Dr. E. David Spong 

    Baldrige provides a 
framework for “leading.” 
By answering challenging, 

probing questions about 
how they are leading their 

organizations, leaders 
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over the past 30 years 
and updated regularly 

every two years. These 
questions also help 

leaders understand what 
motivates their employees 

and inspires loyalty, a 
critical challenge for many 
organizations these days.”  
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global economy. It is a systems 
approach.  It accommodates 
tools we use like Six Sigma and 
Lean, but it goes well beyond 
that to an overall management 
framework that includes 
governance, ethics, strategic 
planning, and knowledge 
management, all focused on 
delivering business results.

The real appeal of the Baldrige 
framework is its ability to create 
a meaningful balance between 
managing our business while 
simultaneously improving our 
business.  As a result, evolving 
improvement methodologies 
no longer need to be viewed 
as competing initiatives 
but deliberate steps in our 
journey toward organizational 
excellence.

Simplistically, the success of 
any organization depends 
entirely on the leadership and 
the workforce! This leads to the 
debate as to which is the most 
critical. I would contend it is Leadership since they have the power to set the 
course and to recruit, develop, and motive the workforce. Most leaders are 
never formally trained in Leadership. To paraphrase an old adage they are 
either born leaders or learn from the school of hard knocks.

I have had the privilege of leading one healthy business and the challenge 
of bringing a second one out of crisis to become a healthy business. The 
former was a service business; the latter a manufacturing business where a 
crisis situation was turned to opportunity. Both businesses achieved world-
class results, including double-digit margins and double-digit growth in 
the service business. It was done with dedicated people, a strong process 
orientation, and a commitment to quality. Both businesses won awards—
the Malcolm Baldrige National Quality Award presented by the President 
of the United States.  But more important than winning the award, when 
I moved to my next opportunity, I left behind two healthy businesses with 
great cultures. 

In my experience, most leaders “fly by the seat of their pants.” Some are 
very good, the “born” leaders, who have an innate sense of where to lead 
their organization. For those that do not have this innate skill, the use of the 
Baldrige Criteria can help guide them to greatness!
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In preparing to share how the Baldrige Excellence 
Framework (www.nist.gov/baldrige/publications/
baldrige-excellence-framework/businessnonprofit) 

is being used to support community vitality in a 
rural region of Missouri, I’ve been thinking of 
how quintessentially American the Communities 
of Excellence 2026 (http://nistbaldrige.blogs.
govdelivery.com/2016/03/31/update-on-
communities-of-excellence-2026) (COE 2026) 
initiative is.

In particular, it strikes me that what’s happening 
in northwest Missouri exemplifies an idealistic, 
innovation-minded spirit that has been present in 

American communities for centuries—likely re-
energized by the continual infusion of immigrants 
seeking a better life than what they experienced in 
their countries of origin. Consider the prescient words 
of John Winthrop, the 17th-century founder of the 
Massachusetts Bay Colony, to his Pilgrim community: 
“We must consider that we shall be a City upon a 
Hill, the eyes of all people upon us.”

With a similarly optimistic vision and drive to build 
a new kind of structure to advance residents’ 
quality of life, leaders of the northwest Missouri 
pilot group supported by COE 2026 are cultivating 
what they call “Regional Vitality.” They are using 

How the Baldrige Framework 
Is Helping Rural U.S. Communities
by Christine Schaefer, Baldrige Performance Excellence Program, 
National Institute of Standards and Technology
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a community-adapted version of the Baldrige 
Criteria for Performance Excellence (see the draft 
framework on the COE 2026 website: www.
communitiesofexcellence2026.org/framework) as a 
basis for cross-sector, collaborative planning. The 
collective aim is to boost business investment and 
development in their region while simultaneously 
improving the health and education outcomes that 
are often connected to a robust economy.

I can’t help expressing here how deeply this 
Communities of Excellence 2026 initiative resonates 
with me. Perhaps this is because I spent most of my 
youth enjoying the benefits of living in a beautiful 
planned community outside Washington, D.C. That 
community, Reston, Virginia, was founded in the early 
1960s by the late Robert E. Simon, Jr. It was known 
in my childhood for the muscular preservation by its 
community association of natural habitats, reflecting 
a core value of its planners. The lush, serene woods 
surrounding the community’s vast network of walking 
trails encouraged outdoor recreation by residents, 
promoting wellness.

I’m still optimistic about how American communities 
can improve the quality of life for residents when 
representatives of local organizations across sectors 
come together to define or reaffirm a shared vision 
and set of values—and, through joint planning, 
pursue common goals for economic, educational, 
health, and other indicators of a good life. When 
I consider the potential of COE 2026 pilot sites to 
deliver on their promise, I also imagine the levels 
of excellence that the “city on a hill” in which I 
was raised could have reached (and might still) 
by embracing the Baldrige framework as a strong 
organizational foundation.

In a recent blog on the COE 2026 website (www.
communities ofexcellence2026.org/two-communities-
take-the-first-steps-towards-regional-vitality), Steve 
Wenger and Stephanie Norling share highlights of 
an early August meeting in Brookfield, Missouri, 
that drew together leaders and other stakeholders 
involved in the regional COE effort. As Wenger and 
Norling state in their update, during the meeting, Max 
Summers, chair of the Regional Vitality Committee of 
the Community Foundation of Northwest Missouri, 
described the plan to “build a baseline of data to 

understand the trade region and to identify best 
opportunities to grow traded activity from within the 
community.”

Also at the Brookfield meeting, Pat Curry of 
the University of Missouri Extension’s ExCEED 
program presented characteristics of and research-
based recommendations for promoting “resilient 
communities” and reviewed local economic data and 
challenges. For example, Missouri ranked 27th in the 
Measure of America 2015 Opportunity Index, which 
Curry described as “secondary data indicators for 
economy, education, and community.”

“In particular, it strikes me that what’s 
happening in northwest Missouri exemplifies 
an idealistic, innovation-minded spirit that 
has been present in American communities 
for centuries—likely re-energized by the 
continual infusion of immigrants seeking 
a better life than what they experienced 
in their countries of origin. Consider the 
prescient words of John Winthrop, the 17th-
century founder of the Massachusetts Bay 
Colony, to his Pilgrim community: ‘We must 
consider that we shall be a City upon a Hill, 
the eyes of all people upon us.’”

Impressed with the COE collaborative effort, Terry 
Maglich, a business development manager in 
Missouri’s Department of Economic Development, 
stated that it “could be a template to solve some 
of the rural problems that we all are encountering, 
not only in our state but others as well.” “Lots of 
things have been looked at, but this is the first that 
appears to be sustainable,” said Maglich. “It’s not 
going to happen overnight, but this is the right 
way to go about creating opportunity for our rural 
communities.”
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Every day I wake up thankful that Baldrige is an engrained part of the U.S. 
health care landscape.

Today, when I think of what’s best for health care, the answers abound. Most 
people see health care as a very personal issue—after all, the root of the 
industry is tied to an individual person, the care giver, working with another 
individual person, the patient or resident.  

Yet the positive affect from using the Baldrige Excellence Framework on a 
health system at an organizational level has become the best practice for how 
an institution can properly build its foundation to support those one-to-one 
interactions.

Since my career started, there has been a dramatic shift in how health systems 
and institutions are managed, especially in the acute care setting. The industry 
has moved to a business model, with outcomes tracking and a focus on 
reporting that includes tracking clinical outcomes as a measure for success, not 
just as a payment method.

Over the last three years, the Baldrige community has accepted me with 
open arms.  I have seen first-hand how Baldrige positively affects businesses, 
government agencies, educational institutions, and small business owners alike.

Interestingly, almost 30 percent of the Malcolm Baldrige National Quality 
Award recipients since Congress made health care a separate sector in 1999, 
have come from health care, even though the Baldrige Program is not industry 
specific and in fact started as a manufacturing and processing business 
program.

Leaders in health care are enthusiastic in their support for what Baldrige has 
achieved in their sector. Maryjane Wurth, Executive Vice President and Chief 
Operating Officer of the American Hospital Association (AHA) and President 
and CEO of the Health Forum, said, “Performance improvement is a top priority 
for the American Hospital Association (AHA) and we continue to look for ways to 
improve the work that hospitals do. Through this partnership with the Baldrige 
Foundation, the AHA can continue to work with hospitals and other providers 
with tools and resources as they continue to improve quality and reduce costs.”  
Deborah Bowen, President and CEO of the American College of Healthcare 
Executives, recently said, “The health care industry has increasingly relied on 
the Baldrige criteria as a key means to improve patient care and organizational 
performance. As we navigate health care’s changing landscape the Baldrige 
framework will continue to be a vital resource.”

The best part is that the Baldrige program is growing in health care. According 
to data obtained from Burning Glass Technologies, the leading software vendor 
providing real-time labor market analytics, there were 10,116 job postings that 

Baldrige in the Health Care Sector
by Todd McQueston 

The Baldrige 
expansion in the 

Cybersecurity sector is 
another great example 

of how health care 
benefits from Baldrige. 
After all, health care is 

personal, and protecting 
the sensitive information 
that includes someone’s 
Electronic Health Record 
is a crucial part of what 

health care organizations 
need to protect.”  

“
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referenced Baldrige in 2017, up from 8,625 
in 2015.

The Joint Commission identifies both the 
Baldrige Excellence Framework and the 
ANCC Magnet program as complimentary 
quality systems to the Joint Commission 
standards.  In 2013, the Joint Commission 
stated, “Organizations that use all three—the 
Joint Commission standards, Baldrige criteria, 
and Magnet components—may actually have 
the most robust approaches to organization 
improvement.”

Currently, the nation has a severe 
cybersecurity talent gap, and the National 
Institute of Standards and Technology (NIST) 
has attacked the issue on multiple fronts.  
Housed within the U.S. Department of 
Commerce, NIST is supporting the Baldrige 
Cyber Program and supporting the National 
Initiative for Cybersecurity Education (NICE) 
CyberSeek.org project, which houses both a 
career path tool and an interactive heat map 
of cybersecurity demand.

The Baldrige expansion in the Cybersecurity sector is another great example of 
how health care benefits from Baldrige. After all, health care is personal, and 
protecting the sensitive information that includes someone’s Electronic Health 
Record is a crucial part of what health care organizations need to protect.

Cybersecurity analysts almost universally agree that health care is the industry 
most frequently targeted by cyber attacks. Many leaders from the health care/
IT sector met with Baldrige Foundation and Baldrige Program personnel in an 
event hosted on the White House campus by then-CIO of the United States 
and now Foundation Board member, Tony Scott, to preview the Baldrige 
Cybersecurity Excellence Builder (BCEB). The BCEB maps NIST’s Cybersecurity 
Framework to the Baldrige Framework to provide a systems-level tool to analyze 
and evaluate cybersecurity efforts within any organization. By all accounts thus 
far, the BCEB is an effective cybersecurity tool for organizations of any size in all 
sectors of the economy.

I spent a great part of my professional life serving as a vendor to the health care 
market.  I’ve been part of both the administrative side and the clinical side, and 
worked through regulations and issues such as HIPAA, Y2K, the Affordable Care 
Act, and more.

Through it all, sustainable improvement has been the goal. The Baldrige 
Excellence Framework improves an organization’s chance to keep improving 
over time, and supporting the Baldrige Foundation to maintain the great works 
that Baldrige performs is critical to continued business quality improvement.
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From right, Todd McQueston with 
Foundation Board Chair George 
Benson, John R. Heer, Jr., recipient of 
the 2016 Harry S. Hertz Leadership 
Award, and Harry S. Hertz, former 
Director of the Baldrige Performance 
Excellence Program.
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Lisa Makosewski

Elizabeth Menzer

MESA Products, Inc.

Mid-America Transplant
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Q4X

Kathy Raethel

James E. Ralston

Kathryn S. Rawls

Richland College

Tony Scott

Denise Shields

Phil Singerman, Ph.D.

Sunil Sinha M.D.

Alan Sooho

Rulon F. Stacey Ph.D.
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Tata Sons Unlimited
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Walden University

Mark Wayda, Ph.D.

Harry Wixon

Paul Worstell

2017 DONOR AND SUPPORTER HONOR ROLL

One of the most important 
occurrences of the past several 
years is the re-emergence of 
the Baldrige family as vocal 
advocates for the Baldrige 
Enterprise. Molly’s presence 
truly invigorates this community. 
It is not just the love for her 
father that she shows so clearly, 
but her reverence for the quality 
movement that bears his name. 
That connects. We choose 
not to disclose the amount of 
the gift out of respect for the 

donor’s privacy, but I can tell 
you that the Baldrige family 
has made the largest single 
gift to the Foundation in its 
nearly 30-year history. And they 
have challenged others to join 
them. We at the Foundation 
are inspired by the efforts of 
the Baldrige family, and we 
are truly appreciative of their 
continued support.

Thanks to the Baldrige Family, Molly, Margaret, and Midge
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