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Opening Remarks/Agenda
Introduction Al Faber, President & CEO
   Baldrige Foundation

Panelist  Lourdes Gonzalez, Principal Advisor
   Lulu Process Design Group

Audience Moderator – Al Faber
Questions   

Closing  Al Faber Remarks
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Baldrige Excellence Framework | A System Perspective
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The RESULTS triad includes the 
organization’s workforce-focused 
processes, its key operational 
processes, and the performance 
results they yield.

The LEADERSHIP triad emphasis 
the importance of a leadership 
focus on strategy and customers.

Integrating Baldridge AND Business Architecture
Business Architecture is the structured 
description of the concepts and facts relevant 
to designing, planning, analyzing, operating, 
changing, managing a business.
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Integrating Baldridge AND Business Architecture
Non-Prescriptive 
“How and What” Prescriptive ”HOW”
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CAT 1: Leadership
CAT 2: Strategy

CAT 3: Customers

CAT 4: Measurement, Analysis & KM
CAT 5: Workforce
CAT 6: Operations



Business Model – provides guidance for 
process design
Business Ecosystem – defines business 
interactions with external parties
Strategic Objectives – provides guidance for 
process design

Business Capabilities – defines the processes 
that execute those capabilities
Business Information – identifies information 
created and used by business processes

Continuous Improvement – updates process 
design

KNOWLEDGE REQUIRED

Key Concepts to Design a Process Architecture

Business Capabilities – defines requirements for 
capabilities
Business Performance – provide business 
process goals to be measured

Transformation Portfolio – defines capabilities 
to be developed
Change Priorities – identifies processes to be 
prioritized

End to End Management – provides structure 
for accountabilities and governance
Business Execution – identifies processes to be 
executed
Continuous Improvement – provides process 
design

KNOWLEDGE DOMAIN IN FOCUS DOMAINS IMPACTED

BUSINESS PROCESSES
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Developing the Business Process Architecture
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BUSINESS PROCESSES (VALUE STREAMS) DESCRIBE THE WORK PERFORMED BY ALL 
RESOURCES TO DELIVER OUTCOMES OF VALUE FOR CUSTOMERS AND STAKEHOLDERS.
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Defining a process

… the only way any organization can deliver value externally

Ho
lis

tic

Series of related activities

Triggered by an event

Transforms inputs into outputs

M
in

im
al

ist

Includes all resources and
assets required for process execution

Delivers value (products & services)
to customers and other stakeholders
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PROCESS. Linked activities with the purpose of producing a 
service for a customer (user) within or outside your organization. 
Generally, processes involve combinations of people, machines, 
tools, techniques, materials, and improvements in a defined 
series of steps or actions. Processes rarely operate in isolation 
and must be considered in relation to other processes that impact 
them.



CAT 1: Leadership
Communication Process, Suppliers Management Process, Risk Management Process, Human 
Resources Processes, Workforce Development Process, Governance Process, Legal & 
Regulatory Compliance Processes, Community Outreach Processes

Sample of Processes from the Criteria

CAT 2: Strategy
Strategic Process, Innovation Process, Capability Analysis Process, Change Management 
Process, Project Management Process, Environmental Scanning Process, Benchmarking 
Process, Goal Setting Process

CAT 3: Customers
Relationship Management Process, Customer Onboarding Process, Complaint Management 
Process, Communication Process, Marketing Processes, Product Development Process, 
Customer Support Processes 

CAT 4: Measurement, 
Analysis & KM

Data & Information Analysis Process, Performance Management System, Continuous 
Improvement Process, Process Metric Definition Process, Data Security Processes, Knowledge 
Management Process

CAT 5: Workforce
Employee Lifecycle Management Processes, Workforce Capability & Capacity Analysis, 
Organizational Change Management, Organization Design Processes, Security Processes, 
Health and Wellness Processes, Policy Management, Benefits Management, Performance 
Management, Workforce Engagement Processes, Workforce Development Process 

CAT 6: Operations Product/Services Design Process, Process Design Process, Process Deployment Process, 
Process Improvement Process, Innovation Management Process, Supply Chain Management 
Process, Cost Management, Reliability Management, Security & Cybersecurity Processes, 
Business Continuity Process

Guiding Core Support 14



Implement personalized educational programs to 
facilitate student achievement. These educational 
programs will demonstrate that standards-based 
educational reform can provide a prototype for changing 
the way teachers teach and students learn in the future.

Mission
Development of a 
personalized instructional 
program that demonstrates 
positive outcomes for each 
student.

Vision

Key Assets

A public school option that offers 
an academic intervention program 
to re-engage students.

Company Description

Company Name

Established Date

Type of Industry

Annual Revenue

The Charter 
School of SD

1994

Education

$ 24M

No. Of 
Employees 135

Ranked one of the highest 
performing DASS schools. It has 
three competing schools with 
similar instructional design and 
student demographics. 

Competitive 
Environment Parents and Students: 6th to 12th 

grade. Requirements: readiness 
for college, safe & supportive 
environment, engaging and 
motivated experience 

Customer Profile

Academic intervention 
program for students 6-12th 
with proven track of 
dramatically of increasing 
graduation rates.

Key Offerings

WHO WE ARE

Modern facility with integrated 
technologies: 13 Resource 
Centers, one Cadet Corp 
Headquarters, two Student 
Support Regional Centers and 
one Corporate Office. 

Partners: Consultants, 
Advocates, Marketing Agency, 
Special Education Services
Regulatory: 8+ State Agencies 
and 7+ Federal Agencies

Key Partners & Key 
Regulators

Instructional Staff, Support 
Staff and Leadership. 
Requirements: clear 
expectations, two-way 
communication, meaningful 
assignments.

Workforce Profile
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BUSINESS PROCESSES (VALUE STREAMS) DESCRIBE THE WORK PERFORMED BY ALL 
RESOURCES TO DELIVER OUTCOMES OF VALUE FOR CUSTOMERS AND STAKEHOLDERS.
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WHAT WE HAVE: Begin by understanding the Business Ecosystem



Business Process Architecture: 0th version using AI Apps + BPM Expertise
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Develop Mission, Vision & 
Values

Enroll Student

Manage Staff LifecycleEnsure Safety Compliance 
& Quality Assurance

Monitor & Improve 
Quality of Instruction

Manage & Improve 
Processes

Foster Community 
Engagement & Outreach

Instruct Swimming Students

Maintain Equipment & 
Facilities

Administer IT Systems & 
Infrastructure

Monitor & Analyze 
Finances

Establish Safety ProtocolsSet and Manage Strategies

Manage Procurement (SC)

Manage Customer 
Relationships

Market, Promote Brand & 
Services

Define Curriculum 
Strategy & Pricing

Assure Legal Compliance 
(Licenses & Regulations)

Manage Change

Assess & Mitigate Risks Develop Class Curriculum

Register Students & Schedule Classes

Assess & Monitor Student Progress
Review Safety Protocols Engage Students in 

Learning ActivitiesTeach Aquatic Skills Evaluate Students’ 
Progress Adjust Teaching Methods Award Certificates for 

Next Skill Level

Assess Skill Level of 
Student

Complete Onboarding of 
Family

Register Student to Class
Schedule Classes & 

Instructors

Plan, Design & Manage 
New Facilities

WHAT WE HAVE: guiding, core, and support processes 

WARNING: This does NOT substitute the engagement value of creating a Business Architecture with the Organization! 18



Generative AI + Process Architecture Design
AI Products (Apps) and Tips
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HOW GOOD IS IT? HOW IMPORTANT IS IT?

FOR EVERY BOX,  ASK YOURSELF A 
QUESTION:
 Do we have it? Is it in place?

 Is it good?

Depending on the answer,  change the color  
of  the box to  Red,  Yel low,  Green (see next  
s l ides)

ADD/REMOVE/RENAME BOXES AS 
NEEDED.

ASSESS ' IMPORTANCE'  OF EACH BOX,  ADD 
THE STAR GOLD,  S ILVER,  BLUE (SEE NEXT 
SLIDES) .

Gold: Very important to the success of the business.

Silver: Important to the success of the business.

Bronze: Just needs to be in place.

1 | 2 |

3 |

Instructions:

20



Business Process Architecture: 1st version
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Values

Enroll Student

Manage Staff LifecycleEnsure Safety Compliance 
& Quality Assurance

Monitor & Improve 
Quality of Instruction

Manage & Improve 
Processes

Foster Community 
Engagement & Outreach

Instruct Swimming Students

Maintain Equipment & 
Facilities

Administer IT Systems & 
Infrastructure

Monitor & Analyze 
Finances

Establish Safety ProtocolsSet and Manage Strategies

Manage Procurement (SC)

Manage Customer 
Relationships

Market, Promote Brand & 
Services

Define Curriculum 
Strategy & Pricing

Assure Legal Compliance 
(Licenses & Regulations)

Manage Change

Assess & Mitigate Risks Develop Class Curriculum

Register Students & Schedule Classes

Assess & Monitor Student Progress
Review Safety Protocols Engage Students in 

Learning ActivitiesTeach Aquatic Skills Evaluate Students’ 
Progress Adjust Teaching Methods Award Certificates for 

Next Skill Level

Assess Skill Level of 
Student

Complete Onboarding of 
Family

Register Student to Class
Schedule Classes & 

Instructors

Plan, Design & Manage 
New Facilities

Stay Focus: Process Improvement Roadmap

21



Baldrige Excellence 
Framework & Business 

Architecture

•

•

•

Building a Culture for 
Active Process 
Management

Augmenting 
Your Workforce 

Capability

•

•

•

•

•

•

22



Business Performance Excellence | Highest Maturity Level

Baldrige Diagnostic Tool: (ADLI) Approach, Deployment, Learning, Integration
o An effective, systematic approach, fully responsive to the multiple questions 

in the item, is evident. (A)
o The approach is fully deployed without significant weaknesses or gaps in any 

areas or work units. (D)
o Fact-based, systematic evaluation and improvement, development of best 

practices, achievement of innovation, and sharing of refinements are key 
organization-wide tools for improving efficiency and effectiveness. (L)

o The approach is well integrated with your current and future organizational 
needs as identified in response to the Organizational Profile and other 
process items. (I)

Process Performance Excellence - the purpose of process is performance

23



Performance |the purpose of a process is performance
- that it’s the lifeblood of process management
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What is process-based management?

Continuous management of the hierarchy
of processes by which value is created, 
accumulated, and delivered, with the active 
intention of optimizing process performance 
through mindful, continuous improvement.

25



PERFORMANCE TARGETS

ESTABLISHING THE FOUNDATION

C

UNDERSTANDING X-FUNCTIONAL CONTINUOUS ENABLE COMMITMENT

WHICH PROCESS? FOCUS! WWGLL EFFICIENCY

ASSESS RESPOND

26

Process-based Management | a Systematic and Effective Approach
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Performance |the purpose of a process is performance
- that it’s the lifeblood of process management



Active Process 
Management

Process 
Governance 

Model

Process 
Management Record 
& Process Maturity

Assessing Performance
Performance Management Who manages? Performance BoK

The M in BPM is for Management, not modelling or measurement!
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RESPOND = closing performance gaps

ASSESS

ACTIVE MANAGEMENT GOVERNANCE
ACTIVE MANAGEMENT 

BODY OF KNOWLEDGE  & MATURITY

29

Process-based Management | a Systematic and Effective Approach
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Tips for successfully transition your people to an AI future

Successfully 
transition to 

an 
AI-enabled 

future

• Define a change you want to adopt to.
• Do the CM work on yourself.

• Embrace a human-centered 
design approach through all 
phases of AI initiatives. 

• Encourage your people to 
be the human in the loop.

• Meet people where they are. Use ADKAR 
(or other) to define the barrier point.

• Equip them with the facts, guidance, and 
training needed to adopt to changes.

• Think BIG – establish your IT long-
term strategy.

• Start SMALL – define a business 
need and act on it.

• Create a movement towards 
the AI journey.

• Design & deploy a 
comprehensive 
communication plan.

• Seek feedback and adapt.

• Build a coalition of first adopters, 
leaders and AI experts.

• Enhance your culture with a sense 
of curiosity, teamwork and 
ownership towards AI initiatives.

Be Your Own Student

Put Your People Front and Center

Equip them with Knowledge

Think Big, Start Small

Communicate Often and Tell It Like It Is

Connect People to One Another

1

3

5

2

4

6
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BPM Practitioner | AI Integration 
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GenAI + BPM - 
“Cheat Sheet”
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Your Journey with AI + BPM | Practical Tips

1
START! – Be the human-rep

• Engage with AI & document your journey (prompts, 
data, real cases, accuracy).

• Identify and plan on off-loading your own repetitive 
tasks.

• Share your experiences and best practices.

2
Help executives build an AI strategy

• Leverage large data AI models to re-evaluate the 
business (business ecosystem, Strategic Model, 
Business Model, etc.).

• Define the AI strategic roadmap, including near-
term wins & long-term opportunities.

3
• “They know best” – encourage your workforce to 

identify process pain points. Celebrate quick-wins!
• Invest on AI training to enhance skills.
• Focus your people on using their human judgement & 

decision-making to solve complex issues.

Engage people early in your journey

4
• Identify where you are generating large quality 

data.
• Re-examine the business process architecture, what 

could be re-engineered?
• Evaluate your data strategy execution – we must 

have quality data!

Identify enterprise-wide opportunities5
• Process analysis skills are augmented with AI 

technologies. Leverage AI to make your processes 
more agile. 

• Become a problem-finder & define business needs for 
AI initiatives.

• Assist AI researchers with your business & process 
knowledge.

Leverage AI to re-engineer processes

34



Key Takeaways from Our Journey Today 
Optimize your journey towards business excellence by designing your 
Business Architecture, and actively managing your Business Processes.

Integrate Baldrige - a compass for 
excellence, +  Business Architecture to 
systematically achieve high performance. 

Process Excellence drives 
Business Excellence

Engage your people on process 
and technology changes, equip 
them with knowledge, learn 
together and celebrate the wins.

Augmented Capabilities

Performance is the lifeblood 
of process management.

The M in BPM is for 
Management

Are revolutionizing the way we 
do process design and 
improvement, augmenting our 
capacity to innovate in 
processes. Play with AI!

AI Technologies

01

03

02

04
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Roger Tregear
Tregear BPM

+61 (0)419 220 280  ||  roger@tregearbpm.com  ||  www.tregearbpm.com 

Free download at 
Roger’s website!

Free download at 
Roger’s website!

36
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Thank You!

Lourdes Gonzalez
Lulu Process Design Group

+208-602-0513 || lourdes@lulupdg.com ||  www.luluprocessdesign.com 

mailto:lourdes@lulupdg.com
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Baldrige Foundation
(Moderator) 

Lourdes Gonzalez
Principal Advisor
Lulu Process Design Group



www.baldrigeinstitute.org

Institute for Performance Excellence Webinar – July 30, 2024

Training & 
Professional 
Development
The Baldrige Foundation Institute for 
Performance Excellence supports individuals 
and organizations around the world by 
providing 400+ quality educational programs. 
Enroll today in some of our healthcare 
courses, such as:

To learn more, visit: 
www.baldrigefoundation.org/education

• Artificial Intelligence for Marketing 
Professionals

• Leadership for Women in Business
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America’s Best Investment

A Special Thanks to Our Donors & Sponsors!

Mac Baldrige Society
Institute Trustees
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