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Where are you starting? A
How familiar are you with the Baldrige Excellence Framework?
| am completely new to it.
e | have explored or used it informally.
| have participated in a TNCPE assessment.

Q | am an experienced examiner or practitioner.
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This is more than a criteria update jid

The new framework changes how organizations...

ENTER ASSESS

find a meaningful see a cClearer connect processes
starting point progression with results

A redesigned organizational assessment and improvement tool
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& TENNESSEE

A powerful framework needed a clearer entry point ﬁé%mca

EXCELLENCE

Useful at every
maturity

[ Easier to begin

ACCESSIBLE

+ USEFUL

to results environment

{ Processes linked Aligned to today’s ]

Evolution—not rejection—of a proven systems approach
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THE DESTINATION

has not changed.

is clearer.

Performance excellence remains the goal. Organizations now have
clearer ways to begin and advance.
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MATURING PATHWAY . CATEGORY'1

F_irst, take a deep breath.

& TENNESSEE
CENTER for

PERFORMANCE

EXCELLENCE

Category 'I Wi I I Iook LEVEL 3 | MATURING PATHWAY: SYSTEMS THINKING 27

H Leadershi uestions at the Maturing Level
familiar. PQ g

1.1 Senior Leadership: How do your senior leaders lead the organization?

The Maturing Pathway keeps the
familiar leadership core—mission,
vision, culture, governance, and
organizational performance—while
asking how those elements work
together as a system.

Same destination.
A clearer maturity lens.

a. Mission, Vision, and Values

(1) Establishing Mission, Vision, and Values:

How do senior leaders set and deploy your
organization’s mission, vision, and values?

How do senior leaders deploy the mission, vision,
and values through your leadership system, to
the workforce, to key suppliers and partners, and
to customers and other stakeholders, as
appropriate? How do senior leaders’ personal
actions reflect a commitment to those values?

(2) Promoting Legal and Ethical Behavior:
How do senior leaders’ personal actions
demonstrate their commitment to legal and
ethical behavior?

How do senior leaders promote an organizational
environment that requires it?

Category 1: Leadership = question structure excerpt

b. Communication

(1) How do senior leaders communicate
with and engage the entire workforce, key
partners, and key customers?

How do they

* encourage frank, two-way communication;

¢ communicate key decisions and needs for
organizational change; and

« take a direct role in motivating the workforce
toward high performance and a customer and
business focus?

Source: Baldrige Excellence Framework, p. 27
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SUMMARY OF STRUCTURAL CHANGES

& TENNESSEE

Five changes organize the conversation JE=

What changed—and what we'll cover

Introducing the new pathways

Moving results under process categories
Renaming Category 4

Adding Al and emerging technologies

Introducing new scoring rubrics

Establishing - Developing -
Maturing

Processes and results now
live together

Organizational Intelligence

Integrated across the
framework—not isolated

Clearer descriptions of
maturity
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Three pathways create fssxmcg
meaningful starting points

ESTABLISHING DEVELOPING MATURING
Operational Awareness Process Discipline Systems Thinking
See how work Build consistent, Align, integrate, learn,
happens now reliable ways of working and improve

A pathway supports learning—it does not label an organization.
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Establishing creates visibility A

Begin by making the current state visible.

How work Y’va?‘tt ‘a’)e Shared
happens accomplish understanding
Foundational Which results
processes matter

Informal or inconsistent results can still reveal what needs attention.

09



PROCESS DISCIPLINE & TENNESSEE

Developing builds consistency and reliability K

Move from individual know-how to dependable practice.

[ Define HStandardize]—[Clarify rolesH Measure
improve

Repeatable processes reduce dependence on individual knowledge.
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Maturing connects the organization as a system A

[ Leadership Customers ]

STRATEGIC

PRIORITIES

[ Workforce Operations ]

Learning +
innovation

Aligned processes - shared learning - relevant comparisons « sustained performance
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One organization may have several starting points x

ILLUSTRATIVE
EXAMPLE ESTABLISHING DEVELOPING MATURING

Leadership o

Strategy (V]

Customers (V]
Organizational Intelligence (V]

Workforce (V]

Operations (V]

Organizations are not expected to operate within a single Maturity Pathway.
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TNCPE's recognition levels have a natural home A

LEVEL 2 ,
Operational awareness and

foundational processes

LEVEL 3 . :
Consistent, reliable processes and
DEVELOPING results-informed improvement

LEVEL 4 . . : :
Alignment, integration, learning, and

systems thinking

Applicants address the pathway associated with the recognition level they pursue.
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Processes and results now live together

PREVIOUS STRUCTURE

Categories 1-6
Processes

Category 7

Results

—)

NEW STRUCTURE

Six categories

Processes + related results

1
®

2
®

3
®

4
o

5
®

Results are integrated—not diminished.

& TENNESSEE

CENTER for
PERFORMANCE
EXCELLENCE
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Six categories form one integrated system A

. 4 Organizational
1Leadership [ Intelligence ]
PERFORMANCE
[ 2 Strategy EXCELLENCE 5 Workforce ]

3 Customers 6 Operations

Orange markers = results and outcomes within every category
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Organizational Intelligence xf
turns information into action

PREVIOUSLY NOW
Measurement, Analysis, Organizational
and Knowledge Management Intelligence

[ o | [ e | [ keowesse | [ pecisions | [ improve |

The concepts are familiar. The name emphasizes their organizational purpose.
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Al is integrated, not isolated i

A consideration across the system—not a seventh category or prescribed technology.

[ Strategic context Products + services J

Al +
EMERGING
. TECHNOLOGIES Knowledge
Operations management

[ Decision making ] [ Cybersecurity + risk ]

17



# TENNESSEE

The Baldrige DNA remains intact v G

Systems perspective

Organizational Profile

Core values + concepts
Nonprescriptive questions

Organizational context + relevance +

ADLI + LeTCI
Learning + improvement
+ Alignment + integration

Sustained results
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Our evaluation lenses remain familiar 7(

PROCESSES
. Approach  How workis designed @ Levels Current performance
. Deployment How consistently it is used G Trends Performance over time
Learning How it is evaluated and improved Comparisons Performance relative to
others

‘ Integration How italigns across the system a Integration Results tied to key priorities
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NEW SCORING RUBRICS

& TENNESSEE

Process and results scoring rubrics

Process Scoring Rubric Results Scoring Rubric

Approach (A)

Most approaches are
systematic.

Many approaches
are systematic.

Some approaches
are systematic.

Approaches are
being established.

Deployment (D)

Deployment to most
work units is
evident.

Deployment to
many work units is
evident.

Deployment to some
work units is
evident.

Deployment is
beginning to be
evident.

Learning (L)

Most cycles of evaluation

and improvement are
fact-based. Instances of
innovation, adoption of
best practices, and
sharing of refinements
are evident.

Many cycles of
evaluation and
improvement are
fact-based. Refinements
and best practices are
shared with other work
units.

Some cycles of
evaluation and
improvement are
evident.

Improvements are
based on reacting to
problems.

Integration (1)

Most approaches are
aligned and
integrated with
strategic priorities and
current and emerging

organizational needs.

Many approaches
are aligned with
organizational needs
and strategic
priorities.

Some approaches
are aligned with
organizational
needs.

Approaches operate
independently.

Levels (Le)

Most relevant results
demonstrate
excellent
performance.

Many relevant
results demonstrate
good-to-excellent
performance.

Some relevant
results demonstrate
good performance.

Little or no relevant
results reported and/or
results demonstrate
inconsistent or
marginal performance.

Trends (T)

Most results
demonstrate
sustained favorable
trends or sustained
high performance.

Many results
demonstrate
sustained favorable
trends or sustained
high performance.

Some results
demonstrate
favorable trends or
sustained high
performance.

There are limited,
inconsistent, or
adverse trends.

Comparisons (C)

Most results
demonstrate better
than average
performance, with
many achieving top
quartile or better.*

Many results
demonstrate
better-than-average
performance, with
some approaching
top quartile.

Some results
demonstrate average
performance using
relevant
comparisons.

Little or no relevant
comparative data
are provided.

Integration (1)

Most results
reported for areas of
organizational
importance.

Many results
reported for areas of
organizational
importance.

Some results
reported for areas of
organizational
importance.

Little or no results
reported for areas of
organizational
importance.

* Relevant comparisons are top decile/quartile and against competitors, where available.

Source: Baldrige Excellence Framework, p. 57
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The new rubrics describe maturity more clearly A

Same dimensions. Clearer four-level descriptions.

o LITTLE OR NO / BEGINNING PROCESS

e A<D-.L-|
RESULTS

e MANY
Lle.T-.C-l

SOME

MOST

No percentage bands or 1,000-point structure in the new model.
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NEXT STEPS & TENNESSEE

Next steps depend on your role A

A shared transition—with a different focus for each audience.

APPLICANTS /

EXAMINERS JUDGES EVERYONE
Learn the pathways Calibrate to the new Read the framework
Practice the four-level scoring language Bring questions and
rubrics Align review identify a starting
expectations point

Learn the language. Practice the rubrics. Start the conversation.
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Applicants and examiners will use the new framework f&:ﬁgsmcg

next year*

TNCPE cycle

Select the pathway associated with the
recognition level pursued.

Respond to the questions for that
pathway.

Use the new four-level scoring rubrics.

Healthcare and education organizations
May use sector-appropriate terminology.

Sector-specific healthcare and education
editions are being developed.

Submission details will be communicated separately.
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TNCPE NEXT STEPS & TENNESSEE

CENTER for
PERFORMANCE

Prepare the system for a consistent launch

Align people, tools, and decisions around the new framework.

UPDATE CALIBRATE ALIGN COMMUNICATE
Examiner POJ scorin . -
.. oring Tools + guidance Transition plan
training rubrics
Refresh learning Review examples and Update materials, forms, Set expectations,
content and practice align interpretation and review aids timing, and support

Train together. Calibrate together. Launch with confidence.
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The trusted TNCPE experience remains A

APPLY ASSESS LEARN IMPROVE
Choose a recognition External review Strengths + Actionable feedback
level opportunities

The scoring approach changes. The purpose and value of feedback do not.
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Move from introduction to application Kl

Explore the three pathways

OPEN-ENROLLMENT WORKSHOP ldentify an appropriate starting point

Interpret pathway questions
The webinar gives you the map.
The workshop helps you begin Apply ADLI and LeTCl

the journey. : i
J y Practice the new rubrics

Choose practical next steps

DATE LOCATION COST

November 12, 2026 The University of Tennessee $375 General | $295 TNCPE Members
Institute for Public Service Training Facility

TIME 193 Polk Ave, Second Floor, Suite D . L. .

9:00 a.m. - 3:00 p.m. Nashville, TN 37210 Registration information can be found

(CST) on the tncpe.org website.

26



EEEEEEEEE

QUESTIONS + DISCUSSION

Where will your
organization begin?

The destination has not changed.
The pathway is clearer.

CONTACT US: CONTACT@TNCPE.ORG
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