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Benchmarking:  Dear to my heart!
• Benchmarking Anniversary 1979 - 2009

• Do you seek what’s best….or

….Seek what is “best to learn”?

Business Excellence 
Benchmarking Conference
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My conclusion:
• Seek what’s sometimes is “not so 
good”!

(“Best” is fleeting*!)
* …to pass away swiftly; disappear

Business Excellence 
Benchmarking Conference
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DEC

General Electric

McDonald’s

Storage Technology

Stu Leonard’s Dairy 

Federal Express

Solectron 

Dell Computer

Granite Rock 
Company

Ritz Carlton Hotels

Enron 

“Best” Practices are Not Permanent
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Enron

Arthur Andersen

WorldCom

AOL/Time Warner

Adelphia Communications 

When Things Go Wrong

2009….

Bear Stearns 
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Can things go wrong?

How???

Why????
Xerox

Motorola

Solectron

Wallace

A T & T
Corning

Boeing
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Case Study:  Motorola

Mobile Radio Cellular Telephone
Baldrige Award 

Winner 1988 ~ Six 
Sigma Pioneer
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Knowledge

Management

“Forty-three million analog
customers can’t be wrong.”

Case Study:  Motorola

-- Robert Galvin, Former 
CEO, Motorola
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Case Study:  Lionel

Available at:  www.amazon.com and www.barnesandnoble.com

2009 Winner
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The Lionel Corporation

Company Characteristics…

• Founded 1900….publicly traded…family 
dominated

• Top ten recognized brands in America 

• Lost focus on core competencies (toys vs. 
rockets)

• Minimal strategic planning
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“Things Gone Wrong”
• Governance

• Senior leadership commitment

• Disregard for the cultural heritage

• Business and industry cycles

• New technologies 

• New competition

• Lack of continuous and focused strategic 
planning effort

Lessons Learned
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A Systems Perspective

Organizational Profile:  Environment, 
Relationships, and Challenges

1

Leadership 
(120)

7
Results (450)

2
Strategic 

Planning (85)

6
Process 

Management 
(85)

3
Customer and 
Market Focus 

(85)

5

Workforce    Focus 
(85)

4
Measurement, Analysis, and Knowledge Management (90 )

Criteria Framework 2009-2010
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Strategic Planning

Strategy 
Development (40)

2.1

• Short and Long Term horizon

• Customer and market 
requirements

• Competitive strategies

• Technological and other 
innovations

• Financial, human resource and 
supplier/partner implications

• Business risks

• Implementation and Review

Strategy 
Deployment (45)

2.2

• Action Plan development and 
deployment

• Short and long term action 
plans

• Human resource plans

• Key performance measures

• Projections of Performance 
with benchmark  and goal 
comparisons

(Criteria for 2009-2010)

2
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No “Silver Bullet”
(But NQA Criteria comes closest)

Assessment is No Guarantee of 
Success
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Case Study:

Xerox Corporation
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The Xerox Business Excellence Legacy

1983
Leadership 
Through Quality
Xerox 
Corporation 
develops and 
implements a 
Total Q uality 
strategy

1970s
Employee 
Involvement
Japanese 
Q uality 
Circles and 
employee 
involvement 
strategies 
introduced. 

1980s
Quality 
Assessment
“Team Xerox”
demonstrates 
teamwork in 
action. 

1970s
Benchmarking
Xerox bench-
mar ks its 
Manufacturing 
Costs against 
of Japanese 
competitors.

1992
Rank Xerox
Ireland
Irish Quality 
Award

1990
Xerox 
Mexicana
Mexican 
National 
Quality 
Award

1984
Rank Xerox
UK, Mitcheldean

British Quality 
Award

1986
Rank Xerox
UK, Welwyn 
Garden City
British Quality 
Award

1987
Rank Xerox
France, Lille
French 
Government
Citation

1989
Xerox Canada
Canada Award for 
Business Excellence: 
Gold Award, Quality

1990
Rank Xerox
Australia
Outstanding Service
Quality Improvement 
Award of Australia

Belgian Quality 
Award

1992
Rank Xerox
Belgium

1990
Rank Xerox
Netherlands
Netherlands 
Quality Award

1983
Rank Xerox
Venray
Dutch  Quality 
Award

1989
Xerox Corporation
Business Products and 
Systems

Malcolm Baldrige
National Quality Award

1980
Fuji Xerox
Deming Prize

1989
Rank Xerox
UK, Mitcheldean
British Institute of
Management Best Factory 
Award

1987
Fuji Xerox 
(Wakaba QC 
Circle)
Gold Award from 
Annual All-Japan 
Invitational QC 
Convention

1992
Rank Xerox 
Hong Kong
The Hong 
Kong
Management
Association 
Quality 
Award

1992
Rank Xerox
The 1st Annual
European
Quality Award

1992
Xerox de 
Colombia
Colombian 
Quality 
Award

1993
Rank Xerox 
Denmark
Danish 
Quality Award

1993
Xerox 2000
Senior Mgmt. 
documents the Xerox 
2000 Leadership 
Through Q uality 
strategy.

1993
Rank Xerox, Ltd.
Qimpro Platinum
Standard Award
for TQM

1993
Xerox do Brasil
Brazilian Quality 
Award - Industry 
Category

1994
Xerox Management 
Model
The Xerox Mgmt. 
Model is introduced as 
part of Leadership 
Through Q uality.

1994
Xerox de Argentina
Argentine National 
Quality Award

1994
Rank Xerox Portugal

Portuguese Quality 
Award

1994
Rank Xerox
Norway
Norwegian 
Quality Award

1995
Rank Xerox
Scotland
Quality 
Scotland
Business 
Excellence 
Award

1995
Xerox 
Uruguay
Uruguayan 
National 
Quality Award

1996
The Xerox Management Model 
Today
The “evergreen” model is 
continuously assessed & 
improved.

1996
Xerox Quality 
Services
Society for 
Technical 
Communications 
1995 Publications 
Competition’s 
Award of 
Distinction, Award 
of Achievement, & 
Award of Merit

1996
Fuji Xerox 
(Wakaba QC 
Circle)
Gold Award from 
25th Annual All-
Japan Invitational 
QC Convention 

1996
Rank Xerox
Middle 
East/Africa
Dubai
Quality Award

Senior Mgmt 
documents the 
Xerox 2005 
Leadership 
Through 
Q uality 
strategy.

1997
Xerox 2005

1997
Xerox Corporation
Maryland/Virginia 
CBU
Gold Medallion 
U.S. Senate 
Productivity & 
Quality Award 
for State of 
Virginia

1997
Xerox Business Services

Malcolm Baldrige
National Quality Award

1997
Xerox ISO
All major Xerox 
manufacturing sites 
worldwide receive ISO 
14001 certification

Six Sigma 
deployed in mfg. 
ops.

2000
Xerox new quality

1998
Xerox 
Six Sigma

New quality 
policy, and 
procedures 
refreshed to be 
focused/faster

2002
Xerox Lean 
Six Sigma
Lean Six Sigma 
concepts & 
principles be-
come corporate 
standard 
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90% 10%

Organizational Improvement Award 
Application

Reason for Using MBNQA Criteria 

(Learning) (Recognition)
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Strengths

Areas  for Improvement

TQA 
Application

The Application Document
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� Compile data & 
information
• Rough narrative & 
charting

• Category integration

• Understand 
processes
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� Strategy
• Decision making
• Communication
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� Final narrative & charting

• Category integration & ''
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Strategic 
Plan

TQA 
Application

The Application Document
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Strategy Development & DeploymentStrategy Development & Deployment

1.2 Managing For Results (MFR)  {Policy Deployment}

Deploying 
Direction

Deploying 
Direction

Vision and
Mission

Vision and
Mission

Values and
Priorities

Values and
Priorities

Agree on
Objectives and

Enabling Actions

Agree on
Objectives and

Enabling Actions

Strategy
Contracts

Corporate
Annual

Objectives

Corporate
Annual

Objectives

Annual
Plans

Group
3-5 Yr. Goals/

Strategies

Group
3-5 Yr. Goals/

Strategies

Group/
Entity

Alignment
Contract

Group/
Entity

Alignment
Contract

Individual

Objectives

Individual

ObjectivesExecute and
Implement

Execute and
Implement

Regular
Reviews
Regular
Reviews

Annual Review and
Business Assessment Process

Annual Review and
Business Assessment Process

Group/Entity
Annual

Objectives

Group/Entity
Annual

Objectives

Setting
Direction
Setting

Direction

Managing
Direction
Managing
Direction

Corporate
Environment

Corporate
3-5 Yr. Goals/

Strategies

Corporate
3-5 Yr. Goals/

Strategies
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Benchmark 
Comparisons
Benchmark Benchmark 

ComparisonsComparisons

What          Who       When        Status

Performance Gap 
Identification

Performance Gap Performance Gap 
IdentificationIdentification

Benchmark-driven 
Actions to Close 

Performance Gaps

BenchmarkBenchmark--driven driven 
Actions to Close Actions to Close 

Performance GapsPerformance Gaps

Self-Assessment Storyboard

Element: 2.1 Resource Planning and Staffing
Owner:  J. K. Smith

Rating:
09 10

PERFORMANCE CONTRIBUTING
FACTORS

STRENGTHS IMPROVEMENT
AREAS

ACTIONS

� ____________________

� ____________________

� ____________________

� ____________________

� ____________________

� ____________________

� ____________________

� ____________________

08
44 5

Strategy Deployment:  Storyboard
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Five Stages of Decline

��(����

����)�
*����������



Copyright  2009

Robert J . Osterhoff

Five Stages of Decline
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Using Baldrige Criteria to Assess Strategic Plannin g

1. NQA criteria is a framework, not an end point

2. Strategic planning touches all aspects of NQA 
criteria

3. Strategic benchmarks reflect challenge, not an 
opportunity to “look good”

4. Strategic planning without “stretch goals” is 
meaningless

5. Focus on core competencies, supported by new 
technologies

Five Key Lessons Learned
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“The great majority of quality 
initiatives were the result of 
‘wake-up calls’…

…the idea is not to wait for a 
crisis.  Instead, start the 
revolution when things are 
going well.”

-- Dr. Joseph M. Juran
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Will you wait for your
crisis?

(Thank you!)


