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newsletters, please contact Louise Sandmeyer, executive director of the Center for Quality and
Planning, or Carol Everett, associate director, at 814-863-8721 or psucqp@psu.edu. To subscribe
or to read past issues, see the Center’s website at http://www.psu.edu/president/cqi.

On December 4-5, 2002, Brent Ruben,
professor of communication and executive
director of the Center for Organizational
Development and Leadership at Rutgers
University, visited Penn State to lead an
interactive workshop for 20 administrators
and program directors. Attendees learned how
to facilitate a unit level self-assessment using
a framework developed by Dr. Ruben and
based on the Malcolm Baldrige National
Quality Award.  

Readers of this newsletter will recall our
announcement last year that the National
Institute of Standards and Technology had
awarded the University of Wisconsin-Stout the
first Baldrige Award in the education category.
To apply for this award, UW-Stout had
submitted a report detailing their achieve-
ments and improvements in seven key areas.
Dr. Ruben’s workshop focuses on these areas
using his Excellence in Higher Education (EHE)
model, which he has developed and
customized for use in research universities to
facilitate organizational self-assessment,
strategic planning, and improvement. Several
of Penn State’s peer institutions, including the
University of Wisconsin-Madison and the
University of California at Berkeley, have
successfully used Dr. Ruben’s EHE framework.

Following are the seven key categories or
areas that academic institutions applying for
the Baldrige award must address, a brief
description of each category as defined by Dr.
Ruben, and examples of best practices,
including some from UW-Stout.
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Guiding a University to Excellence: 
the Baldrige Approach

1. Leadership: How senior leaders guide the university; how they build and
sustain consensus on the mission, vision, values, plans and goals; how they
address the needs of their constituents; how they use communication and
mentoring to foster effective leadership throughout the university; how
leaders address their responsibilities to the public and its communities. 
UW-Stout's Chancellor's Advisory Council was formed to guide the organization.
This 19-member group includes representation from students, faculty, academic
staff, classified staff and administration.

2. Strategic planning: How the university sets its direction and priorities; how
its mission, vision, values and goals are translated into short- and long-term
plans; how units translate goals into action, how plans are communicated and
monitored, and how progress on plans is assessed. Penn State has had a
continuous strategic planning initiative since 1983 that has followed a
basically consistent approach: a participative, top-down/bottom-up process
that connects planning and budgeting and engages all of Penn State’s 34
academic and administrative units.

3. Student, stakeholder and market (external) focus: How the university
learns about the needs and expectations of those it serves and those with
whom it collaborates; how units build and enhance relationships,
communication and reputation with their stakeholders. UW-Stout has formed
a Stakeholder Visioning Group that reviews national higher education issues
and their impact on UW-Stout. Among the members are the Strategic Planning
Committee, emeriti employees, a K-12 educator, representatives from
corporations and the community, and legislative representatives and regents.

4. Information and analysis: How the institution selects and integrates data;
how the data and information are used to assess and monitor outcomes,
achievements, and progress relative to the university’s mission, vision,
values, plans, and goals; how the institution manages, disseminates,
analyzes, and uses information to improve the organization. At Penn State,
Protocol Review And Management System (PRAMS) automates the review
process and data retention of protocols for research involving humans, animals,
biosafety and radioisotopes through a Web-based application and an imaging
subsystem.
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5. Faculty and staff workplace focus: How the university
organizes and administers work and jobs, compensation and
career progression, to encourage and enable faculty and
staff to achieve high levels of performance and satisfaction;
how education, training, and professional development
opportunities build knowledge and capabilities; how a work
environment is maintained that contributes to the well-
being and motivation of all faculty and staff. At the
University of California at Berkeley, a senior administrator in
Business and Administrative Services spends one day each
month “walking in the shoes” of an employee from the unit
in an effort to understand and appreciate his or her job
responsibilities.

6. Process management and effectiveness: How the
university identifies, supports, monitors, and improves work
processes that are essential to the effective and efficient
operation of the organization and that meet the needs and
expectations of its stakeholders; how these processes are
standardized and documented. The University of Wisconsin-
Madison provides an eight-step methodology for identifying
and improving support processes in an academic department;
departments utilizing the model to date are History,
Chemistry, Mathematics, Pathology and Laboratory Medicine,
Zoology, and the Institute for Environmental Studies.

7. Organizational performance results (outcomes and
achievements): Key outcomes and achievements, progress
over time, and how well the university compares with peers,
competitors and/or leaders are evaluated in four areas:
quality and effectiveness of programs and services;
relationships with external groups and organizations;
organizational climate and faculty and staff satisfaction; and
the effectiveness and efficiency of internal processes. The
University of Iowa has developed 24 performance indicators
and specified targets for each in order to measure the progress
of the institution toward its goals and create a more strategic
and meaningful approach to accountability.

For more information about the Excellence in Higher 
Education framework, please contact Brent Ruben at
ruben@odl.Rutgers.edu or contact Louise Sandmeyer in the
Center for Quality and Planning at les1@psu.edu.  For more
information about UW-Stout’s Baldrige award, visit
http://www.uwstout.edu/mba/.


