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Purpose
This guide is intended for use by new Examiners working with their coaches during the orientation stage of their on-boarding to the Board of Examiners. As a new Examiner, you are encouraged to follow the process described here and to use the tools, as appropriate, to ensure a positive and productive experience with your coach.
What This Guide Includes:
1. Coaching Program overview

2. roles and responsibilities

3. schedule of events and deliverables

4. discussion guides
1. Coaching Program Overview

The goals of the Coaching Program during orientation are 

1. to increase new Examiners’ confidence in participating in New Examiner Orientation and the Examiner Preparation Course;
2. to provide a safe environment in which new Examiners receive feedback on their self-study orientation assignments and prework; and 
3. to challenge experienced Examiners to apply their interpersonal skills, Program knowledge, and technical competence using the Baldrige Criteria, as well as their coaching ability. 
Time frame expectations
The orientation stage of the Coaching Program spans the period from notification of selection to attendance at Examiner Preparation classroom training, approximately six-to-eight weeks. Some pairs, however, elect to continue the relationship beyond the classroom experience. While you and your coach will determine the frequency with which you communicate, we recommend that you communicate at least weekly. (See “Schedule of Events and Deliverables” below for a suggested schedule.)
2. Roles and Responsibilities

New Examiner
The primary goal of a first-year Baldrige Examiner is to learn: to learn the Criteria, the Six-Step Evaluation Process, and the culture of the Examiner community. To facilitate that goal, each new Examiner is expected to work with a coach. The coach is assigned to the new Examiner from a pool of experienced Examiners who have volunteered for that role. The new Examiner should be open to the guidance of his/her coach and be willing to ask for advice, actively listen, and learn.

New Examiners should keep appointments, adhere to the agreed-upon schedule, and complete their self-study orientation work and prework so they are fully prepared to learn from and participate in their classroom experience.

Coach
Coaches are experienced Baldrige Examiners who have volunteered to coach new Examiners. Some coaches will be assigned one-to-three new Examiners to work with at a time. They are responsible for developing a new Examiner’s skill set for applying the Six-Step Evaluation Process. Coaches will be role models and provide guidance, feedback, and advice on a new Examiner’s self-study progress, as well as on the prework that is completed prior to attending the class. They also will offer encouragement and support to new Examiners. 

3. Schedule of Events and Deliverables

	WHEN
	ACTION
	(New Examiners) DELIVERABLE
	( (if done)

	March 22–March 28, or 5-to-6 weeks before training
	BNQP sends an invitation to new Examiners to serve on the Board. 
New Examiners read the welcome e-mail containing orientation material and their coach’s contact information.

Coaches read the e-mail containing coaching information and their new Examiner’s contact information.
	Read welcome e-mail and begin orientation activities.

Read Development Model; Performance Expectations; Coaching Program Overview; and 2010 Coaching Program New Examiner’s Guide to Orientation Activities. 

Save/print a copy of the Guide to Orientation Activities for future use.

Complete the following e-learning modules:

· BNQP Overview 

· The Role of the Examiner 

· The Code of Ethical Conduct 

Hold an introductory meeting (by e-mail or phone) with their coach, and schedule subsequent discussion times (see Meeting #1 Discussion Guide, p. 5).
	

	March 29–April 2, or 4-to-5 weeks before training
	New Examiners continue work on orientation e-learning modules.

Coaches are available to respond to new Examiner questions by phone or e-mail. 

Coaches and new Examiners start on prework for classroom training.
	Complete the following e-learning modules:

· Understanding the Criteria

· Award Application Evaluation Process Overview

· Evaluating Process Items

· Evaluating Results Items

Review prework packet, and ensure it is complete.

Meet with coach (see Meeting #2 Discussion Guide, p.6). 
	

	April 5–April 16, or 3-to-4 weeks before training
	BNQP checks with new Examiners regarding contact with coach.

New Examiners continue work on orientation e-learning modules and begin case study prework.

Coaches are available to respond to new Examiner questions by phone or e-mail. 
	Inform BNQP of status regarding contact with coach.

Complete the following e-learning module:

· Elements of a Well-Written Comment

Read the case study and the Criteria.
Begin work on Independent Review

· Key Factors

· 1st Process Category (2 Items)
Meet with coach (see Meeting #3 Discussion Guide, p.8).
	

	By April 19, or 1 week before training
	New Examiners continue work on case study prework.

Coaches are available to respond to new Examiner questions by phone or e-mail.
	Finish work on the case study

· 2nd Process Category (2 Items)

· 2 Results Items

Meet with coach (see Meeting #4 Discussion Guide, p.9).
	

	2-to-3 days before training
	New Examiners and coaches hold a feedback and assessment meeting.
	Complete the following e-learning module:

· Are You Ready?

Assess performance during orientation and prework.

Gather all materials needed for training (Case Study, Scorebook, your Thought Question response, and Certificate of Completion from Are You Ready? 
e-learning module).  

Meet with coach (see Meeting #5 Discussion Guide, p.10): Identify skill strengths to leverage and development opportunities to build on during training.
	

	Classroom training
	Role ends*
	Formal closure: participate in final meeting 1-to-3 days prior to classroom training to close out experience.

*Coaches and new Examiners may continue contact with each other by mutual agreement.
	


4. Discussion Guides
The following pages outline suggested topics for discussion during coaching meetings.  New Examiners are encouraged to customize these outlines to match their learning needs.
 Meeting #1 Discussion Guide 
Get Acquainted and Establish Your Process
1. Let your coach know which training week you have selected. (Use the date of your training week to establish your contact and deliverable schedule.)

2. Share understandings of expectations, learning needs, and desired outcomes. You may wish to share the following:
a. what you want to gain from your time with the coach
b. the key focus areas you would like to work on

c. clear expectations regarding availability (scheduled and unscheduled), e-mail addresses and phone numbers at which you can be reached, etc.
d. areas of the Baldrige process or Criteria in which you feel particularly skilled or knowledgeable 
3. Review any questions from the resources referenced in the welcome 
e-mail, including Performance Expectations, the On-Boarding Process, the Development Model, and, if time, the e-learning orientation modules (see the Meeting #2 Discussion Guide for possible questions on the 
e-learning modules).
4. Review logistical requirements that need to be completed with a fast turnaround.  
5. Determine the discussion schedule for remaining meetings (suggested every week-to-10 days, depending on your training week).
Meeting #2 Discussion Guide 

Check In on Progress and Prework 
If not discussed during Meeting #1, review the e-learning orientation modules and ensure not only completion of each module but clarity around the concepts. Discuss your prework packet—its contents and how to get started. In addition to your own questions or areas of interest, you may wish to discuss the questions noted below.
Modules: BNQP Overview; The Role of the Examiner 
These two modules introduce you to the history of the Baldrige National Quality Program and to your role in the evaluation process. What questions remain about the Baldrige Program or an Examiner’s responsibilities?

Module: The Code of Ethical Conduct

This module lays out expectations for Examiners’ ethical conduct. Ethical conduct is a cornerstone of the Baldrige National Quality Program. One of the first applications of this code is the completion of assignments in preparation for training. What questions remain concerning the Code of Ethical Conduct? 

Ask your coach to share some situations in which, as a Baldrige Examiner, he/she was presented with an ethical challenge. 

Module: Understanding the Criteria for Performance Excellence
This module provides an overview of the Criteria for Performance Excellence. It also provides examples of how former applicants have addressed various parts of the Criteria. What Items of the Criteria did you find most challenging? How do you see Core Values being demonstrated in your organization? 

What tips can your coach provide to help you understand and apply the Criteria?
Module: Award Application Evaluation Process Overview
This module provides more detail about the Award cycle and the events that occur between spring and fall, as well as participating in an Examiner Team and evaluating an Award application. What questions do you have about the Award cycle or the Six-Step Evaluation Process?

What tips can your coach provide to help you effectively experience this cycle for the first time? In what main areas should a new Examiner focus?
Module: Evaluating Process Items

In this module you are introduced to the Approach, Deployment, Learning, and Integration (ADLI) Process Item evaluation factors. The prework provides an opportunity to practice evaluating Process Items and applying these evaluation factors. What questions or concerns do you have regarding the evaluation of Process Items?
Ask your coach for guidance around evaluating an Award application: How does he/she start? What are the Key Factors, and how do they influence the evaluation? How does your coach know where to focus his/her evaluation (overall, basic, or multiple Item requirements)? What should you know about scoring and how the evaluation factors are used in scoring?  

Ask your coach to discuss the concept of “benefit of the doubt.”
Module: Evaluating Results Items

In this module you are introduced to the Levels, Trends, Comparisons, and Integration (LeTCI) Results Item evaluation factors. The prework provides an opportunity to practice evaluating Results Items and applying these evaluation factors. What questions or concerns do you have regarding LeTCI?
Ask your coach for guidance around evaluating the Results Items of an Award application: Do the Results Items correlate to the Process Items? What should you know about scoring an applicant’s results and how the evaluation factors are used in scoring?

Getting Started on Your Prework 
The remaining preparation work is to conduct an Independent Review on the case study, including completing an evaluation of two Process Categories (four Items) and two Results Items. You also will be expected to respond to a Thought Question related to key concepts in the Criteria. As you complete each assigned Item and your Thought Question, review the following topics in addition to your own questions and areas of interest:
· Discuss the key deliverables: a partial Scorebook, including Key Factors; your response to the Thought Question; and completion of the e-learning modules. Discuss how to get organized and how to use the Baldrige Online Scorebook Solution (BOSS).

· Walk through the “Independent Review Step by Step” document.
· Walk through other supporting references as needed.
Meeting #3 Discussion Guide 

Check In on Progress and Prework 
In addition to the e-learning orientation modules outlined in the Meeting #2 Discussion Guide, review the Elements of a Well-Written Comment e-learning orientation module to ensure not only completion of the module but clarity around the concepts. Discuss your progress on the prework packet. You should have drafted a set of Key Factors and begun working on the first Process Category. In addition to your own questions or areas of interest, you may wish to discuss the questions noted below.
Module: Elements of a Well-Written Comment

This module is a short introduction to a critical component of an Examiner’s work: writing comments. Comments written by the Examiner Team are the key deliverable that communicates the Examiner’s analysis, synthesis, and evaluation of an organization’s response to Criteria Item requirements. The comments must clearly articulate the organization’s strengths (to be leveraged), as well as its opportunities for improvement. Share with your coach your key learnings about writing comments. 
When you receive your prework, you will have several opportunities to practice writing comments. Ask your coach for advice about writing effective comments. Specifically, discuss how to craft comments that add value and how to use the comment guidelines (e.g., discuss the guidelines on not being prescriptive).
Review Case Study Independent Review 
Key Factors: Share your key learnings on identifying an organization’s Key Factors.  Discuss how these Key Factors will shape your analysis and evaluation.

Six-Step Evaluation Process: Share your key learnings on following the Six-Step Evaluation Process. 
First Process Category: Share your progress on evaluating the case study organization’s response to your first Process Category. 

Ask your coach how he/she approached this case study evaluation, starting with the Criteria requirements and the applicant’s Key Factors (or environment in which it operates). Did you identify different Key Factors? Where did you focus your review: on the basic, overall, or multiple Item requirements? How did you apply ADLI in your evaluation of the Process Items?

Meeting #4 Discussion Guide 

Check In on Progress and Prework 
Discuss your progress on completing the prework packet. In addition to your own questions or areas of interest, you may wish to discuss the questions noted below. 
Check In on the Case Study Independent Review 

Six-Step Evaluation Process: Share your key learnings on following the Six-Step Evaluation Process. 
Second Process Category: Share your progress on evaluating the case study organization’s response to your second Process Category. Were you able to apply learnings from the first Process Category? What was challenging? Were there any surprises? Compare your findings with your coach’s: what is the same; what is different? Share scores and rationales for the scores.
Results Items: Share your progress on evaluating the case study organization’s results. Discuss the results you were expecting to see. How are the LeTCI evaluation factors being applied in the evaluation? Compare your findings with your coach’s: what is the same; what is different? Share scores and rationales for the scores.

Ask your coach how he/she is approaching his/her evaluation. What strengths is the coach seeing? What opportunities for improvement? Are you seeing the same thing or something different? Discuss your findings and rationale, based on the Criteria Item requirements. 
Thought Question/Key Concepts
Share your responses to the key concepts in the Thought Question you have addressed, and listen to your coach’s responses. Ask clarifying questions to understand differences in responses, and build your knowledge. 
Meeting #5 Discussion Guide 

Assess, Give Feedback, and Close Out
Your first coaching experience as a new Examiner is coming to a close. Approximately two-to-three days before attending your classroom training, meet with your coach to close out your experience. In addition to discussing your own questions and areas of interest, you will want to assess this experience to identify areas for continued development, as well as celebrate strengths or skills that you can leverage.
Assessment and Feedback

The following feedback model is suggested:

· What did you learn about becoming an Examiner?
· What are your strengths? How can they be leveraged in your Examiner role?

· What are your opportunities for development in interpreting the Criteria and evaluating an Award application?

· What are your ideas for next steps to address these opportunities? (Hint: ask your coach for advice. Ask other experienced Examiners for their advice once you arrive in class.)

Your coach also may seek feedback from you regarding his/her effectiveness. Be prepared to provide constructive feedback on what was effective and suggestions for improvement, if needed.

Close Out

Discuss what to bring to the classroom training sessions (New Examiner Orientation and Examiner Preparation). Reference: Prework instructions
Share final “words of wisdom” and last-minute tips on making the most out of the time in the classroom.
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