
 

© Payton-Jameson LLC 1 GritandFlow.com 

 

QUALITY ORGANIZATIONS AND INCLUSIVE PRACTICES 

 
 

 

 
 

 

Quality Organizations and Inclusive Practices 
Looking an inclusive organization using the Malcom Baldridge National Quality Award Criteria 
Tiffany Jameson, MBA, PHR 

October 22, 2019 

 
Leadership in an inclusive organization requires leaders to look 
from the balcony while also being on the dance floor 
(Gallegos, 2014). A difficult task to accomplish for any leader, 
but organizations need to embrace inclusion to continue to 
perform profitability, retain talent, and innovate. “The process 
of becoming a more inclusive organization requires ongoing 
attention to the dynamic interplay of people and practices” 
(Gallegos, 2014, p. 181). The application of instruments is a 
helpful tool in diagnosing an organization to measure the 
inclusivity. Proven tools like the Malcolm Baldridge National 
Quality Award (MBNQA) are applied to the construct of 
inclusivity to enhance an already substantial instrument.  

In this paper, the criteria for the MBNQA will be applied to the 
needs of an organization desiring to be an inclusive 
organization through an inclusion-consultancy-based approach. 
First, the Baldrige criteria for performance excellence main 
focal areas will be discussed using an inclusive organization 
lens. Secondly, inclusive leadership is applied to Baldrige's 
best practices for small businesses identified by Azis and 
Harsanto (2012). Lastly, a revision to the current Baldrige 
framework will be recommended. 

Baldridge Criteria and an Inclusive Organization 

The Malcolm Baldridge National Quality Award (MBNQA) 
established a criterion for understanding and managing 
organizational performance in areas of leadership; strategic 
planning; stakeholders; measurement; analysis, and knowledge 
management; the workforce; operations; and results (Masood, 
Selim, Alshare, Grandon, Younis & Abdulla, 2006). The 
National Institute of Standards and Technology (NIST) reports 
that winners of the MBNQA demonstrate a 20% median 

growth in jobs compared to industry counterparts (“Criteria for 
Performance Excellence,” n.d.). Ultimately, the MBNQA 
provides a perspective to align and integrate performance 
criteria in all these areas across the organization. The 
alignment of the Baldridge criteria behind the MBNQA is an 
essential factor contributing to an inclusive organization’s 
success.  

Inclusion, when viewed from an organization perspective, is 
often combined with diversity and is often seen as a Human 
Resource (HR) initiative to increase the ethnicity and gender of 
individuals within an organization. Inclusion is an individual 
construct and can be defined as the experience an individual 
has when they have a sense of belonging, yet still feel 
empowered to be a “distinct and unique individual” (Jansen, 
Otten, Zee & Jans, 2014, pp. 370-371). These opposing needs 
of both belonging and uniqueness, create the need for an 
environment that can promote both these needs through the 
culture and leadership styles. The following will discuss the 
MBNQA focal areas, excluding the results area, and describe 
how an organization would address these areas within the 
context of an inclusive organization. 

Leadership 
The Baldridge criteria assessed for leadership spans how senior 
leaders lead the organization and how the organization is 
governed and makes societal contributions (“Baldridge 
Excellence Builder,” n.d.). The Baldridge applies the 
relationship-based leadership actions, or Leader-Member-
Exchange Theory (LMX), to its criteria through the discussion 
on how the individual leaders model the behavior of the 
organization and encourage making societal contributions that 
are key in the communities in which you operate. An 
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organization seeking an inclusive environment will need to 
align management practices with those that enhance and 
encourage strong relationships between leaders and followers. 
The organization’s leadership will need to balance external and 
internal stakeholder needs with the strategic goals of the 
organization while encouraging individuals to develop and 
maintain a unique identity as part of the organization. A leader 
in an inclusive organization has a challenging job meeting the 
needs of the surrounding community while accomplishing all 
the above-listed objectives. 

Strategic Planning 
Strategic planning within the Baldridge analyzes how 
strategies are developed and implemented in addition to key 
performance indicators (KPIs) that track the progress of the 
strategy (“Baldridge Excellence Builder,” n.d.). NIST provides 
a case study demonstrating the implementation of the 
Baldridge criteria (“2013 Collin Technologies Case Study,” 
2013). The case study offers an excellent suggestion for an 
intensive environment scan necessary to create a strategic plan 
for an organization. In the circumstance of an inclusive 
organization, the scan should uncover the diversity of all the 
stakeholders that have agency within the organization carefully 
taking stock of the differences between the groups to identify 
imbalances in the area of cognitive abilities, racial, and gender 
differences, to name a few areas within the diversity realm.  

When creating a strategic plan, Kirton and Greene (2019) 
enforce the business imperatives that benefit from diversity as 
improving competitiveness, profitability, and productivity. For 
an inclusive environment, the strategy must include action 
plans that engage to a variety of individuals and embrace their 
differences to optimize the impact of the workforce. Balanced 
scorecard tracking of key inclusion goals will enhance the 
culture of valuing inclusivity that is openly thought as merely 
an HR issue and will help to legitimize the need for diversity 
as a broader social purpose (Kirton & Greene, 2019).  

Customer Focus 
The customer focus dimension of the Baldrige reflects how an 
organization listens to customers’ needs to create products and 
services and the organization's ability to build engaged and 
satisfying relationships through customer engagement 
(“Baldridge Excellence Builder,” n.d.). There is no question of 
the importance customers have on providing feedback and 
direction for product decisions. Innovation is also tied directly 
to the inclusion of customers. The flow of input and ideas into 
the organization to improve products will increase if the 
customers feel they can be authentic. Inclusive organizations a 
focused effort to invite the engagement of diverse cognitive 
abilities, cultures, and physical differences of those that 
purchase and use the goods or services produced. 
Organizations need to present an authentic interest in the 
uniqueness of each customer and provide a positive social 

identity that is associated with the organization (Jansen et al., 
2014). 

Measurement, Analysis, and Knowledge 
Management 
The area of measurement, analysis, and knowledge 
management for the Baldridge criteria assess an organization's 
ability to understand how they are performing and provide a 
plan for improvement in addition to establishing a way to 
manage organizational knowledge assets (“Baldridge 
Excellence Builder,” n.d.). For the case of an inclusive 
organization, there are different approaches for measuring 
inclusive organizations and inclusive leaders. Two tools will be 
discussed, the perceived group inclusion scale and the 
Diversity Competencies Assessment. 

The perceived group inclusion scale (PGIS) measures a “two-
dimensional construct involving perceptions of belonging 
(group membership and group affection) and perceptions of 
authenticity (room for authenticity and value of authenticity)” 
(Jansen et al., 2014, p. 373). The PGIS will provide a general 
overview of how the workforce is perceiving inclusion and can 
be helpful when analyzed, to determine areas in need of 
intervention. A leader-focused instrument is the Diversity and 
Inclusion Center’s Diversity Competencies Assessment 
(“Discover what Diversity Competencies Assessment can do 
for you,” n.d.). The instrument is a 65-item self-assessment of 
seven areas of skills for diverse leaders. The results will enable 
organizations to plan on-going learning and practices to 
address the areas of deficiency for being an inclusive leader. 

Knowledge management requires the ability of an organization 
to collect and analyze data that is meaningful. The 
interpretation of the knowledge obtained must be interpreted 
by a diverse set of individuals that will provide multiple 
viewpoints and provide findings that enable the inclusivity of 
all stakeholders. Linear data analysis will give narrow results 
and limit the growth of an organization (McEligot, Behseta, 
Cuajungco, Van Horn, Eng & Toga, 2015).  

Workforce Focus 
The Baldridge workforce focus assesses the building of a 
productive and supportive environment while engaging the 
workforce for retention and high performance (“Baldridge 
Excellence Builder,” n.d.). Innovation was previously 
discussed regarding customers, but it is as important, if not 
more important, that the workforce feels that their differences 
are respected and their full, authentic selves, can be put into 
their organizational duties. An inclusive organization will 
analyze the talent acquisition process and all other human 
capital processes within the organization to ensure that the 
practices are not disrupting the creation of a diverse and 
inclusive workforce. Focusing on the inclusion of each person 
will promote psychological safety, engagement, and 
performance for the organization. 
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Operations Focus 
The final area that will be discussed of the Baldridge from an 
inclusion-consultancy-based perspective is the operation's 
focus. The work processes and operational effectiveness are 
assessed in this area. These areas are highly dependent on the 
successful implementation of inclusive practices in the 
previously discussed dimensions of the Baldridge criteria. If 
the inclusive practices have been implemented successfully, 
the customer’s perspective will be included in the products, 
and the needs of the diverse workforce will be applied to the 
work processes. Operational effectiveness will come from 
having KPIs clearly defined that guide the organization's 
processes and decision making.   

Inclusive Leadership Theory and the Baldridge 
Criteria 

Leadership is highly correlated with all dimensions of the 
MBNQA (Masood et al., 2006). Hirak, Peng, Carmeli, and 
Schaubroeck (2012) and Carmeli, Reiter-Palmon, and Ziv 
(2010) found a direct correlation between high leader 
inclusiveness and feelings of high psychological safety. 
Psychological safety demonstrates that “leaders who maintain 
a focus on developing members may enhance psychological 
safety, which is conducive to unit learning processes which 
enhance unit performance” (Hirak et al., 2012, p. 113). The 
feelings of safety empower the relational construct of inclusive 
leadership through the ability to create mutual influence and 
collective adaption (Gallegos, 2014, p. 178) 

Inclusive Leadership Defined 
Inclusive leadership “involves particular skills and 
competencies for relational practice, collaboration, building 
inclusion for others, creating inclusive workplaces and work 
cultures, partnerships and consensus-building, and true 
engagement of all” (Ferdman 2010; Mor Barak, 2011 as cited 
in Booysen, 2014, p. 298). Inclusive leadership is founded on 
relational leadership theories, including Leader-Member-
Exchange theory (LMX), and promotes sensitivity to 
individual perspectives, perceptions, cognition, affect, and 
behavior (Carmeli et al., 2010). Hirak et al. describe inclusive 
leadership as a leader’s behavior of openness and accessibility 
to team members. Choi, Tran, and Kang (2017) expand on the 
definition of inclusive leadership by describing the benefits 
associated with “facilitating trust, respect, mutual obligation, 
and partnership between leaders and followers, which 
ultimately contribute to enhancing the latter’s well-being” (p. 
1878). 

Baldridge Small Business Best Practices 
The focus of inclusive consulting is to create organizations that 
implement practices that create an environment to empower all 
employees and is built upon the concepts outlined in inclusive 

leadership and LMX. Azis and Harsanto (2012) create a small 
business framework based on lessons learned from MBNQA 
winners within the small business category. Common key 
factors learned from the small business winners and how 
lessons learned can be generalized to all small businesses to 
increase business performance. The model developed will be 
applied to the leadership required to create an inclusive 
environment for all. The model provides four focus areas of 
customer intimacy, process and planning, workforce 
engagement, and community building.  

Customer Intimacy 
Customer intimacy is the process of leadership participation in 
customer interactions to gain insight into requirements and 
define standards of communication with customers (Azis & 
Harsanto, 2012). The best practice identified for small business 
consist of mandating a weekly timeframe to interact with 
customers and a thorough complaint and return system that 
allows mining to identify customer behavior and product 
problems. An inclusive leader will need to create authentic 
interactions with the community that uses the products to 
understand how the product impacts the lives of all groups. 
Customer intimacy will require more than the best practice on 
a single hour a week on the customer service phones, as 
identified by Azi and Harsanto (2012). Instead, involvement in 
community activities will demonstrate the openness and 
accessibility required to be an inclusive organization. 

Process and Planning 
MBNQA small business winners implement systems that 
regularly monitor short term changes in customer demand 
while providing an enhanced method to gain and enforce 
customer insight into the products. Additionally, best practices 
recommend environment scanning, staying relevant in research 
and industry trends while benchmarking the organization, and 
communicating its progress to the workforce (Azis & 
Harsanto, 2012). An inclusive leader will create transparent 
connections between goals and resources that focus on 
engaging the diverse work environment and expanding 
organizational capabilities to increase the flow of various 
perceptions and innovations into the core business areas 
(University of California Berkeley).  

Workforce Engagement 
The third area in Azis and Harsanto’s model is workforce 
engagement. As touched upon above, the innovative behavior 
and feelings of psychological safety are significant outcomes 
of inclusive leadership. The best practice identified for small 
businesses in this area is clear communication of expectations 
and feedback, engagement of performance goals, and 
professional development enforced by compensation and 
recognition. An important aspect of inclusive leadership and 
organizations in the area of workforce engagement. Measuring 
and rewarding, based on the uniqueness of the individual, will 
provide the meeting desired. More importantly, performance 
evaluation metrics must focus on the core job functions and 
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remove areas of potential conscious bias or generalization that 
often accompany traditional workplaces.  Carmeli et al. (2010) 
perspective on inclusive leadership highlights the need to be 
sensitive to individual attitudes, perceptions, cognition, affect, 
and behavior, especially in the area of workforce engagement. 

Community Building 
Regular volunteering opportunities, recognition, and financial 
support for community participation are among the best 
practices identified by MBNQA Small Business winners (Azis 
& Harsanto, 2012). The area of community building overlaps 
in many ways with customer intimacy for an inclusive leader 
but is expanded to the overall organization having 
opportunities to engage in areas of the community that resonate 
with the individual employee. Inclusive leadership will enable 
employees to focus their community efforts on areas that 
reflect their values instead of creating community efforts that 
are focused on marketing and exposure for the organization. 

Revising the Baldridge Criteria 

Literature has demonstrated that the process of applying of the 
Malcolm Baldridge National Quality Award (MBNQA) itself, 
is a proactive step in creating a high-quality organization 
(Masood et al., 2006; Azis & Harsanto, 2012). More recent 
literature has begun to trend that diverse, equitable and 
inclusive organizations are needed to utilize and retain the 
talents of all employees while authentically engaging the 
customer (Bebusschere, 2018; Membhard & Edmondson, 
2006; Qi, Liu, Wei, & Hu, 2019; Jansen et al., 2014). NIST 
would enhance the Baldridge Excellence criteria by adding a 
dimension of assessing for equitable and inclusive practices. 
Inclusivity applies to all dimensions of the Baldridge criteria 
and will require that all areas are assessed in the inclusive lens 
as described throughout this paper. To fully maximize our 
environment, we must embrace everyone within our reach. 

Conclusion 

Inclusive organizations require inclusive leadership styles. 
Organizations will benefit from enhancing the proven 
Baldridge criteria for quality to also assess the inclusivity of 
the organization and leadership styles. When all stakeholders 
can have authentic interactions and experiences with the 
organizational, everyone will benefit. 
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