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Abstract. Performance measurement is needed to evaluate the condition of the company.
Based on preliminary discussions with the company, the company's performance
measurement still focused on the financial aspects and has not carried out a comprehensive
performance measurement involving other aspects of the company that is also important to
know its performance. So, the company does not know the substantive condition of the
company. The purpose of this research is to identify the position by using the Baldrige
excellence framework (BEF) so that the company knows its condition and can improve and
enhance the company's performance. Baldrige excellence framework used to identify the
position of the company using seven criteria, namely leadership, strategy, customers,
knowledge management, workforce, operations, and results. After identifying the company's
position with the baldrige excellence framework, then analysis is carried out to find the root
cause of the problem based on the Baldrige Excellence Framework assessment using a
fishbone diagram. The maximum score of the Baldrige Excellence Framework is 1000. Based
on the assessment, the results showed that the company was in the Early Result category with
a value of 314,25. It means that the company is already at a good early stage to achieve the
company's excellent performance.

Keyword: Baldrige Excellence Framework (BEF), Performance, Company Position,
Fishbone Diagram, Palm Oil Company

Abstrak. Pengukuran kinerja diperlukan untuk mengevaluasi kondisi perusahaan dalam
upaya mencapai sasaran dan tujuan akhir perusahaan. Berdasarkan diskusi awal dengan
pihak perusahaan, pengukuran kinerja yang dilakukan perusahaan selama ini masih fokus
terhadap aspek keuangan dan belum melakukan pengukuran kinerja secara komprehensif
dengan melibatkan aspek-aspek lain dalam perusahaan yang juga penting untuk diketahui
kinerjanya. Hal tersebut mengakibatkan perusahaan tidak mengetahui gambaran yang
sebenarnya mengenai kondisi perusahaan. Tujuan dari penelitian ini untuk mengidentifikasi
posisi perusahaan dengan menggunakan baldrige excellence framework (BEF) sehingga
perusahaan mengetahui kondisinya dan dapat memperbaiki serta meningkatkan kinerja
perusahaannya. Baldrige excellence framework digunakan untuk mengidentifikasi posisi
perusahaan dengan menggunakan 7 Kkriteria yaitu kepemimpinan, strategi, pelanggan,
manajemen pengetahuan, tenaga kerja, operasi dan hasil. Setelah diidentifikasi posisi
perusahaan dengan baldrige excellence framework maka selanjutnya dilakukan analisis
untuk menemukan akar penyebab masalah berdasarkan penilaian baldrige excellence
framework dengan menggunakan fishbone diagram. Skor maksimum dari Baldrige
Excellence Framework adalah 1000. Berdasarkan penilaian, diperoleh hasil bahwa
perusahaan berada pada kategori Early Result dengan nilai 314,25. Hal ini menunjukkan
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bahwa perusahaan telah berada pada tahap pencapaian awal yang baik dalam upaya
mencapai kinerja ekselen perusahaan.

Kata Kunci: Baldrige Excellence Framework (BEF), Kinerja, Posisi Perusahaan, Fishbone
Diagram, Perusahaan Kelapa Sawit
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1. Introduction

Performance measurement is needed to evaluate the company so that the company can achieve
its goals and objectives. Based on preliminary discussions with the company, the company's
performance measurement is still focused on the financial aspects and has not carried out a
comprehensive performance measurement involving others aspects of the company that is also
important to know its performance. One way that companies can survive and exceed in
competitive competition is by measuring performance.

Performance measurement carried out to improve and increase the performance of the
organization/company on an ongoing basis. This is a necessity due to increasingly competitive
competition between companies. Performance measurement is needed so that the company knows
its position so that improvements are made and give an impact on increasing the company’s
productivity [1].

The problem faced by this oil palm company is that it has not carried out a comprehensive
performance measurement and make the company does not know the fact of the company's
condition. Based on this, it is necessary to measure performance comprehensively by involving
all aspects within the company.

The solution to the problems, by using the Baldrige Excellence Framework (BEF) to identify the
company's position, then using the Fishbone Diagram, an analysis carried out to find the root
cause of the problem based on the Baldrige Excellence Framework assessment.

Baldrige Excellence Framework aims to assist companies in assessing company performance
regardless of the size of the company whether it is a new company, a growing company, or a
company that has been around for many years. The company can know the condition of the
company as a whole and can assist the company in identifying the strengths and weaknesses of
the company so that it can face business competition and long-term challenges. Baldrige
Excellence Framework consists of 7 criteria: leadership, strategy, customers, knowledge
management, workforce, operations, and results [2][3]. Baldrige excellence framework has been
used by many companies in the manufacturing, service, small business, education, health, and
non-profit sectors to improve company quality and performance [4].

Based on the explanation above, this study attempts to measure performance comprehensively by
involving other aspects besides financial aspects so that, the company's position can be identified
based on the Baldrige Excellence Framework, and then using the Fishbone Diagram, an analysis
carried out to find the causes of the problem.
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2. Literature Review

Baldrige Excellence Framework is a framework for assessing company performance. Baldrige
Excellence Framework empowers every company to achieve goals, improve results and be more
competitive. Baldrige Excellence Framework consists of seven criteria: leadership, strategy,
customers, knowledge management, operations, workforce, and results. From seven criteria,
described into several more specific criteria and become the basis for the assessment using the
ADLI approach (Approach, Deployment, Learning, and Integration) and the LTCI approach
(Levels, Trends, Comparison, and Integration) [2].

By using the Baldrige Excellence Framework, the company can identify every strength and
weakness. So the company can improve from various aspects of the company and can develop
future improvement plans. Besides, the Baldrige Excellence Framework provides a framework
for leading to superior performance for every company.

3. Methodology

This research was conducted in the palm oil company in Deli Serdang-North Sumatera. The first
begins by identifying the problem in the company, namely all this time the company measuring
the company's performance based on financial aspects and not measuring performance
comprehensively. Based on this problem, a study was conducted to determine the company's
position based on the Baldrige Excellence Framework. The stages carried out in this study are
divided into 3, namely the first stage, an observation, and data collection, both primary data and
secondary data. Data collection was carried out to identify the company's position based on the
Baldrige Excellence Framework. Primary data collection was carried out by observation to
observe the company's condition, interviews with company leaders, employees, and stakeholders,
and by distributing questionnaires. Secondary data based on journals and previous research. The
second stage is to perform data processing by conducting an assessment using ADLI (Approach,
Deployment, Learning, and Integration) and LTCI (Levels, Trends, Comparison, and Integration).
The third stage, the analysis stage to find the cause of the problem with the Fishbone Diagram.

4. Results and Discussions

Assessment of the condition of palm oil company based on the Baldrige Excellence Framework
consists of based on process criteria and based on outcome criteria. The assessment for the process
criteria consists of leadership, strategy, customers, knowledge management, workforce, and
operations.

The leadership criteria consist of senior leadership and Governance and Societal Contributions.
The strategy criteria consist of strategy development and strategy implementation. Customer
criteria consist of Customer Expectations and customer engagement. The criteria for
measurement, analysis, and knowledge management consist of Measurement, Analysis, and
Improvement of Organizational Performance and Information and Knowledge Management.
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Workforce criteria consist of workforce environment and workforce engagement. The operation
criteria consist of the work process and operational effectiveness [2]. Assessment of process
criteria uses the ADLI approach, namely approach (method/system/procedure), deployment
(deployment/application), learning (learning), and integration (integration) [5][6].

The assessment for the outcome criteria consists of an assessment of the results of the products
and processes, the results of the customer criteria, the results of the workforce criteria, the results
of the governance and leadership criteria, and the results of the financial & market criteria. In
assessing the results criteria using the LTCI approach, namely levels (level of performance
achievement), trends (level of improvement/growth in performance), comparison (comparison),
and integration (integration) [5][6].

After assessing the seven criteria based on the Baldrige Excellence Framework for both the
process criteria (using the ADLI approach) and the outcome criteria (using the LTCI approach),
a final assessment is carried out for the condition of the company.

The final assessment is the sum of the process criteria assessment and the outcome criteria
assessment. This assessment obtaining from the results of interviews, observations, distributing
guestionnaires, and examining related documents. The maximum score for each criterion is a
stipulation based on the Baldrige Excellence Framework [7]. The final assessment of process
criteria and results can be seen in Table 1.

Table 1 Assessment of Company Condition Based on the Baldrige Excellence Framework

Max Score Score
(Based on (Based on Einal
Criteria Baldrige Percent  Assessment
. . Score
Excellence in Palm Qil
Framework) Company)
Leadership
Senior Leadership 70 45% 31.5
; 120 54
Gover_nan_ce and Societal 50 45% 295
Contributions
Strategy
Strategy Development 45 35% 15.75
) 85 29.75
Strategy Implementation 40 35% 14
Customers
Customer Expectations 40 25% 10
85 21.25
Customer Engagement 45 25% 11.25

Measurement, Analysis, and Knowledge Management

Measurement, Analysis, and
Improvement of 45 90 20% 9 18
Organizational Performance
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Information and Knowledge

0,
Management 45 20% 9
Workforce
Workforce Environment 40 45% 18
85 38.25
Workforce Engagement 45 45% 20.25
Operations
Work Processes 45 40% 18
85 34
Operational Effectiveness 40 40% 16
Final Score for Process Criteria 195.25
Results
Product and Process Results 120 30% 36
Customer Results 80 20% 16
Workforce Results 80 30% 24
. 450 119
Leadership and Governance 80 20% 16
Results
Financial, Market, and 0
Strategy Results %0 30% 27
Final Score for Result Criteria 119
Final Score 1000 314.25

The maximum score of the Baldrige Excellence Framework is 1000, while based on the
assessment by conducting interviews, observations, distributing questionnaires and observing
documents, the company gets a score of 314.25 so that there is a gap of 685.75. The graph of the
comparison between the maximum score of Baldrige Excellence Framework and the assessment
score in Palm Qil Company can be seen in Figure 1 and Figure 2.
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Score for Process Criteria

Score

Criteria
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S O & DT et X X H o
PO S ON N —o— Company

Figure 1 Score for Process Criteria

In Figure 1, it can be seen that comparison between the maximum score of Baldrige Excellence

Framework and the assessment score for process criteria in Palm Oil Company.

Score Based on Assessment in
Palm Oil Company

Score

Criteria

m BEF

——Company

Figure 2 Score Based on Assessment in Palm Oil Company

In Figure 2, it can be seen that comparison between the maximum score of Baldrige Excellence

Framework and the assessment score for 7 criteria: leadership, strategy, customers, knowledge

management, workforce, operations, and results.
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After assessing the company's performance comprehensively using the Baldrige Excellence
Framework, the next step is to determine the company's position based on the level, which can be
seen in Table 2 [5][6].

Table 2 Level of The Company Based on The Assessment

Level Score
Early Development 0-250
Early Result 251-350
Early Improvement 351-450
Good to Excellence 451-550
Emerging Industry Leader 551-650
Industry Leader 651-750
Benchmark Leader 751-875
World Class Leader 876-1000

Based on the assessment carried out from the process criteria and result criteria, the overall value
obtained at the palm oil processing company for this research is 314.25. It indicates that this
company is at the early result level.

To find the causes for not optimal company achievement based on the Baldrige Excellence
Framework, a Fishbone Diagram will be used to find the causes for not optimal company
achievement [8][9]. The Fishbone Diagram based on the assessment carried out on oil palm
processing companies can be seen in Figure 3 and Figure 4.

The leadership criteria are the driving force for other criteria, namely the criteria for strategy,
customers, results, knowledge management, operations, and workforce [10]. Leadership is a
starter in the Baldrige framework. Without good leadership, culture will not change, and
organizational planning will not work [11]. The Leadership criteria has the ability to make
changes in the system and guides every system of strategy and every process of excellence
achievement [12]. It is in line with the results of observations and interviews conducted at this oil
palm processing company. Based on the results of discussions with company leaders and
employees, the criteria for leadership, strategy, and workforce are criteria that have a significant
influence on others criteria. These three criteria serve as a driving force for others criteria in
improving company performance. In other words, human resource factors influence improving
company performance.
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Leadership

«—— Not yet have strong leadership

Lack of understanding of the workforce

regarding the vision and mission
The work performance
mechanism has not yet

The work culture of the company has
been determined

not been clearly defined
Lack of motivation given by the
company to the workforce
The indicators of leadership success
have not yet been determined

The Company Has Not
Optimized Achievement

Not yet optimal application of work
discipline

The factors that motivate the
workforce have not been
identified

A work performance mechanism
has not been built

There has not been an approach
to motivating the workforce

Not yet optimal workforce
learning and development

A career ladder mechanism
has not been developed

Two-way communication has not
been optimal

Based on the Baldrige
Excellence Framework

Lack of comparative information from
the company's competitors

There is no data on customer
4— satisfaction and dissatisfaction

Success targets have not been determined for the
criteria for leadership, strategy, customers, workforce,
operations

The company's achievement target has

not yet been determined

Workforce

Result

Figure 3 Fishbone Diagram for Leadership Criteria, Workforce Criteria and Outcome

Criteria

Operations

Strategy

The indicators for the success of the
work process have not been determined

Have not considered the opinion in
improving the work process

Machine maintenance is not optimal

—

There has not been a comprehensive
analysis of the company's condition

The company objectives have not been
fully established

There has not been any
socialization of the company's
plan to the workforce

The company plan is still limited to the
financial aspect

Comparative data information is still
at an early stage

There is no plan to reach the target

The absence of
comparative data

information on customer

satisfaction

There is no clear
mechanism for
measuring customer
loyalty

The indicators for measuring
There has not been an evaluation of

the level of customer satisfaction been determined

Information about customers is still

available
at an early stage

™ benchmark
Not yet determined benchmarks for enchmar|

/ Only use the financial aspect as a
the level of customer satisfaction

Not optimal in managing company
* knowledge
There has not been a
comprehensive observationon
the condition of the company

Customers

Measurement, Analysis,
and Knowledge
Management

/}a—— company performance have not yet

The Company Has Not
Optimized Achievement
Based on the Baldrige
Excellence Framework

information on competitors is not yet

Figure 4 Fishbone Diagram for Strategy Criteria, Operations Criteria, Knowledge
Management Criteria, and Customers Criteria



Jurnal Sistem Teknik Industri (JSTI) Vol. 23, No.2, 2021 154

5. Conclusion

Based on a comprehensive assessment conducted to determine the company's performance, the

company got a value of 314.25 from maximum points of 1000. The company's position is at the

Early Result level so that improvements are needed to increase the value acquisition. Based on

the observations that have been made, the criteria for leadership, strategy, and workforce are the

driving factors for others criteria in improving company performance. Therefore, the human

resource factor influences improving the performance of this oil palm company.
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