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Study of the critical factors for TQM implementation throughout the years, and
longitudinal analysis of secondary quality winners of prestigious awards such as the
Malcolm Baldrige National Quality Award (MBNQA), is important. The longitudinal
analysis in this research will enable verification that there are generic critical factors
(CFs) for TQM implementation and generic critical areas of measurement (CAM) that if
implemented fully and successfully will deliver excellence. Also, it will enable
verification that these generic CFs help to ensure sustainable performance and this could
help in answering how excellent organisations sustain their performance constantly.
By studying what excellent organisations measure and what they place emphasis on
throughout the year, the study will document measurements that have been used to
sustain excellence and will consider empirically how these have led to tangible results
over a period of twenty years; the study will examine MBNQA winners from 1988 until
2008. Finally, an excellence maturity assessment tool “assessment software” was
developed as result of examining winning case studies over a long period of time, lists
of critical factors of implementation (CFI) and critical areas of measurement (CAM)
were extracted and used accompanied by the EFQM Excellence Model, and Zairi’s two
model “Index of Excellence” and “Ladder of Excellence”. This formed the basis of the
assessment tool developed; companies through this will be able to understand their level
of excellence implementation and their position compared to world class organisations.
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CHAPTER ONE
INTRODUCTION

1

1.1 BACKGROUND
Today’s competitive and dynamic business environments have made achieving quality
an essential part of organisational success. Additionally, if high quality is to provide a
sustained competitive advantage, organisations must go beyond the skilled application
of tools and techniques to include a shift in values, beliefs and premises guiding
organisational activities (Feigenbaum and Feigenbaum, 2005; Bounds, Adams and
Ranney, 1994). Quality creates not only a price/value advantage over competitors but
also enables the firm to charge a higher per unit sale price through differentiation,
therefore a strategy of high quality leads to a sustainable competitive advantage
(Buzzell, 1982; Porter, 1986). To sustain excellence and competitive advantage and
continue to be the best in class is one of the biggest challenges facing business today.
Total Quality Management (TQM) is a management philosophy that seeks to integrate
all organisational functions to focus on meeting customer needs and organisational
objectives. It is clear that organisations need to adopt a TQM process and critical
success factors if they are to achieve business excellence and sustainable best
performance (Zairi, 2005). As the literature review suggests, the implementation of
TQM requires the integration of quality principles into day-to-day activities and
organisational culture. Positive performance results, or excellence in performance, arise
as result of full integration and implementation of Critical Factors Implementation (CFI)
of quality. Recent studies (Kumar et al., 2009; Vijande and Gonzalez, 2009; Bin
Abdullah, 2008) show positive relations between TQM implementation and excellence
performance of companies.
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Study of the critical factors for TQM implementation throughout the years, as a
longitudinal analysis of secondary quality winners of prestigious awards, such as the
Malcolm Baldrige National Quality Award (MBNQA), is crucial (McDonald et al.
2002). The longitudinal analysis in this research will enable verification that there are
generic critical factors (CFs) for TQM implementation (Critical Factors of
Implementation – CFI) and generic Critical Areas of Measurement (CAM) that if
implemented fully and successfully will deliver excellence. Also, it will verify these
generic CFs help ensure sustainable performance and this could help in answering how
excellent organisations sustain their performance constantly. By picking the MBNQA
sample we are aiming for uniformity in the analysis, the principles of the Baldrige
quality factors are validated in Chapter Two.
Through the longitudinal analysis also, we will be able to see the impact of the CFI on
results, such as financial results, customer and employee satisfaction levels and
innovation and learning. The way that winners put into practice these factors at the
macro level (i.e. the main factors) and at the micro level (i.e. the sub-factors) will also
enable analysis of the critical area of measurement (CAM) that organisations use to
monitor performance and gain sustainable performance excellence. By studying what
excellence organisations measure and what they place emphasis on throughout the year,
the study will list measurements that have been used to sustain excellence performance
and will consider how these have created tangible results. The study will, empirically,
and over a period of twenty years, examine MBNQA winners from 1988 until 2008.
Finally, an excellence maturity assessment tool “assessment software” was developed as
a result of examining case studies of winners over a long period of time, lists of CFIs
and CAMs were extracted and used accompanied by Zairi’s two model, “Index of
Excellence” and “Ladder of Excellence”. This formed the basis of the assessment tool
3

developed; through this, companies will be able to understand their level of excellence
implementation and their position against world class organisations (Best in Europe,
Best in Britain and Middle East best). Through examining the level of maturity and
using the EFQM benchmarking technique, Zairi’s self-assessment tool and RADAR
logic, this assessment tool was tested on governments in the Middle East which were
implementing excellence programmes; results can be found in Chapter Eight.

1.2 PROBLEM STATEMENT
Only a limited number of studies have attempted to test TQM concept, through
examining its critical factors that have enabled organisations to sustain their excellence
performance and maintain their momentum, by studying award submissions such as the
Malcolm Baldrige National Quality Award (MBNQA), or the European or British
Quality Award Models. Limited levels of research have directed their investigations
towards this issue (such as McDonald et al., 2002; Zairi, 2005). However, the study of
the condition of TQM CFIs over a long period of time (more than fifteen years) is rare.
What was critical at the end of the Eighties might not be critical now and what is critical
currently might not be suitable or might not be used in the near future; the paradigm
shift of critical factors and the ability to adopt to change is crucial in the path of
organisation excellence sustainability (Zairi, 2005). For this reason, this study will look
at the winners’ case studies over a long period of time and examine the “what” and
“how” of these critical factors. What are the critical factors that have been used in the
past and still survive as critical factors? What critical factors are finished and are not
suitable anymore? The question of “how”, attempts to answer how these critical factors
have been implemented in winners’ case studies. The same goes for the critical area of
measurement used: What is critical? How has it been implemented?
4

1.3 RESEARCH QUESTIONS
From the research problem, four research questions emerged.
• What are the critical success factors for TQM implementation that deliver
organisation excellence and sustainability? These are to be verified and validated.
• What are the Critical Areas of Measurement (CAM) that organisations use to sustain
their performance?
• How do excellent organisations put into practice the Critical Success Factors (CSFs)
at the macro and micro level?
• What are the effects of these critical factors for total quality implementation (CFIs)
on sustainable organisational performance?

1.4 RESEARCH HYPOTHESES
To answer the previous questions, four hypotheses were formed, derived from the
review of the literature:
• H1: There are lists of CSFs that if enabled and implemented will drive an
organisation toward excellence and sustainability.
• H2: Organisational sustainability depends on capturing the CFIs and adopting new
factors if needed.
• H3: An organisation that implements the critical factors of excellence internally (i.e.
Enabler criteria) impacts positively on key performance results.
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• H4: Organisations with high scores in quality awards have high levels of
implementation of the critical factors of TQM and have been using CAMs to reach
excellence.

1.5 PURPOSE OF THE STUDY
Through the longitudinal analysis of secondary case studies of MBNQA winners’
application summaries, the critical factors that deliver excellence will be identified. The
study aims to prove that these critical factors of TQM excellence implementation ensure
sustainable performance; therefore we call them sustainable factors of excellence. The
study has the following primary objectives:
• To identify, verify and validate the CSFs that deliver excellence.
• To investigate how excellent organisations put into practice CSFs at the macro and
micro level. Therefore analysis of secondary case studies of winners of quality
awards will be used to show how winners implement these sustainable CSFs of
excellence in real life situations.
• To examine how these CSFs of sustainable excellence, if implemented fully, impact
on performance.
• To design software based on Zairi’s “Ladder of Excellence” and “Index of
Excellence” to enable organisations to determine levels of excellence and maturity in
implementing critical factors of excellence, and focus on the Results factors of
organisation performance.
• To build an assessment tool for evaluation of maturity and excellence of an
organisation through benchmarking and self-assessment.
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1.6 IMPORTANCE OF THE STUDY
The world economy is under severe stress and organisations are facing unstable growth
conditions due to a growing number of uncertain factors. More than ever before,
companies around the globe are striving for excellence and sustainable performance,
trying not only to survive but also to be one at the top. Sustaining the position of being
excellent is a thorny journey. Only a few studies have attempted to track quality
conditions and critical factors for TQM implementation that deliver sustainable
performance longitudinally such as the study of McDonald et al. (2002). Learning from
the best by imitating critical factors that have been implemented internally and
externally, by following techniques that have been used previously, such as continuous
improvement, and by constantly measuring critical areas in organisation performance, it
may be possible to succeed.
To sustain competitive advantage, organisations must go beyond the skilful use of tools
and techniques to envelop a comprehensive set of values, beliefs and premises that
guide organisational activities (Feigenbaum and Feigenbaum, 2005; Zairi, 2005;
Bounds et al., 1994). Quality enables the firm to charge a higher per unit sale price
through differentiation, thus leading to a sustainable competitive advantage (Buzzell
1982; Porter 1986). In addition, performance measurement is considered to be one of
the dimensions of TQM and a critical success factor for TQM implementation (Bititci et
al., 1997; Mehra et al., 2001; Brah et al., 2002; Zairi 2005; Taylor and Wright, 2006).

1.7 RESEARCH METHODOLOGY
To track changes and to answer the question of ‘what’ and ‘how’, longitudinal content
analysis for secondary case study for winners of MBNQA is tracked for twenty years in
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this study, list of critical factors that been validated through literature review validated
again through examine the existence of these factors in all winners case study. These
critical factors was used as assessment tool for indication of maturity and excellence
through software which is based on EFQM excellence model and Zairi’s & ECTQM
(2003) index and ladder of excellence model.

1.8 OUTLINE OF THE THESIS
This thesis is organised into nine chapters. The following is a brief description of each
chapter:
Chapter One provides an overview of the study, and the background for the later
chapters of the thesis.
Chapter Two presents the first part of the literature review of this study. It provides
relevant literature in the field of quality; these involve an overview of the nature of
quality and Total Quality Management (TQM) and step of the concept evolving , a
definition of Quality, TQM, sustainability, and identification of the Critical Factors
Implementation (CFI) of the TQM, Furthermore, a list of taxonomy for the critical
factors of TQM implementation.
Chapter Three presents the second part of the literature review. It provides relevant
literature in the field of measurement and performance management. It details the
important of measurement and models of measurement that organisation might use to
assess organisational performance, and literature review that cover critical area of
measurement and a taxonomy for the critical area of measurement
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Chapter Four provides a detailed overview of how the Critical factors Implementation
(CFI) for TQM and the Critical Area of Measurement (CAM) is being implemented in
reality trough the analysis of secondary winners case study of MBNQA longitudinally,
for the past twenty years.
Chapter Five provides a detailed discussion of the research design and methodology
issues that the researcher needs to deal with. It also explains the reasons for selecting
methods for data collection.
Chapter Six contains model selection, link and validate critical factor implementation
and critical area of measurement with EFQM excellence model for further use in the
model testing.
Chapter Seven model development, detailed the development of software model, that
will be used as assessment tool for excellence and maturity .
Chapter Eight provides validation of the model by testing it on Middle Eastern
organisations participating in government excellence programmes (MEGEP). Data from
model benchmarking and gap scores from best in class organisations are gathered, and
the position of the MEGEP case study in terms of the maturity index is provided.
Chapter Nine discusses the key findings of the thesis and considers the major
contributions to theory and the practical world. Finally, thesis limitations and areas for
further research are proposed.
Chapter Ten conclusions of this study is drawn. Furthermore, the limitations and the
contributions of the study are discussed, and suggestions made for several directions of
future research.
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1.9 SUMMARY
This chapter introduced the research topic by describing the background of the study.
The problem statement was discussed, followed by a discussion of the need for the
study. The purpose of the study was discussed, which concerns discovering the CSFs
that drive excellence and sustain performance. Next, the research questions were
developed. The methodology adopted for this study was then briefly discussed,
followed by an outline of the thesis. The next two chapters provide a review of the
relevant literature upon which this thesis is built.
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2 CHAPTER TWO

LITERATURE REVIEW PART
ONE: THE CRITICAL
FACTORS IN
IMPLEMENTATION OF TQM
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2.1 INTRODUCTION
A great deal has been written about quality, Total Quality Management (TQM) and the
excellence concept, the importance of such theory has been reviewed in books and
articles for many years. A strong, competitive, rapidly changing economy and
customers with higher expectations have forced organisations to strive for quality and
best practice implementation. In fact, organisations are turning to excellence models as
one of the main tools in implementing concepts of total quality management and
excellence in order to gain best results and be competitive. Thus, the importance of
identifying critical success factors of quality implementation become clear.

2.2 TOTAL QUALITY MANAGEMENT AND CRITICAL
FACTORS
2.2.1 Critical success factors (CSFs)
In any market there are a number of factors that are critical to success within it, and to
succeed you must address these factors (Stone, 2001). According to Butler and
Fitzgerald (1999) critical success factors are the areas where things should go right for
the business to flourish. Also, Guynes and Vanecek (1996) and Antony and Douglas
(2007) state that critical success factors are what the organisation should accomplish to
achieve the mission by examination and categorisation of the impacts.
Rockart (1979) defines CSFs as “the limited numbers of areas in which results, if they
are satisfactory, will ensure competitive performance for the organisation”. According
to Leidecker and Bruno (1984) CSFs are those factors which, when properly sustained,
maintained, or managed, can have a significant impact on the success of a firm
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competing in a particular industry, and also those factors which can enhance the
likelihood of success for a given activity. Tübke (2005) explains that CSFs are the few
things that must go well to ensure success for an organisation and must be given special
and continual attention to achieve high performance.
Brotherton and Shaw (1996) define CSFs as the essential things that must be achieved
by the company or areas which will produce the greatest “competitive leverage”. They
emphasise that CSFs are not objectives, but are the actions and processes that can be
controlled/affected by management to achieve the organisation’s goals. They also state
that the CSFs are not static, but depend on a combination of where the organisation is
and where it wants to be. Boynton and Zmud (1987) defined CSFs as “those few things
that must go well to ensure success”. This is a more universal definition, which is
equally applicable to both the public and private sectors and not restricted to a particular
type of project.
According to Leidecker and Bruno (1984), there are several methods and techniques for
determining CSFs, such as industry analysis, analysis of competitors, analysis of the
industry’s dominant firm, environment scanning, and a specific assessment of the
company. Therefore, it can be said that special attention and support must be given, by
management, to the CSF areas to achieve corporate goals through strong performance.
For these reasons, a clear understanding of the importance of the CSFs of any industry
may have a huge effect on a company’s success and sustainability.

2.2.2 Critical success factors (CSFs) in TQM implementation
Oakland (2003) talked about the importance of leadership competence, commitment and
understanding towards quality as an essential foundation for successful implementation.
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He continued that too many organisations skip the initial stage of understanding and
commitment towards the foundation of TQM, because they think that they have the
right attitude and awareness, as a consequence this will soon lead to the collapse of the
base of the foundation. TQM execution is quite complicated compared to the conceptual
journey of TQM, difficult strategic choices have to be made after the TQM conceptual
journey is over and without leadership from the top it is impossible to choose between
TQM concepts and execution because both have equally appealing options (Kanji,
1995).
In other words, the TQM implementation has to be translated into commitment,
policies, plans and action in order to be effective. Oakland (2001) drew a framework for
the implementation of TQM he started the implementation path planning with the
organisation’s vision, mission and strategies, which must be entirely thought of, agreed
and shared with all.

2.2.2.1 Framework for implementation
The definition of the critical factor of TQM implementation should take a broad
approach; it should cover the full spectrum of the organisation’s structure from the
mission and vision ending with the TQM impact on the bottom line results. However,
one of the problems of the critical factors of TQM is how to define them and what
should be the measure of their impact before they become critical (Zairi & Youssef,
1995). CSFs of TQM are latent variables, which means they cannot be measured
directly (Ahire et al., 1996). Thus, the critical factors of TQM differ from one author to
another, although there are common issues. TQM is much more than a number of
critical factors; it also includes other components, such as tools and techniques for
quality improvement (Tari, 2005). These methods are a set of practices, tools and
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techniques deriving from the critical factors, and are the basic elements required to
implement such factors (Tari, 2005). However, past evidence has shown that TQM
programmes have failed because the success factors were not in place (Curry and
Kadasah, 2002). Zairi (1996) argues that a critical factor of TQM comes from the
holistic definition of TQM, which takes an organisation’s wide approach into
consideration.

2.2.2.2 Building the enablement of excellence and sustainability
Sustainability is the ability of an organisation to adapt to change in the business
environment to capture contemporary best practice methods and to achieve and
maintain superior competitive performance (Zairi and Whymark, 2003). According to
AccountAbility (1999), the definition for sustainability: “is the capability of an
organization to continue its activities indefinitely, having taken due account of their
impact on natural, social and human capitals”. The association with principles of
excellence and sustainability currently gain a broader understanding within the business
community (Zairi, 2003). He continued Tom Peter’s work and its contribution is vital in
the field of excellence and sustainability. It includes: i) having a bias for action, ii)
being close to the customer, iii) allowing autonomy and entrepreneurship, iv) achieving
productivity through people, v) being hands on and value driven, vi) sticking the
knitting, vii) being of simple form, lean staff, and viii) having simultaneous loss-tight
properties.
Through longitudinal analysis of 20 quality award winning organisations in the USA,
Europe and the UK, and based on content analysis of winners’ submissions, internal
documents and other public domain information, Zairi (2005) found TQM sustainability
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to exist by providing a positive climate culture through a strong emphasis on continuous
learning and improvement.
Zairi and Idris (2002) argue that in order to achieve world class status, organisations
have to examine their entire operations, processes and customers and compare
themselves with the best in class, thus a self-assessment process is a vital technique in
order to achieve world class rating, and the MBNQA and EQA models provide the ideal
framework. This was supported by a number of authors (e.g. Bou-Llusar et al., 2009;
Khanna et al., 2003; Lee, 2002; Sharma and Kodali, 2008; Zairi, 2003). TQM
sustainability and quality excellence success is determined by the extent of the
successful implementation of the critical success factors that exist on quality award
criteria such as the EFQM and MBNQA.
Dale et al. (1997) talked about barriers that have negative effects on the sustainability of
TQM. These include: inadequate leadership, fear and resistance to change, lack of
quality management and problem-solving skills, failure to complete projects, break-up
of improvement teams, lack of resources devoted to quality improvement, and
inadequate information and its analysis. He grouped these factors under five main
categories of internal-external environment, management style, policies, organisation
structure and the process of change. This was tested on six manufacturing companies in
the UK, Germany and Spain; he concluded that senior management vision, direction and
support and a collective sense of purpose to achieve a common goal are vital. The
important of leadership and top management commitment, and other factors critical to
TQM implementation, will be covered later on this chapter with more empirical study.
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2.2.2.3 Implementation requirement
TQM implementation has been an important aspect for improving organisational
efficiency (Yusof and Aspinwall, 2000). TQM implementation is considered to be a
complex and difficult process (Kanji and Barker, 1996; Yusof and Aspinwall, 2000). A
number of writers including Dale (1999) and Kanji (1990) argue that implementing
TQM should be a top priority of all corporate leaders.
The establishment, maintenance and improvement of service quality and the
establishment of TQM in accommodation establishments may be a major task compared
with the establishment of TQM in business firms producing tangible products (Koc
2006). As the tourism product is a package of several products, which may include
transport, lodging, food and various activities, and the tourist consumes a total
experience, total quality management has been increasingly identified as the key issue
in differentiating service products and building competitive advantage in tourism (Koc,
2003). According to Walker & Salameth (1990), only a small percentage of hotels have
heard “the siren call of TQM implementations”.
Jablonski (1992) offers a five-phase guideline for implementing total quality
management: preparation, planning, assessment, implementation, and diversification.
Each phase is designed to be executed as part of a long-term goal of continually
increasing quality and productivity. Jablonski’s approach is one of many that have been
applied to achieve TQM, but contains the key elements commonly associated with other
popular total quality systems.
Preparation: During preparation, management decides whether or not to pursue a TQM
programme. They undergo initial training, identify needs for outside consultants,
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develop a specific vision and goals, draft a corporate policy, commit the necessary
resources, and communicate the goals throughout the organisation.
Planning: In the planning stage, a detailed plan of implementation is drafted (including
budget and schedule), the infrastructure that will support the programme is established,
and the resources necessary to begin the plan are earmarked and secured.
Assessment: This stage emphasises a thorough self-assessment (with input from
customers/clients) of the qualities and characteristics of individuals in the company, as
well as the company as a whole.
Implementation: At this point, the organisation can already begin to determine its
return on its investment in TQM. It is during this phase that support personnel are
chosen and trained, and managers and the workforce are trained. Training entails raising
workers’ awareness of exactly what TQM involves and how it can help them and the
company. It also explains each worker’s role in the programme and explains what is
expected of all the workers.
Diversification: In this stage, managers utilise their TQM experiences and successes to
bring groups outside the organisation (suppliers, distributors, and other companies that
impact the business’s overall health) into the quality process. Diversification activities
include training, rewarding, supporting, and partnering with groups that are embraced
by the organisation’s TQM initiatives.
Zairi (2006) argues that total quality management implementation is not a simple
process and the possibility of failing to implement successful TQM is high for a range
of reasons. He continued that in order to have working TQM, management has to
challenge existing cultures and systems of work, and he listed the number one reason
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for failure as being the status quo that senior management likes to maintain, he added
that senior management’s commitment and support is vital, together with clear strategic
thinking. Secondly, managers need to focus on training people and educating them,
along with changing people’s attitudes towards change. In other words, TQM needs to
be experienced: it is not a product managers can buy off the shelf because it is a way of
life and a complete system for an organisation to follow. Finally, a TQM programme for
implementation is all about determination and continuity, the results do not appear
instantly after the first step of the implementation journey. The list of essential
conditions was mentioned by Kelada (1996) when he talked about pitfalls to avoid when
implementing TQM, prior to which, he stressed the importance of TQM integration as a
holistic system for implementation and the importance of continuity of the total quality
orientation. The fact is that implementation does not have a starting and end date; it is a
complete integrated system of the organisation’s culture. Top management must have
the following criteria in order to undertake TQM implementation: a determined TQM
implementation, total belief in the necessity of TQM, and finally, personal commitment
to continuous involvement in the TQM process and the ability to communicate with
internal and external customers. In addition, the organisation must have a measurable
long-term vision of total quality that reaches far beyond normal customer, people and
stockholder satisfaction. People must have appropriate training, rewards and
recognition. From that we can say that the implementation of TQM needs a long-term
commitment, it is not a quick-fix programme or tool.
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2.3 IDENTIFYING THE CRITICAL FACTOR FOR TQM
IMPLEMENTATION
2.3.1 Previous studies in CSFs implementation of TQM
The first real attempt at grouping a list of critical factors for TQM was a study
conducted in the USA by Saraph et al. (1989), which led to the proposal of a list of 78
factors (Zairi & Youssef, 1995). Their work provided a model and measures for
assessing managers’ perceptions of quality management practices at the organisational
level. Their instrument consisted of the following scales: the role of top management
leadership, the role of the quality department, training, product/service design, supplier
quality management, process management, quality data and reporting, and employee
relations (Sebastianelli & Tamimi, 2003).
Motwani, Mahmoud, and Rice (1994) conducted a two-phase study on critical factors of
TQM in India. In the first phase they combined nine critical factors of TQM needed to
achieve effective quality management in an organisation from a detailed study of quality
management gurus’ literature. Their analysis and synthesis was similar to Saraph et al.
(1989), however, there were some changes in the proposed CSFs of TQM and these
were as follows: top management, quality policies, role of the quality department,
training, product design, vendor quality management, process design/statistical process
control, quality data, feedback and employee relations. In the second phase, Motwani
et al. used these nine critical factors as independent variables in order to determine their
impact upon the level of quality in organisation. Results of this field research revealed
significant statistical support for the role of the quality department, training, quality
policies, vendor quality management, and quality data. There was statistical support for
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top management and process design/statistical process control, but there was no
significant statistical support for either product, or feedback, or employee relations.
Black and Porter (1996) conducted a survey study to identify the critical factors of TQM
using the Baldrige Award Model as the basis for their questionnaire, which was sent to a
target sample drawn from the members of the European Foundation for Quality
Management (EFQM). Thirty-nine items were presented in the research questionnaire
as a set of questions, 462 questionnaires were mailed to 61 different organisations, and
204 completed questionnaires were returned. This study identified the following items
as CSFs in TQM implementation: people and customers, management, supplier
partnerships, communication of improvement information, customer satisfaction
orientation, external interface management, strategic quality management, teamwork
structures for improvement, operational quality planning, quality improvement
measurement systems and corporate quality culture.
Goh and Yeo (1994) tried to discover the general climate of TQM development in
Singapore. They examined Singaporean managers’ perceptions of TQM, the
experiences faced by companies while trying to implement TQM within the
organisation, and the barriers and adoptions in other countries. Their research consisted
of a survey comprising 29 questions. Responses from Singaporean practitioners yielded
the following CSFs: top management commitment and support - 90.7%; other
functional management support - 90.7%; total participation and involvement by all
levels of management - 87%; vision of quality by top management - 87%; TQM training
and development at all levels - 81.5%; continuous improvement - 79.6%; stability of top
leadership - 77.8%; employees’ receptiveness to change -74.1 %; effective facilitators
employed - 72.2%; good communication network - 70.4%; fair and just reward system -
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64.8; critical measurements installed - 55.6%; existing TQM-oriented culture - 44.4%
(Goh et al., 1994).
Crosby (1979) defined 14 steps for quality improvement, including top and intermediate
management commitment, quality measurement, evaluation of quality costs, corrective
action, training, a zero-defect philosophy, objective setting and employee recognition.
Feigenbaum (1991) described the notion of total quality, based mainly on leadership
and an understanding of the aspects of quality improvement, a commitment to
incorporate quality in the firm’s practices, and the participation of the entire workforce,
the objective being the reduction of total quality costs (Tari, 2005). Flynn, Schroeder,
and Sakakibara (1994; 1995) extended this line of research by developing a scale for use
at the plant level with various categories of job titles, such as direct labourers as well as
quality managers. Their scale measured seven core dimensions of quality: 1) top
management support; 2) quality information; 3) process management; 4) product
design; 5) work force management; 6) supplier involvement; and 7) customer
involvement (Sebastianelli & Tamimi, 2003).
Ju et al. (2006) selected the following ten critical factors through literature for their
study: top management commitment, adopting philosophy, quality measurement,
benchmarking, process management, product design, employee training, employee
empowerment, supplier quality management, customer involvement and satisfaction.
Lewis et al. (2006) ranked the emphasis placed on critical factors and quality
management principles that determine the success of total quality management (TQM).
This work is a synthesis of the literature on TQM implementation in SMEs operating in
a developing environment and identifies several critical factors. The factors that have
been identified are prioritised according to the frequency in which they appear by the
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number of articles. The compliance requirements of the ISO 9001:2000 standard is
mapped to one or a combination of quality management principles (QMPs) on which
the standard is based.
These principles are grouped as soft and hard and ranked in terms of the number of
compliance requirements they represent. Evidence from this work shows that, while
researchers have placed more emphasis on the “soft” factors, the compliance
requirements of the ISO 9001:2000 standard stress more on the “hard” factors. The
following twelve factors were identified: quality data and reporting, customer
satisfaction, human resources utilisation, management of process quality, training and
education, management commitment, continuous improvement, leadership, strategic
quality planning, performance measurement, customer focus, and contact with suppliers
and professional associates.
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Table 2.1 Summary of critical factor implementation (CFI) for TQM
References

Factors
1.
2.
3.
4.
5.
6.
7.
8.

Top management leadership
Quality data and reporting
Process management
Product/service design
Training
Supplier quality management
Role of the quality department
Employee relations

Oakland (1993)

1.
2.
3.
4.
5.
6.
7.
8.
9.

Strategic quality management
Process quality management
Design quality management
Supplier quality management
Customer satisfaction
Employee empowerment and involvement
Information and analysis
Benchmarking
Statistical process control

Prorter and
Parker
(1993)

1.
2.
3.
4.
5.
6.
7.
8.

Leadership management behaviour
Strategy
Organisation
Communication
Training
Employee involvement
Process and system
Quality technologies

Anderson et al.
(1994)

1.
2.
3.
4.
5.
6.
7.

Customer satisfaction
Visionary leadership
Continuous improvement
Process management
Internal cooperation
Learning employee fulfilment
External cooperation

Flynn
(1994)

1.
2.
3.
4.
5.
6.
7.
8.
9.

Quality leadership
Feedback
Quality improvement rewards
Selection for teamwork potential
Teamwork
Inter-functional design process
Supplier relationship
Process control
Customer interaction

Saraph
(1989)

et

et

al.

al.
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References

Factors

Goh and Yeo
(1994)

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.

Top management commitment and support
Other functional management support
Total participation and involvement from all
Levels of management
Vision of quality by top management
TQM training and development at all levels
Continues improvement
Stability of top leadership
Employee receptiveness to change
Effective facilitator employees
Good communication networks
Fair reward system
Critical measurement installed
Existing TQM oriented culture

Powell
(1995)

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.

Committed leadership
Adaption and communication of TQM
Closer to customer
Closer to suppliers
Benchmarking
Training
Open organisation
Employee empowerment
Zero defects mentality
Flexible manufacturing
Process improvement
Measurement

Ahire et al.
(1996)

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.

Top management support
Internal quality information usage
Design quality management
Employee training
Supplier quality management
Supplier performance
Employee involvement
Employee empowerment
Customer focus
SPC usage
Benchmarking

Black and Porter
(1996)

1.
2.
3.
4.
5.
6.
7.

People and customer management
Supplier partnerships
Communication of improvement
Customer satisfaction orientation
External interface management
Strategic quality management
Teamwork structure for process improvement
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References

Factors
8. Operational quality planning
9. Quality improvement measurement system
10. Corporate quality culture

Zeitz et al.
(1997)

1.
2.
3.
4.
5.
6.

Management support
Use of data
Supplier relationships
Employee improvements
Customers
Supervision

Thiagarajan and
Zairi
(1998)

1.
2.
3.
4.
5.

Commitment and involvement from the top management
Communication of statement of mission
Maximising employees’ support and involvement
Internal customer-supplier attitude
Effective communication

Tamimi
(1998)

1.
2.
3.
4.
5.
6.
7.

Top management commitment
Supervisory leadership
Education
Communication
Supplier management training
Product/service innovation
Providing assurance to employees

Yuosf et al.
(1999)

1.
2.
3.
4.
5.
6.
7.
8.
9.

Management leadership
Continuous improvement system
Education and training
Supplier quality management
System and processes
Measurement and feedback
Human resource management
Improvement tools and techniques
Resources

Ang et al.
(2000)

1.
2.
3.
4.
5.
6.
7.

Strategic quality management
Process quality management
Design quality management
Supplier quality management
Customer satisfaction
Employee empowerment and involvement
Business results

Zhang et al.
(2000)

1.
2.
3.
4.
5.

Strategic quality management
Process quality management
Design quality management
Education and training
Supplier quality management
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References

Factors
6.

Customer satisfaction

Dayton
(2001)

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

People and customer management
Supplier partnerships
Communication of improvement information
Customer satisfaction orientation
External interface management
Strategic quality management
Teamwork structures for improvement
Operational quality planning
Quality improvement measurement system
Corporate quality culture

Motwani
(2001)

1.
2.
3.
4.
5.
6.
7.

Top management commitment
Quality measurement and benchmarking
Process management
Product design
Employee training and empowerment
Vendor quality management
Customer involvement and satisfaction

Nwabueze
(2001)

1.
2.
3.
4.
5.
6.
7.
8.

Strategic quality management
Process quality management
Design quality management
Education and training
Supplier quality management
Customer satisfaction
Employee empowerment and involvement
Business results

Bayazit, O.
(2003)

1.
2.
3.
4.
5.
6.

Upper management support
Employ involvement and commitment
Customer focus
Quality education and training
Teamwork
Use of statistical techniques

Seth (2005)

1.
2.
3.
4.
5.

Leadership
Process management
Strategic planning and approach
Equipment management
Focus on customer satisfaction
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References

Factors

Lewis et al.
(2006)

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.

Quality data and reporting
Customer satisfaction
Human resource utilisation
Management of process quality
Training and education
Management commitment
Continuous improvement
Leadership
Strategic quality planning
Performance measurement
Customer focus
Contact with suppliers and professional associates

2.4 PROPOSED TAXONOMY OF CSFs IMPLEMENTATION OF
EXCELLENCE
After reviewing the relevant literature on both soft and hard factors, which are said to
contribute to the success of the TQM implementation efforts, the following list was
developed. These factors are distilled from a mixture of articles and empirical research
on TQM implementation; 24 critical factors were identified and grouped under seven
main categories.
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Table 2.2 Critical factors of implementation (CFI) for TQM
Critical factors of implementation (CFI)
1.

Leadership & top management
commitment
2. Empowerment
3. Strategies and policies
4. Education and training quality
5. Benchmarking and self-assessment
6. Innovation and creativity
7. Quality information analysis
8. Product/ service design
9. Quality assurance of product and
service
10. Clear statement of mission
11. Continuous improvement system
12. Critical measurement installed

13.
14.
15.
16.
17.
18.
19.
20.
21.
22.
23.
24.
25.

Customer satisfaction
Total employee involvement
Process management
Resources & partnership development
Teamwork
Feedback measurement
Reward and recognition
Supplier partnership and management
Effective communication
Work environment and culture
Business results
Product and service design
Market and customer focus

The proposed taxonomy is based on seven dimensions: leadership and top management
commitment, customer management, strategic planning and development, partnership
and resources, people management, process management and data information analysis.
The following table (Table 2.6) shows the proposed taxonomy of the critical success
factors for total quality management implementation.

Table 2.3 Taxonomy of CSFs implementation of excellence
Dimension

Factors

Description

Leadership
&
top management
commitment

Top management support and
commitment
Leadership/ management
behaviour
Executive customer focus and
Quality leadership
Communication/Clear goal and
mission statement

Processes and achievements of TQM.
Sound top management competency
ensures that TQM efforts will be
implemented in the most effective
manner. Continuous top management
support and commitment together with
the provision of necessary resources
and budget positively influence the
TQM implementation.
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Dimension

Factors

Description

Customer
management

Customer management and
interaction/involvement
Customer satisfaction
orientation/focus/closer to
customer

Organisations depend
on their
customers and therefore should
understand current and future customer
needs,
should
meet
customer
requirements and strive to exceed
customer expectations.

Strategic planning & The use of data related to
customer
development
Critical measurement installed
Resources are managed

The
development
of
strategic
objectives and action plans that serve
customers and also the effective
deployment of strategic objectives and
action plans, and how progress is
measured.

Supplier/partnership Supplier management
management
Closer supplier relationship and
integration

An organisation and its suppliers are
interdependent and a mutually
beneficial relationship enhances the
ability of both to create value.

People management

People factors are recognised as the
key to driving TQM from initiation to
full implementation. By empowering,
involving, developing and retaining
employees, quality assets can be
preserved, nurtured and applied.
Moreover, appropriate reward systems
should be in place to encourage people
to produce the best they can.

Employee empowerment and
involvement
Employee training, learning,
involvement and development
Reward recognition
Teamwork
Work environment and culture

Process management Customer satisfaction
measurement
Innovation and creativity
Product and service design
Supplier and partnership
management

This concerns the work system design,
and management and improvement of
its key processes to deliver customer
value and organisational success.

Information
management
measurement

A technical infrastructure is required
to support and facilitate the quality
processes and activities, and to connect
people and customers to the quality
goal.

Management of data and
and information
Measure linked to key business
The focus on business results and
benchmarking
Feedback measurement

2.4.1 Leadership and top management commitment
One of the main core values and concepts of the Malcolm Baldrige National Quality
Award (MBNQA) and European Foundation for Quality Management (EFQM) is senior
leadership criteria; in fact, all quality awards have placed leadership factors at the top of
the list for successful quality management implementation. According to MBNQA
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(2008) criteria for performance excellence, a company’s senior leaders need to set
guidelines and create a customer orientation, clear and visible values, and high
expectation. Quality gurus stressed the importance of leadership. However, according to
Gandossy (2008) in today’s organisations there is a lack of qualified leadership talent.

Table 2.4 Recent studies on leadership and top management importance
Reference

Findings

Sector/ Country

Methodology

Jung (2009)

Top management’s leadership, the
soft TQM elements, has a
significant impact on competitive
strategy

Manufacture/International

Quantitative
(Survey)

Salaheldin
(2009)

Lack of top management support
was reported as the biggest
problem in QC project
implementation; production
division of Qatar Steel Company
(QASCO) case study

Industry /Middle East-Qatar

Quantitative
(Survey)

Magd
(2008)

Top management commitment
was found to be an important
influential factor for effective
benchmarking

Mid-sized organisation/
Middle East-Qatar

Quantitative
(Survey)

Rhee
(2008)

Top management was identified
as contributing to effective risk
communication management

Industry/USA

Relationship
management
theory

Deming (1986) in the transformation process of business philosophy calls for managers
to institute leadership rather than supervisors. Juran (1993) considers the failure of the
quality initiative due to lack of personal involvement from senior management in
quality management movements. Whereas Feigenbaum (1961) states that achieving
results and organisational commitment depends greatly on top management’s
commitment.
Leadership is a complex and dynamic phenomenon that defies a precise definition that
is universally accepted (Bass, 1990). Dess and Lumpkin (2003) state: “Leadership is
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proactive, goal-oriented, and focused on the creation and implementation of a creative
vision.” Everything starts with a committed and passionate leader of the business
organisation: a leader who is really committed to making fundamental changes
(Thiagarajan & Zairi, 1997). Leadership is the process of transforming organisations
from what they are to what the leader would have them become, as well as which senior
managers should be actively involved in promoting the importance of quality and
customer satisfaction and all quality related issues. As we all know, businesses are
changing at an uneven and giddy rate, according to Rao (2008) what organisations need
in this new world is not only profit but also leaders with different skills and wealthier
skills sets to lead companies into brighter futures. He added that successful leaders are
those who can create systems, that lead an organisation, and that command a deep
commitment from employees and from others who interact with the organisation, such
as customer and suppliers.
Kanji (2002) talked about the critical success factor for leadership excellence and the
importance of leader ability to develop strategies that are aligned with the mission and
vision of the company, furthermore, the ability to create a sustainable competitive edge
to be the best in class. Executives need to transform the vision for the organisation into
a persuasive vision that is shared amongst employees (Stolle, 1991; Zenger, 1989). Dale
(2003) noted that it is the responsibility of senior management to create the strategic
dialogue, organisational environment, atmosphere and values. Leadership works to
create a shared quality vision and the importance of senior leadership in developing and
maintaining a customer focus is also stressed (Ross, 1999). Labovitz Rosansky et al.
(1995) talked about breakthrough leadership and the fact that leaders must call on
organisations to articulate a clear vision (where are we going?), a mission (what do we
do?), and values (what do we stand for?). In other words, employees do not need
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managers to tell them what to do in their day-to-day business process, what they need
most is a leader committed to being a source of inspiration (Boyle, 2008).
Juran (1993) recommends seven critical areas which senior managers need to take into
consideration in order to demonstrate their commitment and also to ensure that TQM
implementation will succeed in their organisations:
• It is incumbent on senior management to set up and serve on the company’s quality
council.
• Senior management needs to establish corporate quality goals and make them an
integral part of the business plan.
• Senior management needs to make provision for training all the employees for
effective management of quality.
• Senior management needs to establish the means for measuring quality results
against quality goals.
• Senior management needs to review results against quality goals on a regular basis.
• Senior management needs to provide recognition for superior quality performance.
• Senior management have an obligation to revisit reward systems and to ensure that
they are completely compatible with changes demanded by world-class quality.

2.4.2 Policy and strategy
Evidence clearly shows that successful implementation of TQM at any organisation
requires the alignment of everyone’s efforts with the aim of the organisation. Strategic
planning is all about making the right choice. Deming (1986), in his first point, “strive
for the consistency of purpose”, expressed the need to link quality efforts within the
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organisation to a large sense of corporate purpose. Thiagarajan & Zairi (1997) consider
attention given to policy development, goal setting and planning, and the effective
deployment of goals as a critical factor for success of quality management
implementation. It is a process design that supports leaders in being intentional about
their goals and methods (Allison and Kaye, 2005). Bryson referred to strategic planning
as a “disciplined effort” which is “simply a set of concepts, procedures and tests”
(Bryson, 1988). Strategic planning is designed to promote analytical thinking and
commitment of existing resources so that the future will be successful (Wallace, 2006).
Vokurka (2001) added that this category examines how an organisation develops
strategy objectives, action plans and related human resource plans. It also examines how
plans are developed and how performance is tracked.
Goodstein (1994) talked about the reason for strategic planning, he asked: “why
strategic planning?” His answer was that it provides a skeleton for action that is
embedded in the mind-sets of the organisation and its employees, and also enables
leaders to unleash the energy of the organisation behind a shared vision and belief
(Goodstein, Nolan et al., 1993). Management of better organisations are using a process
of policy development and deployment to make sure that employees understand the
objectives of the company, and how they will contribute to meeting the objectives
(Olian and Rynes, 1991). The strategic development addresses how an organisation
converts its application of strategic objectives into an action plan, the main purpose is to
operationally define how organisations will implement the strategic plan that it will use
to track and communicate its progress (Weinstein et al., 2007). Many large companies
recognise the importance of strategy development, and have embraced the balanced
scorecard (Kaplan and Norton, 2001). Similar to the Baldrige criteria, the balanced
scorecard converts strategies into operational terms and creates a performance
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measurement system that balances financial, customer, internal processes and
innovation perspectives (Latham and Vinyard, 2005). However, it is not surprising as
policy deployment and implementation are generally considered to be difficult
processes (Croocock, 1986). A study of strategy development and implementation
found that 73% of managers believed that implementation is more difficult than
development (Zairi, 1994).

2.4.3 Customer management
Organisations have to realise the critical importance of relationships established through
continuous dialogue about shared visions, outcomes, and standards. The standards that
are most important are those that matter most to the customer (Senge, 1990). In fact
many gurus considered the emphasis on customer satisfaction, as a major success of
quality management efforts (Deming, 1986; Crosby, 1989; Oakland and Porter, 1994;
Kanji, 1998; Zairi, 1999). It has been suggested that customer satisfaction is one of the
most precious resources that a firm can possess in a saturated and competitive market
such as the accommodation sector (Gundersen et al., 1996).
Continuous monitoring of customer satisfaction is an invaluable source of information
for all strategic analysis and management (Zairi, 2003). Zairi (1994) considers
measuring customer satisfaction as a cornerstone of TQM. The measurement of
customer service is the most important challenge that a company has to manage (Baggs,
1996). Customer service and focus is a crucial competitive advantage with today’s
managers. This is according to forward-thinking executives who participated in a life
and annuity industry survey, Strategies for a Changing Industry, conducted by the
Robert E. Nolan Co., a management-consulting firm specialising in the insurance
industry.
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Many firms have discovered that customer service has become critically important in
creating a competitive advantage (Callahan, 2008). Jeffries & Reynolds et al. (1996)
link customer satisfaction to company profitability, they state that if your customer is
not satisfied you will lose them and this has an adverse effect on profit. Customers play
important roles when defining the corporate management of service innovation. Many
researchers, who suggest that future research in the management of service innovation
activities should have a holistic approach and include the roles of customers and service
workers (Drew, 1995; Johne, 1996; Stowe, 1998), have drawn this conclusion.
More and more studies focus not only on customers but also on customer loyalty and
link it to financial results. The link between customer loyalty and profitability has
become gradually more recognised in marketing strategy (Zineldin, 2000). And the
increasing interest in customer loyalty programmes comes as a result of the recognition
that it is more profitable to generate more business from existing customers as this can
usually be done cheaper and more effectively than when trying to attract new ones
(Wright and Sparks, 1999).
Executives from 70 firms were surveyed by Cranfield’s Centre for Business
Performance and Andersen Consulting to address groups of questions, one of these
questions was: What are the critical business issues they need to address?

81%

answered that customer satisfaction measurement is a critical issue for their business
(Neely, 2002). Hallowell (1996) studied the relationship between customer satisfaction,
customer loyalty, and profitability on a large bank’s retail-banking operations, the
findings suggest that attainable increases in customer satisfaction could dramatically
improve profitability. Another study undertaken by Presbury et al. suggested that
providing distinctive levels of superior service quality can thus create a sustainable
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competitive advantage over competitors. Central to the success of Baldrige winners was
their constant focus on satisfying customers and measuring their satisfaction (Nakarni,
1995). One of the TQM cornerstones is measuring customer satisfaction (Zairi, 1994).
Top organisations around the world implement a range of techniques, such as customer
surveys, focus groups and advisory panels, service visit teams, and close-up interviews
to measure customer satisfaction levels.
Arumugam (2009) studied TQM practices and the effect on company strength within a
major computer hard-disk USA-based manufacturing company in Malaysia to identify
improvement opportunities. The researcher found that the strengths of the company, in
its quality management implementation, were in customer focus and process
management. The study sample consisted of 299 employees, resulting in a response rate
of 66.4 percent. The data were analysed using descriptive and multiple regression
analyses.
Another study done by Cheng and Chiu (2008) identified the critical success factors of
business process re-engineering in Hong Kong’s banking industry, and concluded four
critical factors: customer focus was the second top critical factor. Of these four factors,
only customer focus has a significant relationship with a firm’s performance, this study
was conducted by using a large-scale survey of banking industry executives and applied
a rigorous research methodology to treat the survey data.
Martin and Martin (2008) studied the relationship between the implementation of total
quality management, such as continual improvement or customer focus, to examine
whether it affects the organisation’s innovation positively or negatively. A model of the
relationship was developed and tested using a sample of 451 Spanish companies.
Information was collected from personal interviews with general managers of
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companies in the selected population, following a structured questionnaire. Structural
equation modelling was applied. The researcher concluded that there is clear evidence
that TQM promotes innovation within companies.

2.4.4 People management
Ishikawa (1985) states that quality begins and ends with training. Goldstein (1993)
suggested that organisations are increasingly turning to training as a way to address
work-related issues. Competition, changing global economies and this demand for
advanced skills and knowledge, means the need for training and development will
continue to increase in the future (London, 1989).
Farnham (2000) talked about the important of communication and the need for training,
and how training helped employees not only to understand the information given to
them, but also encourage them to function better. The need for training exists whenever
the management feel there is a gap between actual and required performance (Osborne,
1996). Basically the need for training exists when a particular weakness appears, and
management can overcome this by systematic training (Boydell and Leary, 1996). In
fact, this highlights the critical role of training and education which was emphasised by
Figenbaum (1961), Juran (1974), Crosby (1979), and Deming (1986). A number of
empirical studies showed that training and education are critical factors for successful
TQM implementation (Flynn, 1994; Black and Porter, 1996; Ali, 1997; Kian, 1998;
Tamimi, 1998; Thiagarajan and Zairi, 1998; Rao, Solis et al., 1999; Zhang, 2000;
Antony, Leung et al., 2002).
Samat (2006) states that the results of his study show that employee empowerment,
information and communication, customer focus, and continuous improvement had a
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significant effect on service quality, whereas only employee empowerment and
customer focus had a significant effect on market orientation. Other studies found that
employee participation is a critical element for successful implementation of TQM
(Rao, Solis et al., 1999; Zhang, 2000; Westlund and Lothgren, 2001).
TQM can only succeed with employee involvement in the TQM process and their
commitment to its goals (Thiagarajan & Zairi, 1997). Worthington and Bergstrom both
use a suggestion system called “opportunity for improvement” (OFI) that goes far
beyond simply asking employees for ideas (Partlow, 1996). The critical importance of
employee involvement in the quality process of an organisation is based on the belief
that the best process innovation ideas come from the people actually doing the job
(Bank, 1992; Thiagarajan & Zairi, 1997). Gurus like Deming (1986) and Juran (1992)
stressed the importance of empowering employees by giving them the authority and
autonomy to do their job. In fact, most of the major quality awards consider employee
empowerment as a major area of assessment. In their study, Safa and Bakar (2007)
found a positive and strong link between teamwork, employee empowerment, customer
focus, reward, recognition and communication, on employees’ job involvement. Ooi et
al. (2006) explored the relationship between TQM practices and employee retention, the
results revealed that customer focus, organisational trust, organisational communication,
employee involvement and empowerment are positively associated with employees’
propensity to remain. Other similar studies identified employee empowerment as a
critical factor of TQM implementation (Martinez-Lorente, 1998; Claver, 2001; Dale and
Wu, 2001; Thiagaragan, 2001).
On the other hand recognising employee contributions is a key element of quality
management (Breiter et al., 1995). Based on best practices of quality leaders in the
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USA, Europe and Japan, Johnston and Daniel (1991) cited rewards and recognition as
one of the enablers which maximises employee potential and involvement and, in doing
so, becomes one of the main contributors to the company’s journey to quality
(Thiagarajan & Zairi, 1997). Crosby (1989) considers recognition to be one of the most
important steps of the quality improvement process. Many other authors also talk about
recognition and rewards as being part and parcel of a well-defined quality process. In
better organisations, rewards and recognition are linked to sustaining appropriate
behaviour (Thiagarajan & Zairi, 1997).
Rewards and recognition systems need to help emphasise the customer responsive
behaviour required (Taylor & Wilson, 1996). Maintaining a TQM culture requires
recognising and rewarding quality improvements and quality customer service.
Examination of TQM hotels revealed a variety of formal and informal, financial and
non-financial rewards for individuals, teams, and, in one case at least, the entire
property for making a contribution to the total quality effort (Partlow, 1996). Rewards
do not have to be monetary. According to Koichi Tsukamoto, President of the Wascoal
Corporation, Japan: “One step by 100 persons is better than 100 steps by one person”
(Thiagarajan & Zairi, 1997). Teamwork is a critical element if TQM is to succeed.
(Crosby, 1989). Teamwork promotes a bottom-up thrust for quality improvement and
delivers synergistic enhancement of quality efforts.

2.4.5 Information management and analysis
The use of data and information in self-assessment and benchmarking is a core practice
in an excellent organisation. The spirit of benchmarking is the continuous process of
comparing a company’s strategy, products, and processes with the world leaders (Ross,
1999). Benchmarking can be defined as the process of improvement used to discover
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and integrate best practices into a company’s operations (Damelio, 1995). According to
Oakland (2003), benchmarking measures an organisation’s operation, product and
service against those of its competitors. Benchmarking is a process to determine what
best-in-class performance is and how best-in-class performance has been achieved
(Reid, 2008). Benchmarking against best practice requires looking for undisputed
leaders in the process, regardless of sector location benchmarking and can be used to
compare a business to similar companies and this evaluates company performance,
establishes minimum standards and raises the company’s own bar (Valas, 2008;
Codling, 1995).
Jarrar and Zairi (2000) stated that benchmarking or best practice management is
increasingly being recognised as a powerful performance improvement effort for
processes, business units and for entire organisations. Several others see benchmarking
as an essential tool in the development improvement of TQM (Sinclair and Zairi, 2000;
2001). Bank (1992) sees that the primary objective of benchmarking is performance
improvement. Identifying opportunities for performance improvement by comparing
one organisation’s performance with that of another is a reflex of TQM.
Zairi (1996) explains the benefit of benchmarking as a tool to emphasise the need to
build process capability and robustness by focusing on the How, What, Why, Where
and When, and it gives organisations the chance to focus externally and continuously to
capture opportunities and counter potential threats. He added that it encourages
innovation and creativity, and it constantly reminds people of the customer, because it
focuses on critical processes and value adding contributions. Dervitsiotis (2000) notes
that not only are consulting firms seriously engaged in the promotion of benchmarking
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but also organisations such as the American Productivity and Quality Centre and the
European Foundation for Quality Management.
After conducting benchmarking, Xerox was able to make radical changes in its supply
chain, logistics and customer service areas, that led to millions of dollars in savings,
increased customer loyalty, and better brand name recognition (Walker, 1992) . Dawes
(2002) talked about the use of benchmarking on human resources and its effect on the
company performance. Companies that do it right, and do it frequently, with up-to-date
internal analysis as well as external metrics, become best-in-class and gain a
competitive advantage (Bolan, 2001; Oakland, 2003). According to the European
Foundation for Quality and British Quality (2003), “the self-assessment process allows
the organisation to discern clearly its strengths and areas in which improvement can be
made and culminates in planned improvement actions that are then monitored for
progress”. Cooper and Burke (2002) linked self-assessment to the continuous
improvement process and the company sustained pace, as it provides a framework to
monitor organisations on a regular basis. The same perspective was stated by Oakland
(2003), that self-assessment highlights strengths and improvement opportunities, and
drives continuous improvement. Zairi (1994) considers self-assessment to be an
effective technique to measure the culture of quality within the organisation. According
to Conti (1999), the objective of self-assessment is to identify weaknesses that obstruct
the achievement of targets and improvement of performance in general.
The introduction of quality awards models such as MBNQA during 1987, and the EQA
during 1991, have increased the interest in self-assessment (Cooper and Burke, 2002),
and have provided the opportunity for companies to assess their strengths and areas for
improvement in their approach to business improvement. Wilkes and Dale (1998)
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believe that since the award criteria of MBNQA and the EQA are generic and well
documented, they serve up most often as the model for self-assessment (Kueng, 2000).
Companies appear to be using tools such as the balanced scorecard, EFQM and Baldrige
framework that act as catalysts to the measurement revolution (Stone and Banks, 1997).
A study carried out by Tarí and Juana-Espinosa (2007) examined the effect of using the
EFQM model as a self-assessment tool in administrative services in eight Spanish
universities. The results of the documentary data, the interviews and the observations,
showed that self-assessment allows the service to identify its strengths and the areas in
which improvements can be made and then plan improvement actions.

2.4.6 Process management
A sample definition was given by Richardson (2008), in that a business process can be
defined as steps that produce a specified deliverable to meet a targeted customer need.
To show the importance of the process he added that a key issue for both implementing
and developing any company’s strategy is good management of the internal process that
focuses around the customer. British researcher, Becker (2003), argues that the idea of
process-oriented corporate design is not new, it dates back to the early thirties when
Nordsieck pointed to the necessity of a process-oriented corporate design. Designing a
successful process must function around adding value and exceeding customer
expectations. Zairi (2003) added that high performance companies have moved away
from the usual function-based approach to a process driven by a set of clearly defined
customers; the Deming circle, Plan-Do-Check-Act (PDCA) is thereby heavily
emphasised.
.
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Lam et al. (2008) undertook a study to explore to what extent total quality management
is practised by Hong Kong’s large-sized public listed building contractors, and nonlisted building contractors, and what management areas need more attention in order to
achieve the TQM spirit of continuous improvement. The survey results show that Hong
Kong’s building contractors should pay more attention to strategic planning, human
resources management and process management in order to attain the goal of
continuous improvement and thus, the business excellence of TQM.
Another study carried out by Li and Markowski (2008) investigated total quality
management, a predecessor of enterprise resource planning systems (ERP)
implementation. Using US manufacturing companies that have a focus on TQM and
have implemented ERP systems, this study examined the relationship between TQM,
ERP implementation, operations performance, customer satisfaction, and a firm’s
performance and subsequently provides a better understanding about the synergistic
relationship between TQM and ERP implementation. Structural equation modelling was
applied to analyse the data from 154 manufacturing companies in the US. It was argued
that TQM is a philosophy that emphasises process improvement, whereas an ERP
system is an IT mechanism that implements enterprise-wide process management.
Conceptual development findings suggest ERP implementation can be successful if it is
preceded by a TQM focus.
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2.5 SUMMARY
This chapter focused on the concepts of quality, excellence and TQM and on identifying
critical success factors that affect organisational efforts of implementing quality. It
started by describing the basis for the concept by reviewing quality and excellence
origins, definitions and evolution, from the basic concept of quality through to the
theory of TQM to business excellence models. After that, critical success factors of
TQM implementation were reviewed, along with a framework for implementing and
building best practice and excellence into an organisation’s daily practices and the
essential requirements and the main obstacles hindering such exertion were considered.
Finally, critical success factors from previous studies were considered and a proposed
taxonomy of critical success factors of TQM was drawn up, together with a review of
each proposed critical factor and the most recent studies showing the importance of
such.
The following chapter will cover the critical area of measurement that organisations
should focus on to get optimum results and a proposed classification is presented.
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3.1 INTRODUCTION
In any organisation, performance must be measured. If managers don’t measure, they
will be unable to determine whether their unit is fulfilling organisational objectives. It is
obvious that whenever objectives are established, performance must be measured to
determine whether the objectives are achieved, and to what degree. Performance
measurement is considered one of the dimensions of TQM and is a critical success
factor for TQM implementation (Bititci et al., 1997; Mehra et al., 2001; Brah et al.,
2002; Taylor and Wright, 2006). Other scholars believe the balanced approach for
performance measurement implementation will lead to sustainable TQM. According to
Sinclair and Zairi (2000) proper performance measurement implementation will support
formulation of company strategy, management of business processes and change,
communication, resource allocation, employee motivation and long-term success and
sustainability. In this chapter, from a performance point of view, the critical areas of
measurement that excellent organisations use will be examined.

3.2 PERFORMANCE MEASUREMENT BACKGROUND
Historically performance measurement is used as a means of monitoring and
maintaining organisational control (Nanni, Dixon et al., 1992). The measurement of
internal performance can be traced back to the development of the first large company
(Zairi, 2003). Before 1980, nearly all performance measurements in firms focused only
on cost accounting and budgeting (Gomes et al., 2005; Chapman, 2005; Hope and
Fraser, 2003). Budgeting became a tool to manage costs and cash flows in the 1920s, in
large organisations like Dupont, General Motors, ICI and Siemens, but it was not until
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the 1960s that it became customary to use it as performance measurement. In the 1970s,
companies used costs, net income and return-on-investments, not only to keep score
(performance measurements) but also to justify the actions of operating personnel at all
levels (Johnson, 1992). According to Kaplan (1984), the first half of the nineteenth
century witnessed the start of measurement of internal performance, when firms had to
set up internal organisational procedures to synchronise the multiple processes involved
in the performance of basic activities.
A simple definition for performance measurement is: “the process of determining how
successful organisations or individuals have been in achieving their objectives”
(Evangelidis, 1992). According to Harbour (1997) performance measurement is the
practice of measuring job accomplishments and output, as well as measuring what
affects work output and accomplishment. Zairi and Jarrar (2003) agreed on the same
principle of a process to determine how good we are in achieving our goals or
objectives, they defined performance measurement as:
… a process of assessing progress toward achieving predetermined goals,
including information on the efficiency with which resources are
transformed into goods and services (output), the quality of those outputs
(how well they are delivered to clients and the extent to which clients are
satisfied) and outcomes (the results of a program of activity compared to its
intended purpose.
Basically, PM is the process of ensuring that an organisation is implementing strategies
that lead to achievement in all goals and objectives (Brignall and Ballantine, 1996).
The implementation of TQM principles and excellence quality awards models and their
relationship with economic and general benefits has been handled by many other
studies. Peschel and Ahmed (2008) discussed the concepts of TQM and the Baldrige
award criteria, examining their applicability and the value of combining the two for the
benefit of banks and other financial institutions; they used a case study of Los Alamos
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National Bank. They concluded that TQM and Baldrige award criterion concepts can
lead to significant direct and indirect benefits, including improved performance
measures, and enhanced corporate philosophy and culture.
Vijande and Gonzalez (2007) developed an instrument to measure the effects of TQM
implementation (following the European Foundation for Quality Management
Excellence Model) and to provide empirical evidence on the relationship between
management practices and measures of business performance in the model. The study
was based on employer survey data collected from Spanish manufacturing and service
firms. Findings from this study suggest that the adoption of the TQM practices
suggested in the EFQM Excellence Model allows firms to outperform their competitors
in the results criteria while the EFQM enablers criteria contribute positively to
companies’ competitive advantage.
One of the few longitudinal analyses was undertaken by Taylor and Wright (2005), and
considered successful TQM implementation and improved performance outcomes.
Using data from a longitudinal study of 67 TQM firms, the study analysed seven
dimensions of measurement relating to customer satisfaction, employee satisfaction,
process performance, impact of TQM on costs, impact of TQM on sales, selfassessment, and benchmarking; a positive impact on these measure was shown and the
study concluded that to attain the highest levels of TQM success, firms need to engage
in the measurement practices of self-assessment and benchmarking, but an appropriate
measurement framework needs to be in place beforehand.
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3.2.1 Terms and concepts of performance measurement
Before studying area of performance measurement it is important to know concepts and
terms within and around the area . An explanation of some of these terms and concepts
are briefly discussed in the following before moving further into important of
measurement.
Performance measure (PM) – can be defined as “a metric used to quantify the
efficiency and/or effectiveness of an action”. A performance measure can be called
many different things, such as a metric, measure, indicator, performance indicator, key
indicator, KPI (key performance indicator), etc. The prefix “key” implies that the
performance measure stands out from the multitude of metrics, and is of significant
importance to the business. A KPI is a performance measure that is used to draw
attention to and drive something that is considered to be essential within a business.
KPIs are often used to facilitate and concretise complex matters that are essential for a
business ability to function.
Performance measurement system (PMS) – can be defined as “a set of metrics used
to quantify both the efficiency and effectiveness of actions”. Zairi (2003) defines
performance measurement systems as integrated systems that define everyone’s goals in
the organisation into one unit for the benefit of the organisation as whole.

3.3 IMPORTANCE OF MEASUREMENT
Measurement is the bedrock of the survival and growth of any business. If performance
measurement is not designed in the right manner, the management will suffer from lots
of complexities and complications, e.g., poor employee morale, lack of employee
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motivation or job satisfaction, utilising the resources in wrong areas, etc. As the Irish
mathematician and physicist, Lord Kelvin, said:
When you can measure what you are speaking about, and express it in
numbers, you know something about it; but when you can not measure it,
when you can not express it in numbers, your knowledge is of a meagre and
unsatisfactory kind… (cited in Niven, 2003).
Again, in answering the question as to why companies measure, Neely et al. (2002)
quoted: “At one level, this is a philosophical question; at another, it is a highly
pragmatic question and one with a multitude of answers” .
Conversely, Letza et al. (1997) argues that performance measures are an important
means of providing managers with the information they require in order to perform both
effectively and efficiently. Kanji (2002) also argues that effective management depends
on the effective measurement of performance and results. The Royal Society of Arts
(1994) describes the need of PM as:
To achieve sustainable business success in the demanding world
marketplace, a company must ... use relevant performance measures.
Therefore, in regards to the importance of performance appraisals, Cleveland et al.
(1989) states that there are at least three important reasons that can be mentioned while
explaining its importance:
• Performance appraisal is used for a wide variety of purpose within and across
organisations.
• The purpose of appraisal influences the ratings and the effectiveness of the system.
• Purposes provide the key mechanism by which the context of rating interacts with
the capabilities and cognitive and judgmental process of the rate.
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3.3.1 Traditional performance measurement
Since the industrial revolution, businesses have been using performance measurement
(PM) to ensure that a business is developing along the correct lines and to show this to
the stakeholders. At this time, it was the landowners and businessmen who were intent
on gaining financial benefit from their investment. The traditional performance
measurement system cares about financial information which is revealed at the end of
each tax year. This result can help the company to understand their financial situation.
The company cannot make any amendments for that year, but it can improve any poor
performances during the next year, however, only from the financial view (Schalkwyk,
1998). Moreover, this kind of PM does not help to recognise other factors, such as
customer and employee satisfaction and continuous improvements, which are essential
to achieve desired outcomes.

3.3.2 The limitations of traditional performance measures
The traditional role of performance measurement has been to concentrate on quantity
asking questions such as unit sales, cost of production per unit, etc. These factors focus
the organisation on performance measurement of physical work accomplished by
individuals or departments having common characteristics. Measures that can be easily
identified and summarised. However, Tarr (1995) shows that this approach also
provides organisations with a highly inaccurate perspective of issues such as product
cost, by allocating the majority of the costs into an overhead pool. With the trend of
modern organisations to streamline direct labour in favour of automated work practices,
what occurs is the allocation of the large element of cost across the much smaller cost
element of direct labour. In a continuous improvement environment, teams are unable to
improve inefficient situations, which are not of their making. They cannot reduce costs
52

for which they are not accountable. Hence, the improvement effort is stifled by
inadequate performance measures.
Tarr (1995) also points out that whilst many organisations are trying to build up teams
on the shop floor, the performance measures used still relate to individual performance,
which sends conflicting messages to the employees. He believes that most performance
measurement systems are using invalid information to look in the wrong place for
solutions to problems. This view reinforces the belief of Peters (1987) in recognising
that dramatic shifts in culture and organisational behaviour over the past few decades
are not represented by purely accountancy driven measures. He is of the opinion that
our fixation with financial measures leads companies to play down or ignore nonfinancial resources such as product quality, customer satisfaction and accumulated skills
of labour. These factors being the underlying principles of an organisation geared
towards the philosophy of total quality management, which is the target for the
companies.
Neely (1999) argues that traditional financial measurements are criticised because they:
• Encourage short-termism, for example the delay of capital investment.
• Lack strategic focus and fail to provide data on quality, responsiveness and
flexibility.
• Encourage local optimisation, for example ‘manufacturing’ inventory to keep people
and machines busy.
• Encourage managers to minimise the variances from standard rather than seek to
improve continually.
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• Fail to provide information on what customers want and how competitors are
performing.
In addition, Olve et al. (1999) summarised the shortcomings of the financial
measurement:
• Furnishes misleading information for decision-making.
• Fails to consider the requirements of today’s organisation and strategy.
• Encourages short-term thinking and sub-optimisation.
• Plays second fiddle to the requirements of financial accounting.
• Provides misleading information for cost allocation and control of investments.
• Furnishes abstract information to employees.
• Pays little attention to the business environment.
Ghalayini and Noble (1996) classified the limitations of financial measurement into two
categories: general limitations due to the overall characteristics, and limitations specific
to certain traditional PMs such as productivity or cost. Business will be lagging behind
if the managerial decisions only rely on the financial measurements, which might cause
problems (Norreklit, 2000).

3.3.3 Need for non-financial PM
Traditional PM does not reflect performance in the new economy, in which nonfinancial measures appear more significant. Internally, the activities that create
shareholder value must be identified and managed. Externally, investors need to assess
value creation. Internal and external needs can be served by appropriate metrics that
capture and communicate activities linked to strategy and vision (Carmona and
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Grönlund, 2003; Zelman et al., 2003; Davis and Albright, 2004; Valiris et al., 2005;
Van Grembergen De Haes, 2005; Wang, 2005;Wells and Weiner, 2005).
Wang (2005) argues that traditional PM failed to provide sufficient guidance for longterm strategic development. Many began to recognise that to be competitive a company
needed more complete reporting on the different aspects of its business. For this reason,
a number of concepts and tools began to appear during the 1980s: examples include
Kaizen, total quality management, lean production, and business process redesign
(BPR) (Olve et al., 1999).
However, Mukhopadhyay (2005) mentioned that the PM models should have been
extended to include the valuation of a company’s intangible and intellectual assets, such
as high-quality products and service, motivated and skilled employees, responsive and
predictable internal processes, and satisfied and loyal customers. This valuation of
intangible assets and company capabilities is likely to be helpful, since these assets are
more critical to success than traditional physical and tangible assets (Kaplan and
Norton, 1996b; 2000a; 2004b).
Ghalayini and Noble (1996) summarise the differences between traditional and nontraditional performance measures (Table 3.1).

Table 3.1: Comparison between traditional and non-traditional PMs
Traditional performance measures

Non-traditional performance measurements

• Based on outdated traditional accounting systems

•

Based on company strategy

• Mainly financial measurements

•

Mainly non-financial measurements

• Intended for middle and top managers

•

Intended for all employees

• Lagging metrics (weekly or monthly)

•

On-time metrics (hourly or daily)

• Difficult, confusing and misleading

•

Simple, accurate and easy to use

• Lead to employee frustration

•

Lead to employee satisfaction

• Neglected at shop floor

•

Frequently used at shop floor
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• Fixed format

•

No fixed format (depend on needs)

• Do not vary between locations

•

Vary between locations

• Do not change over time

•

Change over time as the needs change

• Intended mainly for monitoring performance

•

Intended to improve performance

• Not applicable for JIT, TQM, etc.

•

Applicable for JIT, TQM, etc.

• Hinders continuous improvement

•

Help in achieving continuous
improvement

Source: Ghalayini and Noble (1996)

3.4 CRITICAL AREA OF MEASUREMENT
All the literature and research within the field of performance measurement implies that
the question of what to measure is not easy to answer. In the article Why Measurement
Initiatives Fail, Neely and Bourne (2000) argue that the key to designing a good PMS is
not to start by asking the question “What should we measure?” Instead, the first step
should be to design a success map that includes a cause and effect diagram. If a strategic
objective is defined as “improve the operating efficiency”, the way that the business
should achieve this objective needs to be defined, for example, by improved delivery
performance. The delivery performance on its part can be affected by reduced lead
times and improved stock control.
When the success map has been described, it becomes possible to identify the right
performance measures.

3.4.1 Identifying the critical success factors
When selecting performance measures it is essential to keep a broad view and a
systematic approach. If the measures are developed occasionally without an overall
comprehensive view, there is a risk that the amount of measures constantly increases
and this also increases the risk for sub-optimisations. Tangen (2003) suggests starting
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by clearly defining the company vision. The vision is then used to identify the strategic
objectives that the company wishes to achieve. By breaking down the strategic
objectives into different critical success factors (CSFs) it is then possible to identify a
set of global performance measures.
The global measures should show how the company performs compared to the strategic
alignment. After the global measures are developed, the same procedure is carried out to
identify local performance measures. In order to ensure that the measures do not
counteract with each other it is also necessary to examine risks for sub-optimisations
and ensure that each PM is in line with the strategic objectives.
Figure 3.5: Process of developing performance measures

Source: Tangen (2003)
Davis and Albright’s (2004) financial performance measures indicate whether the
organisation’s strategy implementation has contributed to bottom-line improvement.
They show the results of the strategic choices made in the other perspectives. If
important improvements are made in their operations, the financial aspect will take care
of itself (Zelman et al., 2003). Financial performance measures, such as profit, articulate
directly with the firm’s long-run objectives, which are mostly financial. Second,
carefully chosen financial performance measures provide an aggregate view for the
firm’s management (Kaplan & Atkinson, 2001). The financial measure used to evaluate
managerial and business unit performance should relate the amount of profit earned to
the level of assets employed. By measuring the unit’s profit relative to the assets
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employed, corporate managers can assess whether the profits are generating the required
rate of return on the capital invested. Another reason for measuring the return on
investment (ROI) is to promote discipline in the organisation’s capital budgeting
process (Kaplan and Atkinson, 2001). Return on capital (ROC) is another useful
measure on profitability of a company; this is a combination of profit margin and asset
turnover (Warner, 1993). Cost of quality measurement is one of the most common
measures for quality managers (Crosby, 1979). The relationship between quality costing
measures and TQM implementation incentives was mentioned by Dale and Plunkett
(1999) in their book ‘Quality Costing’.
Bergendahl and Wachtmeister (1993) looked at the Total Quality Index which was
developed by a Swedish telecommunication company in the last five years, to
investigate performance measurement related to customer satisfaction. Zairi (1992)
talked about improved performance measures and the importance of measuring
customer satisfaction. This was distinguished from traditional performance measures,
such as the cost of quality measure, in his study. Mortiboys and Oakland (1991)
discussed the effective leader role in TQM implementation and the importance of the
customer and people measure.
According to Hannabarger (2007), the common measures for internal process
scorecards, such as on-time delivery, customer response time and warranty returned, are
critical

for

customer

satisfaction.

Kritchanchai

(2004)

investigated

critical

areas for performance measurement with respect to responsiveness in the food industry
in Thailand. The study, which was undertaken through survey of 60 companies and
eleven case studies, identified two main critical factors related to measuring:
characteristics of customer responsiveness to demand and raw material availability. On
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the other hand, Kaplan & Norton, (1996) believe that the innovation cycle over the
operation process is one of the critical internal processes for companies.

Table 3.2: Critical areas of measurement (CAM)
Measures

References

Profit & income

Kaplan & Atkinson (2001)
Niven, (2002)

Return on investment

Zelman et al. (2003)

Return on capital

Davis and Albright (2004)

Customer satisfaction & complain

Kaplan & Norton (1996)
Demers et al. (2006), Zairi (1992)
Bergendahl and Wachtmeister (1993)

Customer response time

Hannabarger (2007)
Kritchanchai (2004)

Innovation and learning process

Jones (2004), Jusoh et al. (2008)
Kaplan & Norton (1996)

Employee learning

Brown (1996), Niven (2002)

Time of delivery

McNair & Mosconi 1987), Harrison et al. (1990)

Quality

McNair & Mosconi (1987), Crosby (1979)
Dale & Plunket (1999)

People

McNair & Mosconi (1987)
Mortiboys & Oakland (1991)

Process cycle time

Hannabarger (2007)

Time to develop new product

Kaplan & Norton (1996)

On time delivery

Hannabarger (2007), Zairi (2000)

The above table 3.2 gives a detailed list of factors for measuring performance based on
the literature survey on the key authors in the field of quality management, performance
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management and management in general. The above is an exhaustive list of the factors
for critical area of measures. Most of those factors are hard measures, such as- Process
cycle time, Time to develop new product, On time delivery, Quality, Customer response
time, Profit & income, Return on investment, Return on capital. These are the factors
that managers can easily control through developing a system that oversee these issues
on a continuous basis. However, as this information is very confidential to the
organisations, researchers find it usually very hard to get access to such data. On the
other hand the soft measures, for instance, Customer satisfaction & complain,
Innovation and learning process and People are comparatively easier for researchers to
gather information in those specific fields. However, for this study, as the researcher
analysed the data based on the documents submitted by the organisations for MBNQA
award, most of the information related to the above mentioned factors are readily
available from the company provided reports. All those factors can be grouped under
several categories, namely- financial related measures, customer related measures,
people measures and employee related measures. The next section provides a
comprehensive list of critical area of measures ( CAM) according the categories
mentiond ( please see table 3.3 below)

Table 3.3: Taxonomy of critical area of measurement (CAM)
Taxonomy of critical area of measure (CAM) from 1988 until 2008
Financial related
measure

Customer related
measure

People measure

Capability related
measure

Market share
Operation profit
Return on investment
Income per employee

Satisfied-customer
index Customer
complain rate
Customer-loyalty
index

Improvement in
productivity
Satisfied-employee
index Direct

Empowerment
On-time delivery
Quality assurance of
product and service
Environment impact
tracking
Innovation and
learning
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Table-3.3 illustrates taxonomy of critical area of measurement (CAM) based on an
extant literature survey dated from 1988 -2008. Factors shown in the table are
categorized into four groups. None of those categories mentioned above has more
significance in terms understanding firms performance. The factors listed in the table
have different impact in understanding organizations performance in the firms in
different industrial sectors. All those factors provide an objective the quality of
strategies plans of firms. If a firm fails to deliver expected outcomes from a well
executed plan, indicate that the firm failed to measure one or few of the areas mentioned
in the taxonomy above (table 3.3). Such disconnect in any of the areas undermines the
likelihood that business benefits would be delivered as expected.

3.4.2 Critical factors of organisational sustainable performance
excellence
Almost two decades ago Seraph et al. (1989) proposed eight criteria for measuring
quality management: (i) the role of management leadership and quality policy; (ii) the
role of the quality department; (iii) training; (iv) product/service design; (v) supplier
quality management; (vi) process management; (vii) quality data reporting; and (viii)
employee relations. According to Zairi (2005) organisation performance can be
measured by using MBNQA, or the EFQM Excellence Model self-assessment
framework. Clearly, the constant measurement of results is agreed upon by the quality
experts, this gives an idea of the importance of not only measurement but also, regular
measurement in today’s quality management excellence organisation.
According to Walton (1986), Edwards Deming helped contribute to the idea of process
orientation with the Deming Flow Diagram, which depicts the connections across the
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firm from the customer to the supplier as a process that can be measured and improved
like any other process. Customer satisfaction plays an important role in the performance
measurement process, in today’s competitive market world class organisations have
turned to measuring customer satisfaction to survive (Cook and Verma, 2002). Oakland
(1991) suggests that companies must identify at all times how well they are doing in
terms of meeting customer requirements. He added that to do so companies must train
their employees to measure and report performance.
McCoy (2008) talked about the importance of measuring success in today’s competitive
market, he believes there is a gap between the leader’s strategy plan and how employees
see how their performance supports the company strategy. Companies must find a
connection between performance metrics and business realities by spotting which
employee’s actions truly affect the company’s goals and, identify metrics to evaluate
employees against the criteria.
According to Blazey (2007) achieving optimum performance can be done through the
Baldrige criteria. This can be found clearly in MBNQA 2007 criteria, now under
category 1, leadership, where the criteria includes a focus on performance measures and
their use by senior leaders. Brokaw and Mullins (2007) state that the MBNQA is a
comprehensive organisational performance framework, which, as used over the years,
the award criteria have changed to obviously identify organisations and companies that
demonstrate excellent performance. Measuring a company’s improvement is the real
benefit of the quality award. According to Porter (2004) many organisations are using
the MBNQA criteria not necessarily to compete only for the award but also to perform a
self-assessment process that measures their improvement progress and potential.
Curkovic et al. (2000) added that one of the primary reasons for MBNQA’s
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establishment was to provide a comprehensive framework for measuring quality in any
business.

3.5 BALANCED SCORECARD AND THE CRITICAL AREA OF
MEASUREMENT
Financial measures for the past decade were the main focus in traditional management
control, this result in increased criticism. Recently the balanced scorecard (BSC) has
become one of the most popular and widely known approaches for performance
measurement. According to Russell (2003), a recent survey conducted about the topic of
BSC shows that approximately half of large US and Western European companies use
the BSC framework in some way. A balanced scorecard balances the traditional
financial perspective with non-financial perspectives. It was created by Kaplan and
Norton in the1980s and they further developed it in 1992 (Gautreau and Kleiner, 2001).
Van der Meer and Vosselman (2004) argue that the main purpose of the BSC model is
to put the company’s vision and strategy into action. It puts strategy and vision, not
control, at the centre.
Young (1998) defines BSC as:
… a tool for communicating corporate goals to the front line workers who
are responsible for reaching them. It balances traditional financial
measures such as net income and ROI, with operational measures –
customer satisfaction, internal business processes and an organisation’s
ability to innovate and learn. The scorecard lists goals and then measures
and records whether the business is reaching them. The goals are broken
down into measurable matrices built from data collected throughout the
businesses.
Kaplan and Norton (1996a) explain that the BSC allows managers to look at the
business from four important perspectives (see Figure 3.6). It provides the answers to
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four basic questions. First, how does the customer see us? This question leads to a
customer perspective, with measurement of customer relations. The second question is
what do we need to excel in? This question leads to an internal perspective of processes
and co-workers in the organisation. The third question asks can we continuously
improve our ability to create value? This question leads to an innovation and learning
perspective where it is possible look for future success today. The last question is how
does the owner see us? This question points out the financial perspective as something
the organisation must handle well (Kaplan and Norton, 1992; Mohamed, 2003; Gumbus
and Wilson; 2004; Karathanos 2005; Angel and Rampersad, 2005; Wells and Weiner,
2005).
Figure 3.6: BSC as a strategic management system

Source: Kaplan and Norton (1996c)
Kaplan and Norton (1996c) summarised the benefits of the BSC as follows:
• Helps the company to focus on what has to be so that the organisation can have a full
picture of its performance and link short-term objectives to its long-term business
strategy.
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• Drives the process of change.
• Achieves consensus concerning the highest priority areas for achievement and
improvement, identifying additional areas that need attention, such as quality and
productivity.
• Serves to update the targets and goals for division managers.
• Supports the communication of strategy.
• Helps align individuals, organisational and cross-departmental initiatives to achieve a
common goal.
• Provides a management tool for organisations without profit as a goal, including
government agencies and internal staff units of industry.
• Makes employees aware of the meaning of their work and of the underlying
assumptions about the future and the company.
Lawson et al. (2004) mentioned that the BSC transforms the vision and the strategy into
critical success factors (CSFs) within four different perspectives: financial, customer,
internal processes, and learning and growth. This agrees with Kaplan and Norton
(2000a) who added that from the CSFs, a number of appropriate measurements and
objectives are compiled and balanced in the scorecard. One of several positive effects of
working with the BSC is that it serves as an incentive for the employees to work and
strive for the joint vision of the company (Kaplan and Norton, 1992).
As Zairi & Liburd (2001) argue, the issue of adopting the CSFs of TQM process
measurement and the use of the balanced scorecard is at the heart of business excellence
as it gives companies strength, continuity and sustainable performance. Therefore,
organisations that implement the critical factors of TQM implementation and link their
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strategy and vision, financial, customer and internal processes and learning and
innovation with the tool of the balanced scorecard will allow it to continually adapt to
change in unstable and unpredictable business environments and become somehow in
control of its activities and functions.

3.5.1 The four perspectives of the BSC
3.5.1.1

Financial perspective

An organisation’s financial performance is crucial to its success and can be measured
by, for example, the number of debtors, cash flow or return on investment (ROI).
However, financial measures do not tell the whole truth. As mentioned earlier by
Kaplan and Norton, financial figures are historical, they show what has happened, and
may not show what is currently happening or what will happen in the future. Neither
can intangible assets be measured with financial measures (Kaplan & Norton, 1996). In
BSC adequate, timely and accurate funding are seen as key business requirements.
The BSC methodology does extra, it emphasises that financial data be included in the
corporate database and be available by automation. The BSC method also explores
financial risk assessments and cost benefit analysis as part of data collection from the
financial perspective. According to Davis and Albright (2004) financial performance
measures indicate whether the organisation’s strategy implementation has contributed to
bottom-line improvement. It shows the results of the strategic choices made in the other
perspectives. If important improvements are made in their operations, the financial
aspect will take care of itself (Zelman et al., 2003).
Carmona and Gronlund (2003) claim that like all measures in the BSC, financial
measurements should be derived from the organisation’s strategy. In practice, most
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organisations choose financial measures related to three areas: growth, profitability, and
value creation (Niven, 2002). Moreover, private organisations usually aim to achieve a
reasonable profit, so profitability measures are always a key criterion of success.
Amaratunga (2001) reveals that traditional accounting systems developed many
methods of calculating corporate profitability, such as gross margin, net value, and
profit as a percentage of sales. In addition, many organisations calculate the economic
value added, to measure whether the organisation has created value for shareholders. It
is clear that most of the financial measurements are lagging indicators, because they rely
on traditional accounting results, which represent actions taken in the past (Kaplan and
Norton, 2004a; Urrutia and Eriksen, 2005).
As mentioned above, it is key that all measures should be derived from the
organisation’s strategy. Niven (2002) believes that the measures selected for the
financial perspective help in setting and determining measures for the rest of the BSC,
so ensuring that they reflect the goals of the strategic plan is important.

3.5.1.2 Customer perspective
This perspective includes measures which are directly related to the organisation’s
customers, such as customer satisfaction, customer retention and customer acquisition,
etc. These measures help managers formulate a customer and market strategy, which
will generate future financial returns (Kaplan & Norton, 1996). Measures such as
customer satisfaction, customer retention, number of new customers, get their criticality
because they can be linked to revenue generation (Demers et. al, 2006).
BSC methodology advocates organisations with not only satisfied customers but also
who go the extra mile, providing superior services and products that exceed customer
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expectations. According to the BSC, the customer perspective is a key indicator of the
health of the company.
Lack of customer performance is usually an indication of poor corporate performance in
the future. If customers are not satisfied they will take their business somewhere else,
and that could led to poor financial effects. BSC mandates a satisfaction metric to
measure customer satisfaction. The aim is to identify all customer groups, analyse their
needs and provide unique services to them accordingly. Kaplan and Norton (2000a)
believe that many organisations have a mission that focuses on the customer, and how
an organisation is performing from its customers’ perspective has become an important
consideration for top management. Brown (1996), however, argues “this is an area of
weakness in many organisations’ scorecard. Many have only just now begun to measure
customer satisfaction, and most are doing it in a very rudimentary fashion”.
Dilla and Steinbart (2005) argue that when choosing measures for the customer
perspective of the BSC, an organisation must determine its targeted customers and
consider what the value proposition is in serving them. If the organisation would like to
obtain specific customers and special value, it should differentiate itself from
competitors. According to Treacy and Wiersema (1995), many organisations will
choose one of three ‘disciplines’ to obtain their customers’ business:
• Operational excellence: in this area, organisations focus on low price and
convenience. Wal-Mart is an ideal example.
• Product leadership: organisations that desire to be product leaders should focus on
innovating, to offer the best products in the market, such as Nike in the field of
athletic footwear.
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• Customer intimacy: organisations try to define the unique customer’s need. They
focus on long-term relationships through their deep knowledge of customer needs.
Irrespective of the discipline chosen, measures in this perspective normally include
customer satisfaction, customer loyalty, market share, and customer acquisition.

3.5.1.3 Internal business processes perspective
There are critical internal business processes in which an organisation must perform
well in order to be successful, and these must be identified. The internal business
process measures should be focused on the internal processes, which will have the
greatest impact on customer and financial objectives. Further, the BSC approach can
also help identify entirely new internal processes (e.g. innovation processes) in which
the organisation must excel to meet its objectives (Kaplan & Norton, 1996). The BSC
defines this as the internal process. It enables the managers to become familiar with the
functions of the company, and its services and operations. It makes sure that the
products and services meet the requirements of the customers. This is highly internal,
i.e. the process is preferably developed and handled by corporate managers and workers
who have intimate knowledge of the company, as opposed to consultants who are
essentially corporate outsiders. Mission-oriented processes refer to the functions of
government offices, and they could present some unique problems. On the other hand,
the support process is more repetitive and generic and therefore easier to measure.
Amaratunga et al. (2001) argue: “This perspective reveals a fundamental difference
between the traditional and BSC approach to performance measurements”. While
traditional approaches attempt to monitor and improve existing business processes, the
BSC approach identifies entirely new processes in which the organisation must excel to
meet customer and financial objectives. Organisations would like to achieve customer
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objectives, and then the financial objectives and they should develop performance
measures to track the main internal processes and activities that support customer needs
(Kaplan and Norton, 2000b; Smith and Kim, 2005).
Internal process measurements are proactive or preventive, and many organisations
confuse quality measures and internal measures. Brown (1996) states: “Many
organisations focus only on measuring the outputs rather that the processes used to
produce those outputs”. Therefore, organisations should be aware about how results are
achieved. Processes provide the organisations with the data needed to improve and
control products and services. Letza (1996) believes that process data are crucial when a
problem occurs with a product or service, because the cause can be found by looking at
the process data.
Anand et al. (2005) mentioned that organisations always measure this perspective by
defining customer requirements and justifying internal processes according to customer
needs, but they should bear in mind that customer needs will undoubtedly change over
time.

3.5.1.4 Learning and growth perspective
This perspective includes measures illustrating the organisation’s ability to learn and
grow. An organisation’s ability to learn and grow comes from three sources: people,
systems and organisational procedures. The previous three perspectives (financial,
customer and internal business processes) will reveal gaps between existing capabilities
and required capabilities, and these gaps can then be closed by, for example, staff
training or system restructuring (Kaplan & Norton, 1996). The BSC describes this
perspective as employee training in corporate culture as well as individual training and
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improvement. It sees employees as the mainstay of the corporation. The training should
be regular and continuous.
The idea is to avoid “brain drain” from the company. So employees would be trained in
all new and relevant technologies. Kaplan and Norton emphasised that “learning is more
than training”, it includes mentors and tutors in the organisation (Kaplan & Norton,
1996). Gumbus and Wilson (2004) mentioned that “learning and growth identifies the
infrastructure that the organisation must build to create long-term growth and
improvement”. In addition, Niven (2002) argues that this perspective is the root of the
BSC tree, and he also describes it as the foundation of the entire BSC house. Once the
organisation determines its measures in the customer and internal processes
perspectives, it can discover gaps between the current organisation infrastructure,
employee skills, and the information system, and levels required in terms of results.
Therefore, measures designed in this perspective should close those gaps and ensure
reasonable performance for the future (Brown, 1996).

3.5.2 The causality of BSC
Sim and Koh (2001) discussed measures of organisational learning and growth being
identified, and action being taken. If, for example, it is decided that improvement is
required in employee training or the following-up of employee suggestions, when the
time comes for the next evaluation, some observations can be made to determine
whether improvement has really occurred in this perspective. Note that learning and
growth is at the bottom of the diagram below, as improvements in this perspective feed
up into the measures of the business processes. Similarly, the measures of these
processes become the drivers in the customer perspective. The improvements in all
these measures finally become the drivers for financial success. Figure 3.7 shows the
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relation between the four perspectives of BSC, i.e. employee skills or employee learning
factors will affect customer factors and cycle time and this can cause positive financial
impacts on return on capital employee (ROCE).
Figure 3.7: Cause and effect relationship

Source: Kaplan and Norton (1996c)
Radnor and Lovell (2003) emphasise that the well-designed BSC illustrates the
organisation’s strategy through the objectives and measures that have been chosen.
These measures should link together in a chain of cause-and-effect relationships. This is
in agreement with Niven (2002) who indicates that the relationships between measures
should be explicit so that they can be monitored, managed and validated. The linkage of
measures in BSC is dependent upon a series of “if-then” statements. For instance, if the
organisation increases training, then cycle times will lower. If cycle times are lower,
then loyalty will increase. If loyalty increases, then revenue will increase (Brown,
1996). Kettunen and Kantola (2005) described the four perspectives of BSC and its
relationships as a tree. Learning and growth are the roots of the tree that will lead
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through the trunk of internal processes to the branches of customer results, and finally to
the leaves of financial returns.

3.6 QUALITY IMPLEMENTATION AND THE POSITIVE
IMPACT ON PERFORMANCE
3.6.1 Recent studies
Jusoh et al. (2008) investigated empirically the extent of multiple performance measures
usage and their effects on the performance of Malaysian manufacturers by using a mail
survey. A simple random sample of 975 companies located in West Malaysia was
drawn. Companies with at least 25 employees and an annual sales turnover of at least
RM10 million were selected. A total of 120 usable responses were gathered and used in
the data analysis. Findings of this study suggest that the use of non-financial measures,
particularly internal business processes and innovation and learning measures, appear to
be important as they enhance the firm’s performance. More interesting, the findings
reveal that the use of multiple performance measures via overall BSC measures
contribute to a more positive outcome.
Another study, carried out by Kumar et al. (2009) investigated the impact of TQM
implementation on different areas of company performance. The study investigated
Canadian winners in the Total Quality category of the Canada Awards for Business
Excellence. The data were collected either through in-depth personal interviews or by
mail and telephone using the questionnaire. The data analysis confirmed the
hypothesised positive impact of TQM on all investigated dimensions of company
performance, i.e. employee relations (improved employee participation and morale),
operating procedures (improved products and services quality, process and productivity,
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and reduced errors/defects), customer satisfaction (reduced number of customer
complaints), and financial results (increased profitability). However, a small sample size
limited the scope of statistical analysis. Also, the results of this study are only valid for
TQM adopters and give an indication of what performance can be achieved by
companies that undertake a successful TQM programme. The study provides useful
insights into the performance improvement that can be achieved through TQM.
According to Vijande and Gonzalez (2009), TQM can be advocated as a
recommendable management system that if implemented effectively can support a
firm’s competitiveness. They empirically examined the impact of TQM implementation
on the firm’s market capability. The study applied structural equation modelling to test
the empirical model built on an extensive literature review. The findings indicate that
TQM positively influences firm performance as well as marketing developments within
the organisation, in terms of cultural market orientation and marketing capabilities.
Bin Abdullah (2008) investigated the influence of soft factors on quality improvement
and performance, the research used data from the perception of managers in 255
electrical and electronics (E&E) firms in Malaysia. The following soft factors were
found to have significant influence on quality improvement: management commitment;
customer focus; employee involvement; training and education; and reward and
recognition. He concluded that those factors that are found to have a positive impact on
quality improvement practice and performance can be recommended to managers so
that they can allocate resources to improve these factors to achieve higher organisational
performance.
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3.6.2 GAO study
Between June 1990 and February 1991 the US Government Accounting Office (GAO)
published a report representing the first attempt to link TQM practice and bottom-line
results. This study was based on responses from 22 firms that were finalists or winners
of the MBNQA between 1988 and 1989. This study used a combination of
questionnaire and interview methods, the companies concerned were asked to provide
information on various performance measures, including:
• Employee related indicators
• Operating indicators
• Customer satisfaction indicators
• Business performance indicators
With each of the performance measures evidence was required of a customer-focused
approach to quality, strong leadership, employee empowerment, corporate culture, uses
of hard facts and developing strong partnerships with suppliers. Impressive results of
improvement were presented as follows:
• Decline of turnover

6.0%

• Product reliability improvement

11.3%

• On-time delivery improvement

4.7%

• Product lead (or cycle ) time reduction

5.8%

• Inventory turnover rate improvement

7.2%

• Cost of quality reduction (from lost profit, rework, and scrap)

9.0%

• Customer complaint reduction

11.6%
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• Market share increase

13.7%

• Sales per employee improvement

8.6%

• Return on assets increase

1.3%

3.6.3 The US Department of Commerce study
This study was conducted by the US Department of Commerce in 1995 based on the
stock market performance for the winners of MBNQ awards.
Their performance was tracked from the first business day in April 1988 of the year
they won the award, to October 3rd 1994. The “investment” in this study was calculated
using a hypothetical $1000 in each of the five publicly traded MBNQA winners and
seven subsidiary winners. Motorola and Solectron showed remarkable increases in stock
price: 373% and 527% respectively.

Table 3.4: List of companies and changes in stock prices
Date of
Investment

Whole company
winner or parent
(subsidiary winner)

Stock Purchases

Oct. 3rd 1994 Close

Price

Invested

Price

$ Value

%
Change

4/4/1988

Motorola

11.12**

$1,000

52.38

$4,730

373.0

4/4/1988

Westinghouse(CNFD)

25.56*

$1,000

12.38

504

-49.6

4/3/1989

Xerox(Business Products
and System )

60.25

$1,000

106.00

1,759

75.9

4/2/1990

General Motors (Cadillac
Motor Car Division)

45.50

$1,000

46.25

1.016

1.6

4/2//1990

Federal Express

55.37

$1,000

61.25

1,106

10.6

4/2/1990

IBM (IBM Rochester)

105.87

$1,000

68.88

651

-34.9

4/1/1991

Solectron

4.19

$1,000

26.25

6.269

526.9

4/1/1992

AT&T (Universal Card
Services)

40.38

$1,000

53.38

1,322

32.2

4/1/1992

AT&T
(Transmission
Sys. Bus. Unit)

40.38

$1,000

53.38

1,322

32.2

4/1/1992

Texas Instruments
(Defense Sys.& Elec.

32.00

$1,000

66.13

2,068

106.8
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Date of
Investment

Whole company
winner or parent
(subsidiary winner)

Stock Purchases

Oct. 3rd 1994 Close

Price

Invested

Price

$ Value

%
Change

11/11/1993

Zytec

10.38

$1,000

11.25

1.084

8.4

1/4/1994

Estman Chemical

45.25

$1,000

53.38

1.185

18.5

TOTALS

S&P 500
Baldrige
Award Companies

15,1911
23,016

32.6
91.8

Source: Wylie (1995)

3.6.4 Hendricks and Singhal study
This study started in 1991; the main aim of the study was to measure the effects of
TQM on long-term business performance. The study sample comprised of nearly 600
award winners (e.g. MBNQA, state quality awards and supplier awards) and compared
their performance with similar companies that had not won such an award. What this
study did is compared the stock price performance of award winners against a range of
benchmark groups. For each award winner, a hypothetical $100 was invested in the
winner’s stock one year prior to the date of winning their first quality award. At the
same time, an equal amount was also invested in a benchmark portfolio. Both
investment strategies were tracked for the next five years. At the end of five years, the
average stock price return from holding the stocks of the award winners was compared
against the average returns from investing in the benchmark portfolio.
The results indicate that award winners significantly outperformed the benchmark
groups; the stock prices of award winners increased by an average of 114% over the
five-year period. Over this same time period, an alternative strategy of investing a
similar amount in the S&P 500 Index and holding it over the same period would have
resulted in an 80% return. Figure 3.8 also shows that award winners outperformed a

77

benchmark consisting of all stocks traded on the New York, American, and NASDAQ
stock exchanges. These groups experienced a 76% gain as compared to the 114% gain
from investing in award winners. Award winners also beat a benchmark consisting of
firms in the same industry by 26% and a benchmark consisting of firms of similar size
by 34%.
Figure 3.8: Portfolio of All Stocks

Source: Wylie (2007)
Figure 3.9 shows the performance of award winners and benchmark firms on
accounting based performance measures. Operating income for award winners increased
by an average of 91% over the post-implementation period. This is in contrast to an
average 43% increase over the same time period for the benchmark firms. The
difference of 48% is a statistically and economically significant level of
outperformance. The chances of observing this difference in operating profit purely by
luck is about 1 out of 200.
Figure 3.9: Quality award winners companies outperform control firms
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Source: Hendricks and Singhal (1999)
Award winners also experienced higher growth as compared to the benchmark firms.
Winners increased sales by 69% sales (compared to 32% for the benchmarks), increased
total assets by 79% (compared to 37% for the benchmarks), and increased the number
of employees by 23% (compared to 7% for the benchmarks). Winners also showed
higher improvement in efficiency measures. The return on sales improved by 8%
compared to no improvement for the benchmarks, and the return on assets improved by
9% compared to 6% for the benchmarks.

3.7 BENCHMARKING PERFORMANCE FOR BUSINESS
EXCELLENCE
The spirit of benchmarking is the continuous process of comparing a company’s
strategy, products, and processes with the world leaders (Ross, 1999). Benchmarking
can be defined as the process of improvement used to discover and integrate best
practices into companies operations (Damelio, 1995). According to Oakland (2003),
benchmarking measures an organisation’s operation, product and service against those
of its competitors. Benchmarking is a process to determine what best-in-class
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performance is and how best-in-class performance has been achieved (Reid, 2008).
Jarrar and Zairi (2000) stated that benchmarking or best practice management is
increasingly being recognised as a powerful performance improvement effort for
processes, for business units and for entire organisations. Several others see
benchmarking as an essential tool in the development of TQM (Sinclair and Zairi, 2000;
2001).

3.7.1 The basic concept of benchmarking
The American Society for Quality (ASQ) defines benchmarking as an improvement
process that allows any organisation to measure its performance against the best-in-class
to determine how those organisations achieved their performance and use this data to
improve its own performance. According to Sower et al. (2007) benchmarking is an
improvement process for companies to measure strategies and operations against best
organisations in the same class to determine how to achieve best performance levels and
use that information to improve a company’s own performance. Benchmarking helps a
company to determine their current performance position against excellent companies
and use this data to improve.
Koller (2005) described benchmarking as a way for identifying opportunity, and he
classified the benchmarking technique according to: i) External benchmarks – where
companies can compare their performance with similar companies in the same industry.
This can clarify how the company is performing against competitors and whether they
are enjoying superior performance or lagging; ii) Internal benchmarks – this is a less
challenging task where companies compare the performance of similar units within the
company, and it does not require looking at world class players; iii) Benchmarking
against itself – this benchmarking involves analysing the historical performance data for
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a company’s own business over time on a particular value metric. This benchmarking
could help managers understand what action could improve daily performance.

3.7.2 Benefits of benchmarking
Saul (2004) has identified four benefits for benchmarking: i) it allows companies to set
high standards by raising the organisation’s bar higher and higher, because it allows
evaluation of performance to the best-in-class, as opposed to normal business or
business as usual; ii) it sharpens the mission, companies cannot do benchmarking
without knowing what the organisation really does and what it really wants to
accomplish; iii) it allows identification of strengths and weakness; iv) it builds creativity
into problem solving by giving the opportunity to look outside the organisation,
personal experience encourages more openness in problem solving.

3.7.3 Self-assessment approach
According to the European Foundation for Quality and British Quality (2003) “the selfassessment process allows the organisation to discern clearly its strengths and areas in
which improvements can be made and culminates in planned improvement actions that
are then monitored for progress”. It is an effective technique through which to gauge the
customs of quality within an organisation (Zairi, 1994). According to Conti (1999) the
objective of self-assessment is to recognize weaknesses that hinder the accomplishment
of targets and improvement of performance.
It appears that using tools such as the balanced scorecard, EFQM and the Baldrige
framework are acting as a catalyst to the measurement revolution (Stone and Banks,
1997).
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A study carried by Tarí and Juana-Espinosa (2007) examined the effect of using the
EFQM model as a self-assessment tool in the administrative service of eight Spanish
universities. The results of the documentary data, the interviews and the observations,
show that self-assessment allowed the service to identify its strengths and areas in
which improvements could be made and then allowed them to plan improvements.

3.7.4 Types of self-assessment approach
There are several approaches to self-assessment with each one having its own merits
and limitations, with different levels of rigour and complexity associated with them.

3.7.4.1 Award simulation approach
This requires an organisation embarking on self-assessment to write a full document of
up to 75 pages that reflects the practices and performances of a business entity in all
aspects of management. Based on evidence within the submission document and
supporting evidence from a site visit, internal or external assessors score the
organisation. This approach is precise and wide-ranging but potentially is time
consuming and demands a high investment in resources.

3.7.4.2 Pro forma approach
This involves a pro-forma being designed for each sub-criteria area, to which the
strengths, areas for improvement, and actions for improvement can be recorded. It can
be assessed internally, or by representatives external to the assessment unit. It is
particularly appropriate for large organisations as pro-forma pages from different
departments can be gathered and common strengths and areas of improvement
identified. Fewer resources are required compared to the award simulation and the
scoring profiles can be close to the award simulation approach in terms of accuracy. It
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can be challenging for managers to collect the right data, particularly in areas where no
data may exist, and some might say it provides a summary of the current position.

3.7.4.3 Matrix approach
This involves the creation of a company-specific achievement matrix, usually within the
framework of the EFQM Excellence Model. It normally consists of a series of
statements of achievements for each criterion using a scale of 1-10 points. One or more
people at whichever level of the organisation can complete it. The matrix documents are
completed, analysed and answers collated. From here trends and gaps can be identified
and thus actions taken. This approach is simple to use with minimal training required,
and can involve everyone in the organisation towards a common goal of selfassessment. It is good for facilitating team discussions and team building and can give a
good visual reference of gaps between current and future states.
The negative aspects of the approach are that it does not provide a list of strengths and
areas for improvement and can be time consuming if you develop your own matrix
chart. In reference to the EFQM Excellence Model, there is not a direct cross-reference
between the steps in the matrix chart and the criterion parts of the model.

3.7.4.4 Questionnaire approach
This involves the completion of a questionnaire, which may or may not follow the
criterion areas of a model. Several people from different levels of the organisation, if
necessary, can complete it. It allows for an easy way to engage a wide number of
people, to create alignment and focus on the most critical areas of the business which
need attention. The questionnaires are completed, analysed and trends and gaps found,
this leads to actions being identified. It is not resource demanding and is a good
approach to gathering information on the perceptions of the people in the organisation.
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The questions asked can be customised to suit the organisation and enable feedback,
which can be segmented by function and by level.
The negative outlook of this approach is that accuracy depends on the quality of the
questions asked and that the use of excessive questionnaires in an organisation can
result in a low return.

3.7.4.5 Workshop approach
The workshop approach actively involves management teams as they have the
responsibility for gathering the data and presenting the evidence to their peers to
achieve consensus and move ahead with action plans within a workshop environment.
Discussion and agreement by the management team helps to build a common view and
is a good team building opportunity. An agreed list of strengths and areas of
improvement are produced which will drive improvement actions. It can be a high-risk
approach and needs excellent preparation, for instance the deployment of various
company processes can be difficult to assess.

3.7.4.6 Software approach
The software approach most often involves an independent organisation managing a
programme in which many companies finalise a questionnaire and have their scores
logged onto a central database. This enables organisations to have their scores
contrasted against those of other organisations with similar profiles and against best
practices.
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3.8 SUMMARY
This chapter focused on the concept of performance measurement. It started by
describing the background related to the subject and considering the importance of
measurement, especially non-financial measurement. Then, different models of
measurement that organisations can use were reviewed.
Critical area of measurement was defined and ways of identifying critical measures
were described, the focus being on benchmarking tools and the balanced scorecard as
ways of holistically ensuring that performance measurement is covered. Then, studies
that linked implementation of quality concepts and outstanding performance were
reviewed. Finally, categorisation of critical areas of measurement was proposed. In next
chapter winner secondary case study of MBNQA for twenty years will be examine to
answer what are the critical factors that been focus on by winners and how it’s been
implemented in real life situations.
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4 CHAPTER FOUR

RESEARCH DESIGN AND
METHODOLOGY
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4.1 INTRODUCTION
The main purpose of this chapter is to provide an outline of the research methods used
and to explain the procedures employed to collect the data. It also discusses the theory
underlying the methods used, to help to understand the rationale for undertaking certain
activities. The discussion has to be addressed within the context of the research setting
introduced in Chapter One and guided by the review of the literature in Chapters Two
and Three.
The topic and specific research questions are crucial tools that lead to the choice of
appropriate data collection. Remenyi et al. (1998) indicate that the topic to be
researched and research questions are the main drivers in the choice of research
methodology. Moreover, Robson (2002) points out that if the methods are not providing
answers to the research questions, it is an indication that something should be changed.
This chapter will be divided into two main parts. The first part focuses briefly on the
literature of research approach and methodology; then, it covers the purpose of the
research, research types in terms of approach and design, research strategies, and
finally, the data collection methods.
The second part concentrates on the processes employed in the design and execution of
this research in order to obtain data that achieve the research objectives. It explains the
research methodology of the study, starting with justification of the research methods
and means of data collection adopted.
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4.2 RESEARCH DESIGN AND RESEARCH METHODOLOGY
It is important to distinguish and clarify the difference between the two commonly used
terms, namely “research design”, and “research methodology”. Research design is the
“blueprint” that enables the researcher to come up with solutions to possible problems
and acts as guidance in various stages of a research (Yin, 2003). In addition, research
design is the programme that guides the researcher in the process of collecting,
analysing, and interpreting research observations (Nachmias and Nachmias, 1996).
Accordingly, it deals with at least four problems of carrying out successful research:
what questions to study, what data are relevant, what data to collect and how to analyse
the results (Yin, 2003). Hence, research design covers strategic decisions concerning the
choice of data collection methods, and more tactical decisions regarding measurement
and scaling procedures, questionnaires, samples, and data analysis (Zikmund, 2003).
On the other hand, research methodology is a set of procedures and rules to guide
research and against which its claims can be assessed (Robson, 2002). Cooper and
Schindler (1998) suggest that research methodology presentation should include
sampling design, data collection, data analysis, and limitations or constraints that the
research faced. Choosing the right research methodology depends on some criteria, such
as the aim of the study, the type of information needed, the character of respondents,
manipulation of independent variables, the degree of control that the researcher has over
the case under study, and constraints of time and money (Saunders et al., 2003). There
is no right or wrong methodology, but the researcher should seek the most beneficial
method available.
Finally, research design provides a conceptual framework for the study, while research
methodology is concerned with the tools that are used to achieve each specific aim. It
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provides a framework that guides data collection and data analysis. According to the
above discussion, research design is more holistic and includes research methodology,
since it is more related to strategic issues.

4.2.1 Research purpose
The role of the research is to fill a gap in a particular subject and to ensure that
something new and important has been added to the body of knowledge (Phillips and
Pugh, 2000). Nachmias and Nachmias (1996) describe the role of research as an attempt
to increase the body of knowledge by discovering new facts or relationships through a
process of systematic scientific inquiry. The expected end results of the research would
be to discover new facts that will help to deal with the problem situation (Sekaran,
2003).
Many authors and experts on social research agree on three main purposes of carrying
out research, namely exploratory, descriptive and explanatory (Robson, 2002; Saunders
et al., 2003; Yin, 2003; Neuman, 2004; Yates, 2004). In fact, Robson (2002) pointed out
that the purpose of an enquiry may change over time, which means a study may include
more than one purpose. According to Molloy & Woodfield (2002)

longitudinal

methods main goal is exploring change over time and tape of change explored will
change according to research approach and purpose.

4.2.2 Research approach
Selecting the research approach is one of the most critical phases that a researcher
should be aware of when seeking answers to a problem. Creswell (2003) insists that
gaining more knowledge about research approaches is very important for three reasons.
First, it enables the researcher to make more informed decisions about his/her research
89

design. Second, it will help the researcher to think about those research approaches that
will work for him/her and, critically, those that will not. Third, knowing the different
research approaches enables the researcher to adapt his/her research design to cater for
constraints. Depending upon the methodological approach, longitudinal research seeks
to describe, measure, explain or to examine the implications of changes over time.
There are various research approaches classified under different taxonomies. The
following sections will discuss the most popular.

4.2.2.1 Empirical and theoretical
According to Nachmias and Nachmias (1996), social research encompasses two major
elements; empirical and theoretical. In empirical study, the researcher observes
phenomena in depth and collects information in order to depict conclusions that add a
value to knowledge. In contrast, the theoretical study is based on others’ writings; the
researcher here attempts to benefit from these ideas and uses his abilities to come up
with new or different views of the situation that also contributes to knowledge.
Remenyi et al. (1998) point out that the empirical research is the dominant paradigm in
business and management research. They further add that empirical research is
frequently associated with a positivist view which has sometimes been described as a
tough-minded approach to facts and figures, derived from the physical and natural
sciences. Although every researcher has his/her approach when doing the research, a
theoretical framework is essential for doing any empirical study. Remenyi et al. (1998)
believe that it is impossible to be empiricist if one does not have a theoretical
background related to the subject under study. In fact, theoretical research does not
occur in a void, it is rather the result of thinking about the findings of previous empirical
research and of debating the different theoretical interpretations that others have made.
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4.2.2.2 Qualitative and quantitative
There are two common methodological approaches in social sciences: qualitative and
quantitative (Nachmias and Nachmias, 1996; Trochim, 2001; Creswell, 2003; Saunders
et al., 2003; Yates, 2004). Qualitative research is based on intensive study of as many
features as possible of a small number of phenomena. It seeks to build understanding by
depth. Often, its methods are associated with the phenomenological position (Collis and
Hussey, 2003). On the contrary, quantitative research is based on numerical
measurement of specific aspects of phenomena. It is a very structured approach and its
main aim is to generalise (Creswell, 2003). Its methods are often associated with the
positivistic position (Neuman, 2004).
Qualitative approach is often small-scale, and aims to obtain a richness of detail rather
than statistical generalisations. It also aims for detailed description and understanding of
the phenomenon under investigation by way of observation and involvement (Bryman
and Bell, 2003). Furthermore, qualitative research is a method that involves collecting,
analysing, and interpreting data by observing what people do and say (Creswell, 2003).
In fact, qualitative research focuses on understanding phenomena and describing both
the meaning and implications of events (Neuman, 2004). A qualitative approach also
works as a useful planning tool for a subsequent quantitative approach. Bryman and
Bell (2003) argue that criticisms of subjectivity, flexibility, lack of rigorous
experimental control and determinism are often levelled at qualitative data collection
and analysis. These characteristics result in limiting their application to certain types of
research.
On the other hand, the quantitative approach places considerable emphasis on statistical
generalisation of findings that seek to explain and predict events in the social world by
searching for regularities and causal relationships between constituent variables (Yates,
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2004). The collected material is coded and analysed objectively and is considered to be
more reliable (Trochim, 2001). Furthermore, the quantitative approach is also a cheaper
alternative compared to the qualitative. Moreover, quantitative research is concerned
with discovering a causal relationship, prediction or explanation of a relationship
comparing or relating several variables under investigation (Creswell, 2003). However,
a major weakness with this approach is that it is not possible to go into depth in every
area at the same time since it is standardised and therefore does not give any room for
interpretations and new angles (Robson, 2002).
It is clear that there are differences between the qualitative and quantitative approaches.
Nevertheless, Remenyi et al. (1998) argue that because research into strategic issues
requires the collection of complex evidence concerning “how”, “why”, and “what”, the
two approaches can be often be used in conjunction with one another as complementary
approaches. According to Hine (2007) the inclusion of case studies from different time
periods enables the analysis of patterns of complex phenomena over time in order to
detect, for example, possible organisational learning .
According to Coupland & Nussbaum (1993) Quantitative panel is frequently used when
measuring change over time whether in attitudes, behaviours and when looking at
causal links, he added this true longitudinal qualitative approach it’s been used
extensively in different research fields.
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Figure 5.1 Types of research design

Research philosophy
Research approaches

Research strategies

Time horizons

Data collection methods

4.2.3 Research strategy
Research strategy is “the general plan about answering the research question(s)”
(Saunders et al., 2000). Zikmund (2000) believes the nature of the problem affects
whether the research is going to be exploratory, descriptive or casual. Yin confirms that
the right research strategy can be determined by considering three conditions. These
conditions are the type of research question posed, the extent of control an investigator
has over behavioural events, and the degree of focus on contemporary events as
opposed to historical events. In the following two type research strategy is discussed,
cross sectional and longitudinal research designs and the difference between each
approach is discussed.
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Table 5.1 Research strategy
Strategy

Form of research question

Experiment

How, why?

Survey

Who, what, where, how many, how much?

Archival analysis

Who, what, where, how many, how much?

History

How, why?

Case Study

How, why?

Source: Yin (2003b)

4.2.3.1 Cross-sectional vs. longitudinal research designs
Cooper and Schindler (2001) talked about the time dimension in research design, they
distinguish between two analyses over time: longitudinal studies and cross-sectional
studies. According to them, cross-sectional studies are usually carried out once and take
account of a snapshot in time.

On the other hand, a longitudinal study is about

repetition over an extended period. Smith et al. (1991) explain that cross-sectional
design, most of the time, involves choosing different organisations or units in different
contexts but at the same time to try to investigate how other factors vary across the
above mentioned unit. On the other hand, longitudinal research, as suggested by
Pettigrew (1985), focuses on a small number of organisations over a long period of
time. Donald (2006) argued that longitudinal studies are more powerful than crosssectional due to the fixed repeated subject of measurement over time, and for the ability
to allow the researcher to separate changes over time within individuals from
differences between subjects at the baseline. He added that cross-sectional data cannot
provide information about individual change, whereas longitudinal data can provide
statistical estimates of individual trends for each examined sample.
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4.2.3.2 Case study
Case study strategy, as Bell (1993) stated, is an umbrella term for a family of research
methods having in common the decision to focus on an enquiry around a specific
instance or event. Indeed, qualitative research and case study are synonymous terms,
which are fundamentally associated together all the time. Case study is a methodology
suitable when the aim is to better understand complex social phenomena, and is an
empirical inquiry that investigates a contemporary phenomenon within its real-life
context. According to Remenyi et al. (1998), it is a preferred research strategy when
“who, “why”, and “how” questions are being examined, when the researcher has little
control over events, and when the focus is on a contemporary phenomenon within some
real-life context. In addition, case study methodology is especially useful when the
boundaries between phenomenon and context are not clearly evident (Yin, 2003b).
Yin (2003b) argues that a case study can be used for exploratory, descriptive or
explanatory purposes. An exploratory case study is a pilot for other studies or research
questions, and aims at defining the questions and hypotheses of a subsequent study or at
determining the feasibility of the desired research procedures. A descriptive case study
provides narrative accounts and presents a complete description of a phenomenon
within its context. An explanatory case study is used for testing theories; it always
presents data on relationships and explains which causes produced which effects (Yin,
2003b).
Case studies have a number of advantages that make them attractive to researchers.
Adelman, Kemmis, and Jenkins (1980) indicate that case study data is strong in reality
and has the ability to facilitate the recognition of the complexity and the embeddedness
of social factors. Moreover, it is a means to obtain a more holistic, context-based
approach that provides an analytic, not a statistical generalisation (Yin, 2003b).
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Conversely, several limitations to the case study methodology have been noted. There
may be bias in writing the description, which could influence the conclusions or
emphasise a particular viewpoint. Researchers also question the ability to generalise
from a single case. Case studies have also been criticised for taking too long to do, and
resulting in long, unreadable documents. Yin (2003b) added to the methodological
limitations of the case study strategy by stating that “within the academic community,
researchers, who reject case study, do so mainly referring to the method’s lack of rigor
and the difficulties of scientific generalisation” (Yin, 2003b). Another suggested deficit
of the case study methodology is that it is considered to be very time-consuming and
generates a massive amount of data, which often are not used.
According Molloy et al. (2002), case studies can also be used during longitudinal
components of evaluations. He added that longitudinal case studies might involve repeat
in-depth interviews, paired depths, reconvened group discussions or, as in the case of
this research, involve documentary analysis.

4.2.3.3 Designing a case study
When setting up a case study, Yin (1994) supposes a choice needs to be made between
four basic types of case designs: the holistic single-case design, embedded single-case
design, holistic multiple-case design, and embedded multiple-case design (see Figure
5.2). Each design has its own strengths and weaknesses, and which type to choose
depends on the number of case studies that need to be included in the research, as well
as on how many units of analysis are involved.
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Table 5.2 Basic types of designs for case studies
Single-case designs

Multiple-case designs

Holistic
(Single unit of analysis)

Type 1

Type3

Embedded
(Multiple unit of analysis)

Type 2

Type 4

Source: Adapted from Yin (1994)
A single-case approach according to Yin (1994) is suitable when the aim is to study
whether a theory’s propositions are in accordance with practice or whether some
alternative set of explanations might be more relevant. Other rationales for a single case
methodology are when the case represents a rare or unique case, or when the
investigator has an opportunity to observe and analyse a phenomenon previously
inaccessible to scientific investigation. In contrast, a multiple-case study aims to build a
general explanation that fits each of the individual cases in the study, even though the
cases will vary according to different characteristics. Through a multiple-case study,
there is better potential for greater explanatory power and better possibilities for
generalisations than by using a single-case study. In a way the cases should serve a
purpose similar to that of multiple experiments (Mliles & Huberman, 1984).

4.2.4 Data collection methods
After determining the most suitable research strategy, it is necessary to decide how the
empirical data will be collected (Robson, 2002). Data for case study are mainly obtained
from six various sources: documents, interviews, direct observation, participantobservation, physical artefacts, and/or archived records (Merriam, 1988; Cohen and
Manion, 1994; Remenyi et al, 1998; Yin 2003b). However, in longitudinal research, no
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source is better than the other. In some studies, only one method of data collection is
used. According to Molloy & Woodfield (2002)

Data collection in longitudinal

research can be retrospective i.e. researcher asking participants to reflect back upon
their experiences and attitudes or contemporary where that is data is collected at
different times about the current situation; he added The contemporary longitudinal
study involves repeat of a single sample, thus this study will follow contemporary data
collection methods.

4.2.5 Secondary data
Secondary data are data that have already been gathered by other researchers with
different purposes in mind. Secondary data are usually historical, already assembled,
and do not require access to respondents or subjects. Good examples of secondary
sources of data are government and academic publications, and public databases.
McDaniel and Gates (2002) list some advantages of using secondary data: their use
provides necessary background information and builds credibility for the research
report. Also, it helps to clarify or redefine the problem during the exploratory research
process. Moreover, it provides a solution to the problem and an alternative to primary
data research methods (Remenyi et al., 1998). Furthermore, data can be obtained at a
fraction of the cost, time and inconvenience associated with primary data collection.
Saunders et al. (2003) classify secondary data into three categories. The first is
documentary secondary data, which include written documents such as reports, minutes,
transcripts of speeches, books, journals and unwritten documents, including films,
pictures, drawings, and video recordings. However, there are some disadvantages to
secondary data, such as the fact that they were not designed especially to meet the
researcher’s need. Consequently, the researcher must test secondary data for accuracy,
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bias and soundness (Zikmund, 2003). In addition, Trochim (2001) claims that
disadvantages of secondary data include lack of availability, lack of relevance,
inaccuracy, and insufficiency.

4.3 THE DESIGN OF THIS RESEARCH
Stage one of this study started with a literature review that covered critical factors of
implementation for excellence and critical areas of measurement, and also proposed the
taxonomy to be used. The second stage involved confirmation of critical factors from
Chapter Two and Three through content analysis of MBNQA secondary case studies.
third stage is about model selection and development and finally the proposed model
testing results is provided ; the following is an explanation of the research approach that
has been selected.
Figure 5.2 Research design of this study
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4.3.1 Literature review
According to Remenyi et al. (1998), the first step in the literature review is to have
some ideas and background of the field being studied. With regard to this, it was
important to begin by comprehensively reviewing related literature on TQM
implementation. The study used many reference sources, including: textbooks,
academic papers, reports, theses and dissertations, and professional magazines. By
doing this, the study achieved many purposes. Firstly, it was possible to verify from the
former studies those were closely related to the current study. Also, it was possible to
link the study with the most recent studies in the same field.
The first part of the literature presented an overview of TQM. It began with definitions
of quality and quality management, which included quality revolution, taxonomies and
assets. It also presented the importance of TQM as a vital weapon to gain and sustain
competitive advantage, and considered the benefits of adopting such a concept.
Literature that handled the subject of critical factors of total quality implementation was
reviewed, and a taxonomy for this literature was presented. These areas were all
covered in Chapter Two. The second part of the literature discussed in detail the issues
involved in measurement of the critical areas and was presented in Chapter Three.

4.3.2 Content analysis
According to Bryman and Bell (2003) content analysis can be defined as a way of
analysing documents and texts that aim to quantify content in a category that has
already been determined. Kabanoff, Walseress and Cohen (1995) stated that through
content analysis a researcher will be able to analyse organisational value, and by
measuring frequency of value occurrence, a researcher will be able to distinguish their
importance. One of the main issues that content analysis can handle is the answer of:
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How far does the amount of coverage of the issue change over time? Bryman & Bell
(2003) added that one of the main advantages of content analysis that it eases the
longitudinal analysis approach.
Smith et al. (1991) talked about analysing qualitative data and distinguished between
two methods of analysis: first, content analysis, second, ground theory. In the former,
the researcher ‘goes by numbers’ and ‘frequency’, while in the latter, which he labelled
ground theory, the researcher goes by ‘feel and intuition’ aiming to come up with
common themes or patterns from a set of data. He added that in the second type, the
researcher needs to be close to and place any observations carefully in a context.

Table 5.5: Differences between content analysis and grounded theory
Content analysis

Grounded theory

Go by frequency

Go by feel

Objectively

Closer to the data, open much more
inductive

Deductive

Inductive

Testing hypotheses

Patterns

Source: Smith et al. (1991)
Lancaster (2005) stated that it is essential when using content analysis that the
researcher knows in advance what is been looked for and measured through the
qualitative research, after that, it is possible to develop a framework of classifications
for the data with regard to the object of measure. He believes that deciding what to
measure in advance is something called unitising the data and it is part of the research
design process. The stage after that is to seek to identify themes and relationships
between observed frequencies, he added that content analysis is an objective/detective
approach and is more related to testing hypotheses.
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In this research, content analysis of MBNQA submission documents was undertaken
over a longitudinal period of twenty years to answer the first hypothesis: are there lists
of CSFs that if enabled and implemented will drive an organisation towards excellence.
From this, it was possible to distil critical factors that world class organisations
displayed throughout the years, to reveal the critical factors and to understand how they
had been implemented. Similarly, it was possible to consider the critical areas of
measurement to see if these critical factors had a positive impact on the performance of
the organisation

4.3.3 Longitudinal case studies
Longitudinal case studies refer to case studies that assess the targeted sample over a
relatively long time span (Goldstein, 1979). Longitudinal research always has certain
key characteristics. Usually, longitudinal research will involve the collection and
analysis of data on more than one occasion over a specified time period. Ruspini (1999)
defines the common characteristics as being where:
• data are collected for each item or variable for two or more distinct periods;
• the subjects or cases analysed are the same or broadly comparable;
• the analysis involves some comparison of data between or among periods.
Longitudinal study can be divided into two main categories: current where the
researcher observes his subject for the duration of the study; the second category is
retrospective where the researcher studies the history of the targeted subject(s) for the
needed duration.
The longitudinal case study is an important way of analysing an event or case over a
long period of time to track changes that have occurred on the sample tested. One of the
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main advantages of longitudinal study is the ability to track changes over time (Cooper
and Schindler, 2001). The main advantage of this approach is that it can produce notable
results from a very small number of cases and this eliminates the problem of difficulty
in accessing data that most researchers tend to face (Smith et al., 1991). According to
Hair et al. (2003), usually, longitudinal studies are used to describe business elements of
a sample rather than describing them at a single point. In addition, longitudinal studies
are suitable when the research questions and hypotheses are exaggerated by how things
change over time, thus it requires a series of observations over time.
This longitudinal analysis aimed to track changes that have occurred over a time period
of twenty years, in terms of the CFI and CAM, using MBNQA winners as a basis for
the case study.

4.4 SUMMARY
This chapter shed light on the research design and the methodology issues that the
researcher needs to deal with. The chosen methodology has been justified according to
the research objectives, and subsequent procedures have been highlighted to provide an
integrated discussion and conclusive statements, which will guide the next phase of the
research process.
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CHAPTER FIVE

SECONDARY CASE STUDY:
LONGITUDINAL ANALYSIS –
VALIDATION OF TQM
MATURITY
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5.1 INTRODUCTION
This chapter contains a longitudinal content analysis of winners of the Malcolm
Baldrige National Quality Award (MBNQA), as a case study. The objective of this
chapter is to validate the critical factors that have been drawn from the literature reviews
in Chapter Two and Chapter Three, by showing how these factors of excellence have
been implemented at the macro and micro level in organisations that have won the
prestigious quality award.
To examine changes in factors, the longitudinal period was broadly segmented into four
blocks, to verify changes as role of thumb segmented the longitudinal period in five year
block, those cluster is to look if there is any change; the time period starts from the first
winners’ case study in 1988 and continues until the analysis of case studies from 2008.
A total of 79 case studies of winners were grouped into 4 clusters and analysed. The
first part of this analysis contains identification of the enablement of critical factors of
implementation (CFI) for excellence in winners of the MBNQA. The second part
identifies the critical area of measurement (CAM) for excellence in winners’
applications. In the third part of this chapter, four different perspectives are discussed
based on the key performance indicator measurements identified from the longitudinal
analysis. The four perspectives are: 1) financial perspective, 2) customer perspective, 3)
internal business perspective and finally, 4) learning perspective. Finally, in the last part
of the chapter a validation of (CFIs) excellence drivability and (CAMs) is completed by
examining how the critical factors of implementation for excellence were implemented
in the cases under study. Four of the CFIs were validated through winners’ case studies,
i.e. leadership commitment was validated through DynMcDermott Petroleum
Operations Company case study, winner of MBNQA in 2005, while customer
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management was validated through The Ritz Carlton Hotel Company, winners of
MBNQA in 1999. Employee management critical factor was validated through ProTech Coating Company, the winners of MBNQA in 2007.

5.2 THE CRITICAL FACTORS OF IMPLEMENTATION (CFI)
FROM MBNQA LONGITUDINAL CASE STUDY ANALYSIS
According to McDonald et al. (2002), critical factors of excellence could be established
by reviewing cases of quality award winners. A list of critical factors was created and
grouped under seven categories in Chapter Two, in this chapter all critical factors
identified will be examined. The 29 critical factors identified from the literature review
are: leadership and top management, measurement of employee customer satisfaction,
empowerment, employee involvement, strategies and policies, management of process
quality, customer satisfaction, process management, education and training for quality,
resources and partnership development, benchmarking and self-assessment, teamwork,
market and customer focus, creativity and innovation, defect free product, total
employee engagement, quality information analysis, reward and recognition, effective
communication, clear statement of mission, work environment and culture, continuous
improvement system ,business outcome and results, information driven from data,
critical measurement installed, education and training, knowledge management, quality
results and leader outcome focus. Those critical factors were later grouped under 7
general categories, namely: leadership and top management commitment, strategic
planning, customer management, data and information analysis for measurement,
people management, process management, and partnership and resources management.
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5.3 THE TIME CLUSTER
To be able to observe changes in CFs over 20 years time, the 79 case studies of
MBNQA winners were divided into four clusters of companies. The first cluster start
stretches 1988 until 1992; during this period seventeen companies won the MBNQA,
the second cluster commences in 1993 and continues until 1997; during this period
eighteen companies won the MBNQA. In the third cluster twenty three companies won
the MBNQA in the period between 1998 and 2002, and finally, in the last cluster,
spanning from 2003 until 2008, twenty one companies won the award of MBNQ.

5.3.1 First cluster (1988-1992)
Under the first critical factor of implementation, leadership, the following sub-critical
factors were found: leaders set direction and priority; leaders create and sustain a clear
visible quality value system; leaders are committed to quality, training and education at
all levels; leaders are committed to teamwork; top management are committed to
continuous improvement, system management and quality improvement processes;
leaders seek customer focus and feedback; leaders focus on employee needs and believe
in empowerment and involvement for all employees; leaders encourage knowledge and
open channels for effective communication with suppliers that are close to the customer;
and top management has a role in public responsibility.
Under the second critical factor, information and analysis, the following sub-critical
factors were found: information is selected according to the needs of the customer and
serves the organisational goals and missions; the quality measurement (customer
satisfaction, employee empowerment etc.) is collated monthly then made available
online; organisation processes are designed to ensure reliability and usefulness of data
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and short update cycle times for the interface data; data is used for competitive
comparison

and

benchmarks

(from

product

and

service

quality/customer

satisfaction/suppliers/employees/internal support) as well as analysing quality data
information.
Before implementation, companies examine the scope, validity, use, and management of
data and information that underlie the company’s TQM systems, because data must
meet internal and external customer needs. The data gathered helps to improve the
company’s quality leadership practices (turnover, training, promotion). Data analysis
and service performance trends, such as on-time deliveries and invoicing errors,
highlight the use of quality data for job training teams, for customer bases, for sales
performance, and inventory trends.
Under the third critical factor, strategic quality planning, the following sub-critical
factors were found: quality strategic objectives are developed by the senior top
management level; the use of process, business planning and management models and
quality goals and plans in the organisation are driven by market needs and customer
focus; frequent performance measures are set to achieve organisational goals and focus
on employee empowerment by investing in human resources strategy.
Therefore, we can see that action plans are set for the current and evolving future
through process re-engineering to reach a six sigma level; we can also see factors such
as building and sharing tools and working with internal and external suppliers in order
to integrate all organisational efforts towards one clear strategic plan. Benchmarking for
improvement techniques is used by all companies throughout the period to stretch
organisational goals. Finally, service operation changed in most cases from a correctivebased to prevention-based method.
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Under the fourth critical factor, human resource utilisation, the following sub-critical
factors were found: employee quality awareness level and involvement were measured;
at the same time we can see the HR department focuses on employee empowerment,
participation, team building, innovation and responsibility, recognition and reward,
strong career-education development, productivity, increased quality skills, coaching
techniques, employee involvement, and encouragement into risk taking. The quality
improvement process team and the voice of the internal customer is heard through
employee opinion, unique concerns and innovative ways to approaching human
resources utilisation is used and implemented.
Under the fifth critical factor, quality assurance of products and services, the following
sub-critical factors were found: the design and introduction of leadership product and
services; the use of process quality control and the use of continuous improvement
processes in all steps; quality assessment analysis and improvement; the process of
documentation, where leaders focus on progress; review and sharing of quality
improvements and standardised processes; minimising the introduction cycle time by
involving suppliers and customers in the process of continuous quality improvement;
setting key process characteristics for control; determining quality from the customer
point of view; defining specific operational definitions; developing processes around the
customer’s needs; prevention of poor quality rather than reacting to it; processes to seek
out root causes and implement improvement; the use of technology in introducing
quality products and services; output measurement; quality assurance and data systems
and standards; the use of documentation and quality audit; and planning and designing
new and improved products and services.
Under the sixth critical factor, results of customer satisfaction, the following sub-critical
factors were found: accurate knowledge of customer requirements; meeting customer
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expectations; numerous direct and indirect customer listening strategies; partnering
meetings for employees and customers; history of customer material requirements;
monitoring customers (quotation tracking system); processes for gathering customer
data and information; customer surveys to identify product and service quality;
monitoring changes in end user specifications and customer’s approved lists; employees
having direct customer contact; employees visiting customers for at least one full day
per year to gain a better appreciation of the customers’ needs; sharing of results with
customers and listening to their perceptions and findings; employees are able to make
decisions on the spot enhancing customer relations; a team approach to selling; also all
employees receive customer relationship training and special training for sales
representatives.
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Table 4.1: First cluster winners and the critical factors of implementation
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5.3.2 Critical factors over time – first cluster (1988 to 1992)
Companies need to adopt to change according to the business environment. McDonald
et al. (2002) talked about the transformational path of TQM in his study of winners of
MBNQA and EQA between 1988 and 1999 and considered the paradigm shift.
Companies in 1988 focused on increasing the efficiency of product quality tools and
techniques such as six sigma, zero defects, statistical variation measures and quality
circles, which were used intensively by winners. The second and third phases in
McDonald’s (2002) study focus on service and customer orientation: world class
organisations in the second phase focus on service delivery, service business
improvement, customer service and service reliability, whereas focus in the third phase
took into account customer orientation, such as customer loyalty, customer service and
customer relationships. For world class organisations in 1999, the fourth phase was
market orientation, where companies focused on supplier management, society impacts,
employee empowerment and customer relationships.
In this study, in the first cluster, some of the factors were implemented by all companies
that won the award (see Figure 5.1): leadership and top management, strategies and
policies, management of process quality, customer satisfaction, process management,
education and training for quality, teamwork, quality information analysis, business
outcome and results and information driven from quality data. The trend during this
period was the focus on quality of the product, defect-free outcome and results, these
factors appeared in high percentages in the first cluster. At the same time factors such
as market and customer focus, knowledge management, total employee engagement,
value creating process and leader outcome focus and results were omitted completely.
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Figure 5.11: Critical factors of TQM implementation in the first cluster

5.3.3 Second cluster (1993-1998)
In the second cluster, under the first critical factor, leadership, the following sub-critical
factors were found: set vision mission and revise based on input from all associates;
senior leadership act as a quality committee; leadership plans for quality strategy;
leadership develops a performance assessment process, driving continuous quality
improvement; leaders work closely with new employees to set quality standards and
employee motivation; development and training insists upon 100% compliance to
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customer requirements (customer centric leadership) and recognises outstanding
achievement; senior management establish quality levels and make the process easy to
understand; leaders insist on quality standards by focusing on training; leaders give a
high priority to environment protection, life safety and security and consider it to be part
of everyone’s job.
Under the second critical factor, strategic planning, the following sub-critical factors
were found: formal review and update of the key assumptions that drive long-term goals
and strategies; set detailed plans, continuously improve plans and synchronize all steps;
planning process is based on long-term quality, performance goals and strategic
development; primary objectives are to improve the quality of product and service,
reduce cycle time and improve price value and customer retention; corporate steering
committee review teams’ objectives and design action plans, integrating TQM
objectives into strategic and business plans; annual action plans are linked to short-term
planning and long-term objectives and strategies; teams are to enhance quality and
productivity, aligning all levels with a common vision and objectives; encourage
strategic thinking and increase communication, employee empowerment and training
strategies; benchmarking, integrated problem solving systems and strategies to delight
customers and reveal market opportunities and threats are revised.
Under the third critical factor, customer and market focus, the following sub-critical
factors were found: customer information is gathered in a number of ways; the
integration of customer satisfaction and other quality data into business management
systems; public speeches and employee work stations that facilitate employee–customer
interface (to make it simple for a customer to voice their needs); continuous customer
service availability; formulation and modification of products and services based on
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requirements and expectations; seeking of customer feedback all of the time; the use of
technologies to serve customers in a fast and accurate way; continuous customer
expectation checks; focus on exceeding customer expectation and monitoring any
changes in these expectations; future customer expectation management; the surprise
and delight system; history of customer requirements record; and complaint
management system.
Under the fourth critical factor, information and analysis, the following sub-critical
factors were found: systems for collecting and utilising customer retain and satisfaction
information are deployed and used through the organisation; systems allow every
employee to collect and utilise quality data on a daily basis – the use of this data is part
of employee service delivery with individual quests; the use of quality production
reporting systems and data for benchmarking; continuous checks to see if the work
produces what customers want the most; quality and market results are integrated to
determine quality factors.
Under the fifth critical factor, human resource development and management, the
following sub-critical factors were found: HR works closely with each operation
function to unleash the potential of the workforce so that they can serve the customer in
the right way; HR directors for training and management are responsible for all quality
training at all levels; the use of highly predicative instruments to select the best for the
job; employee total involvement in continuous improvement and reward and recognition
for the innovative and involved employee; employee training and education is linked to
strategic plans; recognition and performance programmes are linked to quality goals.
Under the sixth critical factor, process management, the following sub-critical factors
were found: standard design team; forced interface of all design, marketing, operations
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and legal functions for each project to ensure requirements and evaluate progress;
processes that focus on customer requirements; synchronised start-up control plan tests
and evaluation of the performance with customers; emphasis on principles and
prevention of problems; customised products and services based on customer and
market needs; total supplier ethos; the use of systematic controls in delivering quality;
process teams use customer and organisational requirements measurements to determine
quality; continually conduct self and outside audits.

5.3.4 Critical factors over time – second cluster (1993 to 1997)
After analysing the winners’ case studies, it is evident that critical factors such as:
leadership and top management commitment, strategies and policy, teamwork, process
management, business outcomes and results, and customer satisfaction exist in both the
first and second cluster. At the same time, new critical factors were raised in the second
cluster, such as resources and partnership development, market and customer focus and
value creating process.
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Table 5.2 Second cluster winners and the critical factors of implementation
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Figure 5.2: Critical factors of TQM implementation in the second cluster

5.3.5 Third cluster (1999-2004)
In the third cluster, under the first critical factor of leadership, the following sub-critical
factors were found: customers and partners align organisational objectives; any
employee is able to communicate with top management; leaders set company vision and
values culture; senior leaders personally communicate vision and values; leader
performance is evaluated; leaders are accountable for governance and social
responsibilities and transparency; leaders pay attention to independence, pro-protection,
communication and organisational performance; performance improvement agility –
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learning, empowering, motivating

and communicating is evaluated and improved;

senior leaders create focus on action and balance value; senior leaders contribute to
financial

planning

for

sustainability,

using

consistent

“forward-looking”

strategic/operational planning and deployment systems; leaders set an expectation of
performance excellence, continuous improvement and learning, providing the required
resources; future leaders’ preparation is considered; leaders ensure continuing progress
in overall workforce development and ensure the continuous availability and security of
information systems; leaders identify priority areas for innovation and provide support
for trying new approaches through goal-setting and budgeting; senior leaders focus on
organisational governance, board evaluation and improvement; leaders support key
communities and focus on the environment, resulting in legal and ethical behaviour and
a sustainable environment for improvement and learning.
Under the second critical factor of strategic planning the following sub-critical factors
were found: strategic planning process and development; definition and building of
foundations; analysis of information; strategic objectives and challenges; strategy and
action plan development, deployment and review; modification of action plans and
staffing plans; performance indicators; performance projections; key factors and data
analysis; strategic objectives setting; addressing strategic challenges/ opportunities;
defining key action plans, key human resource plans, key performance measures; and
the use of comparative data and information.
Under the third critical factor of customer and market focus the following sub-critical
factors were found: customer and market knowledge; customer segmentation and
selection – listening and learning; customer satisfaction and customer relationship
building; determining key customer requirements as well as changing expectations;
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learning methods are kept current through periodic review and assessment; key access
mechanisms used; appropriate management of customer complaints processes;
determining customer satisfaction and dissatisfaction through follow-up and feedback;
using benchmarks of customer satisfaction; identification and determination of current
and potential premier customers, as well as customers of competitors and market
segments; determination of key customer requirements as well as changing
expectations; and identification of the relative importance to customers through direct
and indirect methods.
Under the fourth critical factor, measurement and analysis of organisational
performance, the following sub-critical factors were found: measurement, analysis and
review of organisational performance and organisational performance measures, this
includes selection, collection, alignment and integration of comparative data and
information; organisational performance review; deployment of performance review
findings; information and knowledge management; data/information availability and
accessibility; hardware and software continued availability and updated organisational
knowledge management data; information and knowledge of quality; the competitive
landscape and customer requirements are reviewed; performance measurement systems
are kept current with business needs and direction by linked performance analysis and
review; organisational performance and capabilities are reviewed through a formal
structure of meetings and standard tools that support the consistent evaluation of
corporate performance; findings from performance reviews are translated into
improvement and innovation opportunities through corrective action planning and the
corporate initiative management processes.
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Under the fifth critical factor of human resource focus the following sub-critical factors
were found: work systems and organisation/management of work; diverse ideas, culture
and thinking; effective communication and skill sharing; identification of needed
characteristics/skills; recruiting, hiring and retaining staff; succession planning; staff
learning and motivation; training to achieve action plans; addressing key organisational
needs; staff input into training design; delivery of education and training;
reinforcing/transferring knowledge and skills; evaluating effectiveness, motivation and
career development; determining staff well-being and satisfaction, and workplace
health; emergency preparedness; determining key factors affecting staff; staff support;
environment improvement priorities; employee performance management systems;
continuous learning and development.
Under the sixth critical factor of value creation processes the following sub-critical
factors were found: identifying key service/process requirements and designing
processes to meet these key requirements thereby improving performance; addressing
customer expectations and daily operational requirements; minimising overall costs and
preventing errors; focusing on support processes, operational planning and key business
processes; ensuring adequate resources; and ensuring continuity of operations.

121

Table 5.3 Third cluster winners and the critical factors of implementation
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5.3.6 Critical factors over time – third cluster (1999 to 2003)
In this cluster new management concepts have emerged: knowledge management, the
concern and focus of distributing and sharing knowledge between workers at all levels
and using technology to do so. At the same time, similar to cluster two, the absence of a
focus on product quality, quality product data and product reliability is clear (Figure
5.3). Increased use of value creating processes, education and training, and
measurement of performance is also noticeable.
Figure 5.32: Critical factors of TQM implementation in the third cluster

123

5.3.7 Fourth cluster (2005-2008)
In terms of the fourth cluster, under the first critical factor of leadership the following
sub-critical factors were found: leaders set company vision and values culture; senior
leaders personally communicate organisational vision and values to staff; key customers
and partners and align the organisation; employee communication entails of an open
door policy; performance improvement agility – learning, empowering, motivating and
communicating is evaluated and improved; senior leaders create focus on action and
balance value; leader performance is evaluated; leaders are accountable for governance
and social responsibility; leaders encourage transparency, independence, pro-protection
and communication; senior leaders contribute to financial planning for sustainability,
using consistent “forward-looking” strategic/operational planning and deployment
systems; leaders set an expectation of performance excellence, continuous improvement
and learning, providing the required resources; future leaders’ preparation is considered;
leaders ensure continuing progress in overall workforce development and ensure the
continuous availability and security of information systems; leaders identify priority
areas for innovation and provide support for trying new approaches through goal-setting
and budgeting; senior leaders focus on organisational governance, board evaluation and
improvement; leaders support key communities and focus on the environment, resulting
in legal and ethical behaviour and a sustainable environment for improvement and
learning.
Under the second critical factor of strategic planning the following sub-critical factors
were found: strategic planning processes and development; definition and building of a
foundation; analysis of information; strategies in linking mission vision and value;
strategic planning factors; development of strategic objectives and challenges; action
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plan development, deployment and review; modification of action plans; creation of
staffing plans; focus on performance indicators and performance projections; develop,
implement, manage and renew strategy; key factors and data analysis; addressing
strategic challenges/opportunities; definition of key action plans and key human
resource plans; focus on key performance measures, the use of comparative data and
information; and empowering employee strategies.
Under the third critical factor of customer focus the following sub-critical factors were
identified:

focus on customer and market knowledge; customer segmentation and

selection; listening and learning; customer relationship building and customer
satisfaction; determination of key customer requirements as well as changing
expectations; learning methods are kept current through periodic review and
assessment; managing customer complaints process and currency of approaches used;
determining customer satisfaction and dissatisfaction using follow-up and feedback;
using benchmarks of patient satisfaction; identification and determination of current and
potential premier customers, customers of competitors and market segments;
determination of relative importance to customers through direct and indirect methods;
dual measurement of client satisfaction; instant complain handling and direct customer
contact.
Under the fourth critical factor, measurement analysis and knowledge management the
following sub-critical factors were found: measurement, analysis and review of
organisational performance and performance measures, this include selection,
collection, alignment and integration of comparative data and information;
organisational performance review; deployment of performance review findings;
information and knowledge management including data/information availability and
125

accessibility;

hardware

and

software

continued

availability

and

up-to-date

organisational knowledge management of data, information and quality; competitive
landscape and customer requirements are reviewed; performance measurement systems
are kept current with business needs and direction by linked performance analysis and
review; organisational performance and capabilities are reviewed through a formal
structure of meetings and standard tools that support the consistent evaluation of
corporate performance; findings from performance reviews are translated into
improvement and innovation opportunities through corrective action planning and
corporate initiative management processes.
Under the fifth critical factor of employee management the following sub-critical
factors were found: focus on work systems and organisation and management of work;
encouragement of diverse ideas, culture and thinking; effective communication and skill
sharing;

staff

management

performance

system;

identification

of

needed

characteristics/skills for recruiting, hiring and retaining staff; succession planning; staff
learning and motivation; training to achieve action plans; addressing key organisational
needs; staff input into training design and delivery of education/training; reinforcement
and transfer of knowledge and skills; evaluating effectiveness; staff well-being and
satisfaction; workplace health; emergency preparedness; determining key factors
affecting staff; providing staff support; determining staff satisfaction; environment
improvement priorities.
Under the sixth critical factor of process management the following sub-critical factors
were found: identifying key services and process requirements, then designing
processes to meet key requirements; addressing customer expectations and daily
operational requirements; minimising overall costs and preventing errors; making
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process performance improvements; focus on key support processes, business processes
and operational planning; designing processes to meet key requirements; ensuring
adequate resources and ensuring operation continuity.

5.3.8 Critical factors over time – fourth cluster (2004 to 2008)
Similar to the previous cluster, there are a number of factors which exist in all clusters,
such as leadership, policy and strategy, customer satisfaction, benchmarking and selfassessment, reward and recognition, communication, clear statement of mission,
continuous improvement, business outcome and results, measurement, education and
training and knowledge management. The rise and fall of other factors is present in this
cluster, i.e. the rise of a focus on leader outcome since 2007. In addition, employee
involvement has been substituted with total employee engagement where the focus is on
the employees’ full engagement at all levels.
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Table 5.4 Fourth cluster winners and the critical factors of implementation
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Figure 5.4: Critical factors of TQM implementation in the fourth cluster
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5.4 SUMMARY OF CFI
In summary, for the longitudinal case study of winners, analysis concludes that: the
emphasis has notably changed from quality assurance of product and service to a focus
on process management and business results. This shift is largely evident in the
winners’ case studies after 1992. This was clear in the use of the word “quality” i.e. the
focus on strategic quality shifted to overall strategic planning in the criteria of the
MBNQA, thus winners in first cluster, which started in 1988, focused on product
quality assurance.
It is also noted that the early focus on the customer has transformed to focus on the
customer and market. MBNQA early key core values in the period between 1988 and
1995, shifted notably, for example, the customer driven quality core value changed to
customer driven only in the year 2000 and became customer driven excellence in 2008.
This is valid in human resources utilisation as well, the current view of an employee as
an internal customer has gone through transformation, shifting from employee quality
training to human resources development and management.
The focus on supplier quality only has shifted to focus on supplier partnership
development in such a way that both parties have the opportunity to improve. The same
emphasis is seen on individual quality improvement activities, which have evolved into
a focus on a series of improvements in all key areas of an organisation’s operation. This
reflects winners’ current focus on improvement as a base for overall organisational
learning. Table 5.5 summarises the main critical factors for TQM implementation.
The critical factors of implementation (CFI) for excellence were categorised under six
main critical factors: leadership and top management commitment; strategic planning;
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customer satisfaction and management; data and information analysis for measurement;
employee management; and process management.

Table 5.5: Summary of the critical factors of the longitudinal case study
Leadership & top
management
commitment

Strategic planning

Set corporate
vision, goal,
mission, direction
& priorities,
strategic operation
plan, area of
innovation and
new approach

Strategies based on
customer wants,
strategic
management
processes.
The use of
technology.

Customer

Information
management and
measurement

People
management

Partnership/
suppliers
development

Process management

management
Customer
surprise and
delight system
linked to exceed
customer
expectation
methods

Collect, align and
integrate data and
information for
organisation
performance,
business outcome
and results

Identifying people
capability for
continuous
development and
work based
learning.
Encourage
innovation and
creative thinking

Leader
involvement with
supplier/ partners

Process for customer
satisfaction scoring
system and
management of the
supplier
performance

Full team
participation.

Organisation
establishing needs
and expectations
Balancing needs

Communi-cation.
Employee
recognition
programme
Regular communication with
employees at all
levels and in all
directions on
continuous quality
improvement

Strategic quality
planning,
competitive
comparison.

Direct customer
contact, customer
relationship
management,
building
Information
resources, financial relations,
resources, human customer
satisfaction data
resources
gathering process

Competitive
comparison
benchmarking,
management of
data and
information,
customer scorecard

Develop employee
team skills, focus
on continuous
learning, people
involvement
empowered and
recognised.
Effective appraisal
system

Managing
partnership

Sharing results
with customers,
future customer
requirements and
focus on
exceeding
expectations

Use key
performance
measures, keep
performance
measures current

Improve
performance by
linking employees
with corporate
goals. Process for
selecting the best.

Management by
fact and process

Benchmarking
Complete service
against competitors. stand-by for
client. Dual
Resources are
developed to meet measurement of
policy and strategy. satisfaction, and
process for
Process for
customer
identifying
Communi-cation - additional resources complaint
handling
open door policy

Translate
organisational
performance into
continuous and
breakthrough
review.

Employee
satisfaction survey,
and effective
communication –
top-down and
bottom-up. Action
for realising
Report
employee full
performance
formally, quarterly potential

Reduce waste and
increase efficiency.
Team problem
solving.

Driving the
continuous
improvement
process.

Strategic
development
process.

Identifying key
values.
Implementing
improvements in
key value added
processes.

Customer focus & Develop strategic
driving quality
plan & define long
improvement
term improvement
goal, the
development is
linked to mission
and vision
Employee
development,
involvement in
reward and
recognition,
training and
teamwork.

Employee
empowerment
training,
recognition
strategies, customer
Public
responsibility, led satisfaction,
by example/ show supplier relations
the highest ethics
and quality value

Service team
Empower the
customer

Work based
learning

Policy and
strategies are
aligned with
Customer driven Analysing external employee.
excellence
environment and Effective
internal process
communication

Partnership/
supplier key
performance
results

Partnership
development

Process for
evaluation and
improvement.
Product and service
delivery, quality
management and
quality systems

Using innovation
and creativity for
process
improvement and
process ownership.
Process for
monitoring changes

Process linked to
customer needs,
reviewed and fed
back in order to
improve.

Partnership and
resources
management
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5.5 LIST OF MEASURES THAT ORGANISATIONS DISPLAYED
Measurements play an important role in excellent organisations’ performances, they
give strength, continuity and sustainable performance (Zairi, 2005). Thus, outstanding
performance is linked to a balanced set of measurements which must be linked to the
organisational goal and mission. The critical factors of measurement must be identified
according to the nature of the organisation and must be linked to the key performance
indicators (KPI) to be in control of the critical area of measurement. According to
MCDonald et al. (2002) it is necessary for winners of prestigious quality awards to
achieve business excellence in four key areas within an organisation, because it is the
matter of measuring the right dimensions that allows an organisation to define a number
of key corporate objectives. Furthermore, the organisation should assign an agreed set
of measurement criteria to each factor.
Therefore, in this study, we looked at the list of measures that these clusters of
organisations display; we used seventy nine case studies of MBNQA winners from
1988 up until 2008. After reviewing winners of the MBNQA, it was clear that there
were generic measurements that organisations used to keep track of customer related
measurements, capability related measurements, learning related measurements and
financial related measurements.

5.5.1 First cluster (1988-1992) the critical area of measure (CAM)
Winners of the MBNQA in the first cluster focused on financial measures and product
functional measures, such as: market share, cash flow, return on investment and total
assets, transaction and income per employee, product efficiency and improvement rates
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(absent from 1992 onward), quality assurance of product and services (absent after
1992), and product or equipment reliability rate (absent after 1992).

Table 5.6 Critical areas of measurement existing in the first cluster

5.5.2 Second cluster (1993-1997) critical area of measure (CAM)
For the second cluster of MBNQA winners, the focus on financial measures still exists,
such as: market share, market capitalisation, return on investment and total assets. Other
critical measures are present in the second cluster, such as employee retention and
turnover rate, environmental impact rate and number of new designs. Concerns about
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energy and environmental measures start to emerge in the second cluster because of
new government legislation. There are number of measures that companies start to
focus more on, such as number of employees involved measures and employee
satisfaction. Measures related to product and equipment start to fall in this cluster.

Table 5.7: Critical areas of measurement existing in the second cluster

5.5.3 Third cluster (1998- 2002) the critical area of measure (CAM)
In the third cluster, winners of the MBNQA still focus on financial measures such as
market share, market capitalisation, return on investment and total assets and also
critical measures which became present in 1992 at the end of the first cluster and were
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still present in the third cluster, such as employee retention, turnover rate,
environmental impact rate and number of new designs. Measures related to product and
equipment are absent by the third cluster.

Table 5.8 Critical areas of measurement existing in the third cluster
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5.5.4 Fourth cluster (2003- 2008) the critical area of measure (CAM)
For winners of the MBNQA in the fourth cluster, the focus on financial measures still
exist in terms of market share, market capitalisation, return on investment and total
assets. Again, critical measures began in 1992 are still present in the fourth cluster, such
as employee retention and turnover rate, environmental impact rate and number of new
designs. Concerns about energy and environmental measures are even stronger in the
fourth cluster. A number of measures still exist on number of employees involved,
employee turnover and retention and employee satisfaction. Measures related to product
and equipment are still absent in the fourth cluster.

136

Table 5.9 Critical areas of measurement existing in the fourth cluster

A GENERIC LIST OF MEASURES
After analysing the CAMs that winners of MBNQA displayed in their case studies, a list
of four main measurement categories, generic measures, can be drawn (see Figure 5.5):
financial measures, customer measures, internal measures and people related measures.
Under the financial measure, measures such as cash flow, return on investment and total
assets, transaction and income per employee and operating and gross profit margin are
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operated. Under customer measures, market share measure, satisfied-customer index,
customer loyalty index and the number of customer complaints can be used. Among the
company’s internal measures, the following can be found: on-time delivery,
improvements in productivity, environmental impact tracking and energy usage rate
measures. Finally, under the fourth main category, the people perspective, these
measures can be found: training measures, employee satisfaction index and
empowerment index measurements.
It can be noticed that the above mentioned measures are similar to the balanced
scorecard perspective. The reason for companies using BSC might, according to Niven
(2002), be to make a balance between different aspects, such as balance between
financial and non-financial indicators of success and between internal and external
constituents of the organisation. For example, financial stakeholders (legislators, etc.)
and customers represent the external constituents of the BSC, while employees and
internal processes represent internal constituents. The BSC has to balance the external
and internal measurements.
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Figure 5.5 Generic critical area of measurement

Financial results
measure

Customer results
measure

Internal measure

People results
measure

However, the above figure 5.5 gives specific details of factors that overcomes the
weaknesses of balanced scorecard model by giving specific measures under each
criteria to answer the questions. For instance, if the units of analysis are performing in a
way that will enable firms to grow and survive given available resources. Hence the
above list will help firms providing a way to link strategy and vision with objectives for
business performance & strategic progress, the measures of each objective, the target
values for measures and the specific initiatives to improve and innovate .
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5.6 THE IMPACT OF CFI ON PERFORMANCE
One of the main hypotheses of this study is there are list of critical factors that deliver
excellence, these critical factors of excellence are the TQM implementation factors that
have been implemented in all case studies. The second part considers whether these
CFIs of excellence have effective or positive impacts upon MBNQA winners’
performances. In this study, the impact on finances, customers and on learning will be
demonstrated. Under the financial measure the average percentage of market share will
be examined. Winners were divided into four clusters: 1988 to 1992 (first cluster), 1993
to 1998 (second cluster), 1999 to 2003 (third cluster), and 2004 to 2008 (fourth cluster).
In the first cluster, the market share average percentage was between 61% and 82% (see
Figure 4.6); in the second cluster it was between 72% and 90%; in the third cluster it
was between 75% and 90%; finally, in the fourth cluster market share average was
between 71% and 87%. Figure 5.6 shows the impact of CFI on the level of market
share. The minimum and maximum average percentage ranged between 60% and 90%.
Figure 5.6 Financial impact – 1988-2008
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At the same time the impact on customer (customer results average) was between 82%
and 95% for the first cluster (Figure 5.6); in the second cluster it was between 70% and
84%; in the third cluster it was between 84% and 90%; and finally, for the fourth cluster
customer results averaged between 85% and 95%. Figure 4.6 shows the impact of CFI
on the level of customer results in terms of the minimum and maximum average
percentage for all winners; the overall average being between 70% and 95%.
Figure 5.7 Customer impact – 1988-2008

141

Figure 5.8 Learning impact – 1988-2008

The impact on learning (level of employee satisfaction with training) was considered
next. In the first cluster the level of employee satisfaction with training average was
between 72% and 80% (see Figure 5.8, above); in the second cluster it ranged between
66% and 83%, while in the third cluster it was between 70% and 85%; finally, in the
fourth cluster the average level of employee satisfaction with training ranged from 87%
to 95%. Figure 5.8 shows the impact of CFI on the level of employee satisfaction with
training; the minimum and maximum average ranged from 66% to 95% for all winning
case studies.
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5.7 VALIDATION OF CFI EXCELLENCE DRIVABILITY AND
CAM
5.7.1 Leadership and top management commitment
5.7.1.1 Case one: DynMcDermott Petroleum Operations Company (2005 MBNQA
winner - service category)
Senior leaders must be able to give clear guidance and communication at all
organisational workforce levels in order to encourage high performance outcomes. It is
important to set organisational vision and values and deploy them through pre-set
leadership systems to internal and external customers and partnerships. A sustainable
organisation can be achieved through top management creating an environment for
organisational performance improvement, and by monitoring accomplishment of
organisational missions and strategic objectives, and examining innovation and
organisational agility.
Lam et al. (2008) found strong correlations between the TQM practices of leadership,
strategic planning and human resources. The main effect of TQM implementation is the
leadership role in producing outstanding performance. The strong cause and effect
relationship between top management and other TQM criteria is proof of the importance
of such a factor on sustaining performance results. Leadership and top management
commitment factors have significant effects on competitive strategy and continuous
improvement in international project management, as was found by a study completed
by Jung et al. (2009) on a cross-sectional data set collected from 268 international
management projects based in four countries. Labovitz Rosansky et al. (1995) talked
about breakthrough leadership and observes that a leader must call on the organisation
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to articulate a clear vision (Where are we going?), a mission (What do we do?), and
values (What do we stand for?).
Case study one background
Since 1993 the DynMcDermott Petroleum Operations Company has operated and
maintained the US Strategic Petroleum Reserve (SPR), a cache of up to 700 million
barrels of crude oil. The US Department of Energy (DOE) oil reserve was designed as
“energy insurance” against disruptions to the availability of crude oil. With a budget for
2006 of $113 million and just over 500 employees in Louisiana, Texas, and Mississippi,
DynMcDermott works exclusively for the US DOE. DynMcDermott is the only
Louisiana company to have received the Baldrige-based Louisiana Performance
Excellence Award three times. Additionally, the Big Hill site was the recipient of the
2005 Texas Award for Performance Excellence, a Baldrige-based award process.
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Achievements
Overall customer satisfaction steadily improved from 67% satisfaction in 1999 to 85%
(on a 90% scale) in 2005. And drawdown readiness steadily improved from 95% in
1999 to 99% or better between 2002 and 2005.
Implementation methods
Senior management at DynMcDermott (DM) use several processes to assess the voice
of the customer, employees and the business to review overall company performance
and effectiveness of the leadership system.
Performance review process at DM: Senior leaders attend and participate in
performance reviews for each major performance area during project reviews. The
results are then analysed and corrective actions taken. This allows top management to
make rapid decisions for corrective action as and when required to exploit performance
and customer satisfaction.
Organisational self-assessment: Senior leaders evaluate and improve DM’s leadership
system through the Baldrige criteria. Each directorate and site completes an annual selfassessment through the Benchmarking Exchange, an international benchmarking
clearinghouse. Employees who have been trained as Baldrige examiners meet with
management representatives of each group to validate the self-assessment and provide
feedback. The feedback reports provide strengths and areas for improvement.
Workplace assessment survey: DM’s performance improvement (PI) department
administers an annual companywide workplace assessment survey. The survey assesses
the state of company performance from the employees’ perspective, it provides senior
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leaders with another element of “voice of the employee” feedback. Results are
compared to national norms to assess performance relative to industry benchmarks.
Figure 5.9 Leadership at DynMcDermott
1. Planning team undertakes S.W.O.T analysis. Leadership sets vision,
mission and values - high expectations for performance improvement and
innovation.

Plan-Do-Study-Act Feedback Methodology

2. Leadership analyses S.W.O.T. key factors & DOE expectations,
competitive environment, process capabilities, potential risk, global
economy, challenges, scenarios, 5 year budget projections, goals and
alignment with DOE Strategic Plan and then issues a First Draft.

3. First Draft linkage
to the DOE
Secretary’s Annual
Performance
Agreement with the
President of the
United States

4. Leadership & employees
review draft & submit written
comment.

5. Revised strategic plan
includes feedback for
DOE & key stakeholders

6. CEO & senior staff signature

7. Final 5 Year Strategic
Plan

8. Leadership actions are
assigned, milestones set &
performance scorecard updated

9. Effectiveness reviewed
during monthly operational
review

= Action

10. Efficiency reviewed during
monthly budget progress status
review

= Document

146

Employee input received from these surveys is also used to identify areas in need of
improvement or management attention and to improve leadership effectiveness in
addressing employee issues and concerns. Key compliance processes, measures and
goals for achieving and surpassing regulatory and legal requirements are defined
relative to the company’s value of social responsibility. DM leadership uses and
regularly measures the organisational capital readiness system, which consists of the
company’s culture, the alignment of the workforce to the organisation strategies and
goals, and knowledge sharing (best practices and lessons learned) through knowledge
management practices. The process used to set vision and values is incorporated into the
strategic planning process, which includes employees, key suppliers and partners. The
leadership system is described in Table 5.10.

Table 5.10 Leadership system at DynMcDermott
MBNQA

Approach
“Plan”

Deployment
“Do”

VALUE Results
“Study”

Improvement
“Act”

Leadership

Mission, vision
and values,
culture
statements
Customers and
stakeholders
Governance

Leadership system
communicates
through multi level
meetings and
reviews

Key and organisational
performance measures
and performance
reviews

Strategic plan
Improvements based
on quality award
feedback,
Audits (DOE, internal,
third party)

The Chief Executive Officer at DM defines leadership culture within the organisation.
He sets the tone and, using organisational values, drives the pace for all senior
management actions and guides the company in fulfilling its vision. They ensure value
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is created for all stakeholders through a two-way communication system of meetings
and identification of customer requirements and performance expectations.
DM leaders create sustainability by managing resources, planning, data analysis,
subsequent decision making and performance results. An environment that emphasises
empowerment, innovation, and organisational agility is created through the
development of trust, ownership of processes and open communications. For example,
employees participate in setting strategic objectives and related performance
expectations, which include performance against meaningful performance metrics.
Leaders encourage the establishment of stretch goals and involve themselves in the
development of individual and organisational performance expectations linked to high
level, company-wide performance expectations. Stretch goals push the organisation to
innovate and identify new and better ways of accomplishing the mission. Employees are
provided with timely information relative to these goals and metrics and their
importance to organisational performance through a performance measurement and
management system (PMMS).
Leadership ensures employee empowerment and continual learning through high
performance and values-based culture. Employees do much of their work through
formal and informal teams and are encouraged and rewarded for identifying innovative
means to enhance performance and define best practices through corporate
benchmarking processes with the Benchmarking Exchange. Individuals and teams
generally manage their own work, solve their own problems, and have the capacity for
rapid change, as well as the flexibility and freedom to innovate.
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5.7.1.2 The critical area of measurement (CAM) at DynMcDermott
Organisational culture: DM’s organisational culture is measured via an organisational
capital readiness system, and customer and market measures. Leadership provides the
structure for oversight and management through processes that are continuously
measured and improved. Leadership uses and measures the “organisational capital
readiness system”. This consists of the company’s culture, (such as the organisation’s
leadership system), the alignment of the workforce to the organisation strategies and
goals, and knowledge sharing (i.e. best practices and lessons learned through knowledge
management practices).
Senior leaders’ performance & effectiveness: DM evaluates the performance of
senior leaders, including the CEO, by measuring the success of leadership in directing
limited resources to achieve organisational goals and objectives as defined in the
Strategic Plan, the Performance Evaluation and Measurement Plan (PEMP), and
associated plans.
Key performance measures: DM’s Strategic Plan sets important overall organisational
performance measures. Many of the measures have an operational focus, but these key
measures are balanced to focus on employee and customer product and service
requirements.
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5.7.2 Customer management
5.7.2.1 Case two: The Ritz-Carlton Hotel Company, L.L.C. (1999 MBNQA winner
– service category)
Customer management is the core of TQM implementation, organisations must engage
with customers to serve their needs and build relationships. Moreover, products must be
built around customer wants and needs by identifying innovative products that meet and
exceed customer expectations. On the other hand, organisational culture must ensure
positive customer experience and contribute to customer engagement.
Kumar et al. (2009) in his study on the impact of TQM on organisation performance
suggested TQM implementation to have a positive influence on customer satisfaction
levels. The study found strong correlations between successful TQM implementation
and the reduction of customer complaints; this is evidence of some of the benefits of
TQM implementation on company performance. According to Huertas (2009), customer
satisfaction has become one of the main objectives in all areas of business, and one of
the most difficult issues to obtain.
Case study two background
Operating through business and resort hotels in the USA and in 29 countries all over the
world, Ritz-Carlton has 17,000 staff and over 15,000 guestrooms. The hotel was
established in 1983, then in 1995 the Ritz-Carlton was jointly acquired by Marriott
International Inc. to achieve their strategy of entering the luxury hotel segment of the
industry; the takeover/merger occurred in 1997.

150

Achievements
• Over 800,000 customers world-wide
• $1.5 billion revenue – a 40% increase over the previous five years.
Implementation methods
The Ritz-Carlton has determined that genuine care and comfort of its guests is its most
critical measure and that “the whole experience” is its product. To accomplish
outstanding customer satisfaction the Ritz-Carlton Hotel satisfies customers by solving
guest problems on the spot. All employees are thoroughly trained in the hotel’s Gold
Standards, the hotel’s credo, the employees’ motto, the three steps of service, and 20
Ritz-Carlton Basics. Ritz-Carlton has instituted 20 “basics” that every employee has to
know, its fundamental values are based on striving to meet and exceed customer
expectations.
The third fundamental of the 20 Ritz-Carlton basics is the three steps of service which
forms the foundation of Ritz-Carlton hospitality, and must be used in every interaction
to maintain customer satisfaction, retention and loyalty, they are as follows: 1) A warm
and sincere greeting. Use the guest name, if and when possible. 2) Anticipation and
compliance with guest needs. 3) Fond farewell. Give them a warm good-bye and use
their names, if and when possible.
Point number 13 in the Ritz-Carlton basics states: “Never lose a guest”. Instant guest
pacification is the responsibility of each employee. Whoever receives a complaint will
own it, resolve it to the guest’s satisfaction and record it”. Point number 14 states:
“Smile – we are on stage”. Employees are asked to maintain positive eye contact and to
use the proper vocabulary with all customers such as “Good Morning”, “Certainly”,
151

“I’ll be happy to”, and “My pleasure”. Point number 16 requests staff to escort guests
rather than pointing out directions to another area of the Hotel.
At Ritz-Carlton they only measure what they must do, but they are certain that whatever
they measure is important. The Ritz-Carlton uses a balanced scorecard approach to
measurement: a set of key measures from different performance categories, assembled
to analyse the overall health of the organisation.
Besides measuring the quality area of the organisation they are also proactive in
collecting opinions that are important to customers. The Ritz-Carlton has a customer
satisfaction system, which includes customer surveys and customer feedback, to identify
key requirements of customers. This system translates what customers want most by
asking if they had any problems with the hotel and asking how well their problems were
resolved. The hotel also talks to customers in focus groups. The hotel uses experts in
communication to interpret what customers really mean, because they believe people
don’t always express what they really want.
Employees must follow a process for serving guests wishes and needs. First they have
to implement the three steps of service mentioned earlier, than they have to sense guest
requests or needs, and follow this with immediate positive action. After that, if the guest
was satisfied with the employee action the incident will be documented and stored in the
Ritz-Carton guest memory system. However, if the guest was dissatisfied then the
employee escalates a guest complaint (see Figure 5.10).
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Figure 5.10 Customer identification system at a Ritz-Carlton Hotel

5.7.3 Employee management
5.7.3.1 Case three: PRO-TEC Coating Company (2007 MBNQA winner – small
business)
Case study three background
PRO-TEC was established in 1990 as a joint venture between United States Steel (USS)
Corp. and Kobe Steel Ltd. of Japan. The company, located in Leipsic, OH, has 236
employees. The company provides coated sheet steel primarily to the US automotive
industry for use in manufacturing cars, trucks and sport utility vehicles.
Achievements
• Producing in excess of design capacity in a 24/7 operation.
• Leading the industry by operating 98% of the time since 2002.
• Producing around 85% of the United States steel from 2002 through 2006.
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• Meeting quality expectations of its customers by delivering products with a less than
0.12% of defect rate.
Implementation methods
PRO-TEC uses the culture process model within the plan, do, check, act cycle to
guarantee workforce empowerment and engagement (see Figure 5.11). The cycle starts
with the “Act” process where the key factors for employee engagement are determined
by using data from the annual associate survey, the results of this determine what is
important to keep employees engaged and contribute to the ownership, responsibility,
and accountability (ORA) culture. Survey questions are reviewed yearly to ensure that
data is current and critical.
To ensure fully engaged and committed employees, PRO-TEC focuses on the selection
of its future employees. The hiring process entails screening people against company
criteria; through this they make sure only highly capable people qualify.
Employees are given time to attend classes and get full pay-back for tuition fees and
books. They can also participate in a profit-sharing plan that provides an average payout
of about 15% of annual base pay. According to a 2006 survey, associates give high
ratings to quality of life, customer service, system reliability and good citizenship.
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Figure 5.11 Employee management system at PRO-TEC

5.7.4 Process management
5.7.4.1 Case four: Boeing Aerospace Support (2007 MBNQA winner – small
business)
Case study four background
Boeing Aerospace Support (AS) is part of the Boeing Company, the largest aerospace
company in the world. Boeing AS provides products and services, including aircraft
maintenance, modification and repair, and training for aircrews and maintenance staff.
Ninety-seven percent of Boeing AS’ business comes from military customers. The
company’s sales exceed $4 billion annually.
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Achievements
• In a survey of customers conducted by an independent third party, positive responses
improved from 60% in 2001 to more than 75% in 2002.
• Since 1998, Boeing AS has provided products and services within three days of a
request, while competitors take up to 40 days.
• Cash awards paid to employees for extraordinary performance tripled from 2000 to
2002.
Implementation methods
The strength of any company’s quality management implementation relies heavily on
having complete integrated work processes that deliver satisfaction and value for their
customer. According to Arumugam (2009), process management and improvement is a
crucial factor for company strength. Boeing AS has developed a seven-step approach
for defining, managing, stabilising and improving processes. This “process-based
management”, or PBM, starts with defining the process in six to ten manageable steps.
Like other excellent organisations, customer perspectives drive and set the process
matrices and become part of Boeing policy (POL), Boeing procedure (PRO) and Boeing
Quality Management System (BQMS). The second phase, after defining the process
within the Boeing process management model, is to measure the process; this gives a
critical indication of how well they are doing by determining performance and setting
stabilised processes which can serve as predictable performance for ongoing
organisation activities externally and internally.
Measuring the process is generally followed by improving the process and this is what
Boeing does. In this phase, they first set the goals by answering where the company is
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heading? They then develop an improvement plan for their process by answering
“How” and “Why” they will get there. Finally, the last stage includes implementation of
the planned improvement; this guarantees reaching the company’s desired goals. In this
step different tools can be used such as Six-Sigma, Program Management Best Practices
(PMBP) and customer satisfaction surveys. Step eight, after completion, involves
returning to step three to determine the performance.

Table 5.11 Process-based management (PBM)
Define process

Measure process

STEP 2

Define the
process

Establish the Determine the Stabilise the
metrics
performance process

STEP 5

STEP 6

Set goals

Develop
Implement
impleimprovementation ment
plan

Where you
are
going and
why

How and
why you
will get
there

How?

Dec.

Steps

STEP 3

STEP 4

STEP 1

Improve process

Six to ten
Metrics from How you are
manageable customers
doing
steps
perspective

Predictable
performance

POL, PRO, BQMS, process Process measures, PBM
definition/agreement

STEP 7

Get there

Six-Sigma, breakthroughs,
customer satisfaction, EI, lean,
PMBP

The enterprise process model (EPM) provides the foundation for the process
management; the framework is used to identify and show interconnections in the top
level processes. The EPM consists of eight processes (see Figure 5.12). The model starts
with top management setting the company vision and strategic direction and programs
to ensure integration of product, service and support processes. The model ends up with
the focus on support for providing an enabling infrastructure. Before producing any
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product the model assesses companies’ abilities to convert opportunities into reality
through integrated customer/supplier focus in the design.
Figure 5.12 Enterprise process model (EPM)
1.0 Manage enterprise (set vision and strategic direction)
2.0 Manage programs (ensures integration of product/service and support processes )
3.0
Create, acquire
and grow
business
(converts
opportunities
into reality)

4.0
Integrate
product/
service
definition
(develops
customer
technical
solutions

5.0
Manage
suppliers
(integrates
suppliers into
our business)

6.0
Produce
product
(creates
products/
services)

7.0

Support
products and
service
(provides
products
service)

8.0 Provide enabling infrastructure (supports value creation processes)

To turn the long term strategy into meaningful action Boeing uses an enterprise
planning process (EPP) comprised of four process elements: key data factors, strategies,
plans, and execution; and 10 defined steps, including “lessons learned” and “process
improvements”, to plan and execute key strategies. Senior leaders, business strategic
planning and functional councils each have a role in developing and executing the EPP
to ensure that all business functions and sites are integrated and aligned to the overall
strategic plan.
To improve performance, a five-step system helps Boeing AS select, analyse, and align
data and information. The system begins by gathering requirements and expectations
from stakeholders and results in a set of action plans and performance goals and
metrics. A “goal flow down” process communicates goals and directions not only
throughout the organisation but also to customers and suppliers. Measurement, analysis,
and knowledge management systems provide performance status and other information
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needed to make decisions. Finally, performance analyses and reviews are conducted
regularly, resulting in recommendations or actions needed to improve performance at all
levels.

5.8 SUMMARY
This chapter focused on the validation of critical factors of implementation (CFI) drawn
from the literature review in Chapter Two by testing these factors longitudinally and
validating them through analysing winners of the MBNQA in a secondary case study.
The second part involved identification of the critical areas of measurement (CAM) for
excellence in winners’ applications. Finally, in the last part of the chapter validation of
CFI, excellence drivability and CAM was undertaken by examining how these critical
factors of implementation for excellence were implemented in the cases under study.
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6 CHAPTER SIX

MODEL BUILDING AND
SELECTION
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6.1 MODEL BUILDING
Previously in Chapter Two, a list of 24 critical factors of TQM implementation (CFI)
was identified, this was validated through the literature review and then a categorised
list of factors was proposed by grouping identified CFIs under seven main categories.
Later, in Chapter Four these 24 critical factors were validated again, this time through
analysing 79 secondary case studies of quality award winners of MBNQA, from the past
twenty years (1988 to 2008) (see Table 6.1).
These critical factors of total quality management are called sustainable factors because
they have worked over the past twenty years and deliver sustainable performance. The
more mature the company in implementing these critical factors of excellence the more
sustainable performance it will achieve. Similarly, in Chapter Three, a list of critical
areas of measurement (CAM) was identified to understand the important measurement
factors that organisations need to keep track of in order to get sustainable performance.
Twenty-one critical areas of measurement were identified from the literature review, a
taxonomy of these measure was also proposed. Later, in Chapter Four these critical
factors were validated again, through analysing the same 79 secondary case studies of
quality award winners MBNQA over the same period.
The impact of the critical factors of implementation on performance was tested by
examining the average percentage of financial results, customer and employee results
longitudinally over twenty years in all 79 winners of the MBNQA case study. The
resulting taxonomy of CFI and CAM, will form the base of a model which will be tested
through a pilot study of 36 Middle Eastern Government excellence entities.
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Table 6.1 List of MBNQA winners
Sector

Year / company name
2008

Manufacturing

Cargill Corn Milling (CCM)

Healthcare

Poudre Valley Health System

Education

Iredell-Statesville Schools
2007

Small business

PRO-TEC Coating Company

Non-profit

City of Coral Springs

Healthcare

Mercy Health System

Non-profit

U.S. Army Armament Research, Development and Engineering
Centre (ARDEC)

Healthcare

Sharp HealthCare
2006

Service

Premier Inc.

Small business

MESA Products, Inc.

Healthcare

North Mississippi Medical Center
2005

Manufacturing

Sunny Fresh Foods

Healthcare

Bronson Methodist Hospital

Small business

Park Place Lexus

Service

DynMcDermott

Education

Jenks Public School

Education

Richland College
2004

Manufacturing

The Bama Companies, Inc.

Small business

Texas Nameplate Company, Inc.

Education

Kenneth W. Monfort College of Business

Healthcare

Robert Wood Johnson University Hospital Hamilton
2003

Manufacturing

Medrad, Inc.

Service

Caterpillar Financial Services Corporation

Service

Boeing Aerospace Support
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Sector

Year / company name

Small business

Stoner, Inc.

Education

Community Consolidated School District 15

Healthcare

Baptist Hospital, Inc.

Healthcare

Saint Luke’s Hospital of Kansas City
2002

Manufacturing

Motorola Commercial, Government & Industrial Solutions Sector

Healthcare

SSM Health Care

Small business

Branch-Smith Printing Division
2001

Manufacturing

Clarke American Checks, Inc.

Education

Pearl River School District

Small business

Pal’s Sudden Service

Education

University of Wisconsin-Stout

Education

Chugach School District
2000

Manufacturing

Dana Corporation – Spicer Driveshaft Division

Manufacturing

KARLEE Company, Inc

Service

Operations Management International, Inc.

Small business

Los Alamos National Bank
1999

Manufacturing

STMicroelectronics, Inc. - Region Americas

Service

The Ritz-Carlton Hotel Company, L.L.C.

Service

BI

Small business

Sunny Fresh Foods
1998

Manufacturing

Boeing Airlift and Tanker Programs

Manufacturing

Solar Turbines Incorporated

Small business

Texas Nameplate Company, Inc.
1997

Manufacturing

3M Dental Products Division

Service

Merrill Lynch Credit Corporation

Manufacturing

Solectron Corporation
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Sector
Service

Year / company name
Xerox Business Services
1996

Manufacturing

ADAC Laboratories

Small business

Custom Research Inc

Service

Dana Commercial Credit Corporation

Small business

Trident Precision Manufacturing, Inc.
1995

Manufacturing

Armstrong World Industries, Inc.,

Manufacturing

Corning Incorporated
1994

Service

AT&T Consumer Communications Services

Small business

Wainwright Industries, Inc.

Service

Verizon Information Services (formerly GTE)
1993

Small business

Ames Rubber Corporation

Manufacturing

Eastman Chemical Company
1992

Manufacturing

AT&T Network Systems Group Transmission Systems Business
Unit

Service

The Ritz-Carlton Hotel Company

Service

AT&T Universal Card Services

Manufacturing

Texas Instruments Incorporated Defense Systems & Electronics
Group

Small business

Granite Rock Company
1991

Small business

Marlow Industries, Inc

Manufacturing

Zytec Corporation

Manufacturing

Solectron Corporation
1990

Manufacturing

Cadillac Motor Car Company

Manufacturing

IBM Rochester

Service

Federal Express Corporation

Small business

Wallace Co., Inc.
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Sector

Year / company name
1989

Manufacturing

Milliken & Company

Manufacturing

Xerox Corporation, Business Products & Systems
1988

Small business

Globe Metallurgical Inc

Manufacturing

Westinghouse Electric Corporation Commercial Nuclear Fuel
Division

Manufacturing

Motorola Inc.

6.1.1 Drivers of sustainable excellence
First, validation for the drivers of sustainable excellence or CFI of TQM was through
literature review validation. This was done by reviewing all studies in the literature that
handled the critical factors for TQM empirically and extracting the factors mentioned. A
list of 24 critical factors was identified, namely: leadership and top management,
customer satisfaction, empowerment, employee involvement, strategies and policies,
management of process quality, customer satisfaction, process management, education
and training for quality, resources and partnership development, benchmarking and selfassessment, teamwork, market and customer focus, innovation and creativity, defect
free product, total employee engagement, quality information analysis, reward and
recognition, effective communication, clear statement of mission, work environment
and culture, continuous improvement system, business outcome and results, information
driven from data, critical measurement installed, education and training, knowledge
management, quality results and leader outcome. These critical factors were categorised
under seven main criteria (see Table 6.2) and (Table 2.7 in chapter two): leadership and
top management commitment, customer management, strategic planning and
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development, partnership and resources, people management, process management, and
information management and analysis.

Table 6.2 Taxonomy of CSFs of implementation for excellence
Dimension

Factors

Leadership
&
top management
commitment

• Top management support and commitment
• Leadership/management behaviour
• Executive customer focus and quality leadership
• Communication/clear goal and mission statement

Customers
management

• Customer management and interaction/involvement

Strategic planning &
development

• The use of data related to customer

• Customer satisfaction orientation/focus/closer to customer

• Critical measurement installed
• Resources are managed

Partnership & resources

• Supplier management
• Closer supplier relationship and integration

People management

• Employee empowerment and involvement
• Employee training, learning, involvement and development
• Reward recognition
• Teamwork
• Work environment and culture

Process management

• Customer satisfaction measurement
• Innovation and creativity
• Product and service design
• Supplier and partnership management

Information management
and analysis

• Management of data & information
• Measure linked to key business
• The focus on business results and benchmarking

• Feedback measurement
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Further validation in Chapter Four entailed analysing 79 secondary case studies of
quality award winners of MBNQA over the past twenty years (from 1988 until 2008).
Not all factors were found in all case studies because some of the factors were critical in
the 1980s and are critical no more. On the other hand some factors only came into
existence after 1992, after 1997, or after 2006. Factors that only existed in the first
cluster (1988 until 1992) (see Table 6.3) focused on things related to quality control
such as quality of the product, training for quality, data analysis for product quality and
quality results were obvious at that area . These factors were less utilised by winners
after 1992 and other techniques raised and became critical.

Table 6.3 Critical factors that only existed in the first cluster

1988 -1992

Critical factors
Quality control
Quality of the product
Training for quality
Data analysis for product quality
Quality results

Table 6.4 Critical factors that only existed after 1992

After 1992

Critical factors
Market and customer focus
Resources and partnership development
Value creating process

However, some critical factors existed in all 79 case studies over the whole 20 year
period (see Table 6.5), and these are: leadership and top management commitment,
strategies and policy, workforce focus, process management, customer satisfaction
resources and partnership development, and information management and analysis.
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From the longitudinal analysis of winners the enablement of these critical factors of
excellence and then maturity allows sustainable performance.

Table 6.5 Critical seven main factors that existed in all winners’ case studies

From 1988 until 2008

Critical factors
Leadership and top management commitment
Process management
Strategic planning
Employee management
Customer management
Resources and partnership development
Information management and analysis

In summary, what can be concluded is: the emphasis changed from quality assurance of
product and service to the focus on process management and business results. Also
notable, is the evolution from quality assurance, design quality and prevention of
defects to process quality to quality management and then to overall performance
management, this shift occurs after 1992. This was clear in the use of the word “quality”
i.e. the focus on strategic quality shifted to overall strategic planning in the criteria of
the MBNQA, while winners in the first cluster focused on product quality assurance.
It is also noted that the early focus on the customer transformed to focus on the
customer and market; MBNQA early key core value customer driven quality in the
period 1988 to 1995, for example, changed to customer driven only in the year 2000 and
to customer driven excellence by 2008.
This is valid in human resources utilisation as well, where the current view of
employees as internal customers went through transformation, from employee quality
training to human resources development and management.
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The focus on supplier quality only shifted to focus on supplier partnership development
in such a way that both parties have the opportunity to improve. In terms of emphasis on
individual quality improvement activities, they evolved into a focus on a series of
improvements in all key areas of an organisation’s operation; this reflects the winners’
current focus on improvement as a base for overall organisational learning.

6.1.1.1 Analysis of CFI percentage
The rise and fall for some criteria (by percentages) is shown in Figure 6.1. Some of the
factors got low percentages for the reason that it only existed for a short period, either in
the first cluster or the last cluster. For example, things related to quality control, such as
quality of the product, training for quality, data analysis for product quality and quality
results got low percentages, while other critical factors existing only in the fourth cluster
got low percentages too because winners started to focus on these factors only after
2007. On the other hand some critical factors got 100% because they were critical in all
winners’ case studies, including: leadership and top management commitment,
strategies and policy, workforce focus, process management, and customer satisfaction.
Other factors that got between 52% and 91% mainly came into existence after 1992,
such as: measurement of employee and customer satisfaction, employee involvement,
resources and partnership development, market and customer focus, innovation and
creativity, reward and recognition, knowledge management, education and training, and
benchmarking and self assessment.
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Figure 6.1 Critical factors percentage analysis

6.1.2 Measurement of results
Longitudinal case study analysis fro twenty years revealed similar findings of CFI, that
not all critical area of measurement were found in all case studies, there are some area
of measurement were critical in the eighties that no longer critical to be measure (see
Table 6.6) such as product efficiency and improvement rate, quality assurance of
product and product or equipment reliability rate . On the other hand some area of
measure start to be used after 1992 (see Table 6.7) such as environmental impact rate
number of new design, number of employee involve measure, employee turnover and
retention and employee satisfaction.
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Table 6.6 Areas of measure that existed only in the first cluster

1988 -1992

Critical measure
Product efficiency and improvement rate
Quality assurance of product
Product or equipment reliability rate

A clustered generic critical area of measurement that was found in 79 winners of the
MBNQA case studies was proposed under four main areas of measurement: market
share, operational profit, return on investment, and income per employee were grouped
under the financial related measure. Satisfied-customer index, customer complaint rate,
and customer-loyalty index were grouped under the customer-related measure.
Improvement in productivity and satisfied-employee index were grouped under peoplerelated measure. Empowerment data, on-time delivery, quality assurance of product and
service, environment impact tracking and innovation and learning measures were
grouped under the capability-related measure (see Table 6.8)

Table 6.7 Areas of measure that only existed after 1992

After 1992

Critical measure
Environmental impact rate
Number of new design
Number of employee involve measure,
Employee turnover and retention
Employee satisfaction.
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Table 6.8 Clustered critical areas of measurement (CAM)
Clustered generic critical areas of measure from 1988 to 2008
Financial related
measure

Customer related
measure

People measure

Capability related
measure

Market share
Operation profit
Return on investment
Income per employee

Satisfied-customer index
Customer complain rate
Customer-loyalty index

Improvement in
productivity
Satisfied employee
index

Empowerment data
On-time delivery
Quality assurance of
product and service
Environment impact
tracking
Innovation & learning

6.2 THE IMPACT OF CFI ON PERFORMANCE RESULTS
As detailed in Chapter Four, the impact on financial, customer and on learning
performance results is apparent. Under the financial measure, the impact of CFI on the
level of market share ranged, on average, from a minimum of 61% to a maximum of
90% (see figure 6.2) for all winners’ case studies and this can be consider as a high
average, none of the 79 companies for twenty years were less than 61% in their average
level of market share. Customer result average and learning impact average has high
minimum average of 70% and 66% for all winners through twenty years time period,
this could prove that implementation of critical factors of performance has appositive
impact on companies positive results.

172

percentage

Figure 6.2 Market share average

In terms of the impact of CFI on the customer, the survey results showed the minimum
and maximum average for all winners to be between 70% and 95%.
Figure 6.3 Customer results average

The impact on learning was reflected by the level of employee satisfaction with training.
As seen in Chapter Four, the impact of CFI on the level of employee satisfaction with
training averaged between 66% and 95%.
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Figure 6.4 Learning impact average

6.3 PROPOSED MODEL
The proposed model consists of two parts. The first part involves the drivers of
sustainability, i.e. the list of seven critical factors of implementation that drive
excellence (see Figure 6.5, the proposed model) which is based on the taxonomy
concluded earlier.
The second part of the proposed model considers measurability: the four critical areas of
measure are proposed related to financial measures, learning, customers and
capabilities. The final decision on which CAMs to use was based on the same methods
of validation used for the CFIs, as discussed in earlier chapters.
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Figure 6.5 The proposed model

Drivers of excellence: the critical factors of implementation

Leadership
&
top
management
commitment

Customer
management

Strategic
planning &
development

Partnership /
supplier
management

People
management

Process
management

Information
management
& analysis

Critical area of measurement

Hence the above proposed model explains the interaction between the critical factors for
implementation with the critical areas of measurements. The reason for this proposed
model is to have a systematic tool, where all the historical data of award winning firms
can be inputted in the software. So that the tool can effectively suggest any firm where
they need to focus in order improve their performance.
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6.4 EXCELLENCE MODEL SELECTION
Similarities between the above proposed model and the EFQM Excellence Model can
be observed. As explained in Chapter Two, the EFQM Excellence Model is divided into
two equal weight sections: enablers and results. In the enablers section we have
leadership, people, policy and strategies, resources and processes. This section is similar
to the proposed model (see Figure 6.5), as under the drivers of excellence the list of
seven proposed CFIs are: leadership and top management commitment, customer
management, strategic planning and development, partnership and suppliers, people
management, process management and information management and analysis.
Figure 6.6 Link between proposed model and enablers factors of the EFQM
Excellence Model
Drivers of excellence- the critical factors of implementation
Leadership
&
top
management
commitment

Customer
management

Strategic
planning &
development

Partnership
People
/supplier
management
management

Process
management

Information
management
& analysis

Enablers - EFQM Excellence Model

Leadership

Policy and strategy

People management

Resources

Process management
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Five out of seven are similar to the EFQM excellence criteria: leadership, people
management, process management, partnership/supplier management and policy and
strategy, the remaining three criteria are different, yet they are similar to sub-criteria of
the enablers of the EFQM model.
Customer management, for instance, can be found in the leadership criteria, under subcriteria 1c, which indicates that leaders should interact with customers. In policy and
strategy, sub-criteria 2a mentions that policy should be based on the present and future
needs and expectations of customers (stakeholders). While process, 5b mentions that
processes are improved to satisfy customer, and in 5e customer relationships are
managed and enhanced. Information management and analysis in the proposed model
can be found in 2b, information from performance measures should be used in policy
and strategy, and in 4e which states that information and knowledge should be
managed.
Thus, the EFQM Excellence Model will be used for validation. It will be used for
benchmarking and maturity level determination along with Zairi’s (2001) Index of
Excellence and Ladder of Excellence. The function of this software model will be
handled in detail in Chapter Seven and it will be tested in the context of the Middle East
in Chapter Eight.
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Figure 6.3 Link between proposed CAM and results factors of EFQM Excellence
Model

6.5 SUMMARY
The purpose of this chapter was to summaries CF that been used to drive excellence and
the critical area of measurement that winners focus on to sustain their performance and
to demonstrate the impact of CFI on winners performance results. furthermore to show
method used to build the proposed model. This concluding model was linked to the
EFQM Excellence Model to show similarities for validation purposes. In next chapter
development of proposed model and texting will be covered.
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7 CHAPTER SEVEN

EXCELLENCE MODEL
DEVELOPMENT: MATURITY
AND BENCHMARKING TOOL
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7.1 MODEL DEVELOPMENT
The development of this model is based on the earlier literature review and longitudinal
case study analysis. The design of this model is based on answering the research
hypothesis which is: H1: Sustainability of TQM is dependent on factors that drive
organisation capability – critical factors of implementation (CFI).
In order to achieve a status of sustainability, organisations must fully implement the
critical factors of success which enable excellence and allow them to reach the maturity
stage. Chapter Two dealt with this hypothesis by reviewing all the TQM literature to
reveal seven categories of CFIs: leadership and top management commitment, customer
management, people management, strategic planning, data and information analysis for
measurement, process management, and partnership and resources management.
The critical factors were then validated by the longitudinal analysis for winners of
MBNQA awards which proved that these factors are generic, and existed throughout the
20 year period 1988 to 2008, this was done in order to prove H2: that integrated generic
measurement, critical areas of measurement, must be used in order to sustain a positive
performance.
The reason for building and developing this model is to be able to assess companies
reaching maturity and improve their capabilities and measurability, and to be able to
predict company position and the gaps they need to focus on. Through functions of
benchmarking, self-assessment, RADAR and the use of Zairi’s maturity index and
Ladder of Excellence (see section 7.2) , the following model will be developed and
model function will be reviewed.
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7.2 MODEL FUNCTIONS
7.2.1 Benchmarking functionality
Benchmarking can yield several valuable results. Finding out how well the best
organisations are currently performing helps in goal setting. Finding out who the best
are helps in determining productive benchmarking partner organisations. Finding out
how the best became that way often provides improvement ideas, ideas that can help an
organisation improve more efficiently. Analysis of the gaps from baseline (current
performance level) to benchmark (current performance level of the best companies)
helps in prioritising resource allocation. Simply analysing baseline and benchmark
levels often help an organisation review and improve its system of measurements.
Based on these facts about benchmarking, the following sections will include some
benchmarking activities.
Benchmarking functionality in the proposed model will allow organisations to evaluate
themselves against the nine excellence criteria of the EFQM model using the criteria’s
sub-criteria generically and the weighting will be calculated automatically so in the end
the sum total for all nine sub-criteria will contribute to the enabler and the results
according to the assessment score. The company being assessed, after reading the
criteria and sub-criteria, will enter its score, the scoring evaluation in the model will use
a scale of zero to ten, where zero indicates no implementation of criteria and ten
indicates strong implementation of the criteria. At the end of the benchmarking
assessment, the assessed company will get a final score for each of the nine criteria, a
total of five criteria in enablement and four in results.
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The final score total is 1,000 points which is divided into equal weighting scores for
both enablers and results, 500 for enablers and 500 for results. The total score of the
enabler percentage and the total score of the results percentage later will be served by
other model functions.
After performing the benchmarking assessment, the model will ask four main questions,
each will take the assessed company to other model functions. The first choice will ask
whether they want to complete a summary for all nine criteria and sub-criteria and show
the gaps or the weak factors and will have the ability to print a report. Second choice
will ask whether they want to continue self-assessment for more in-depth selfassessment review by using the Ladder of Excellence or RADAR matrix. The third
option will be to see the level of maturity and position in the Index of Excellence
against world class organisations. The final choice will enable the company to save the
scores and exit to continue later on.
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Figure 7.1 Benchmarked nine criteria with best in class

The above figure shows winners’ average scores: Europe Best (EB), British Best (UK
Best) and Middle East Best (MEB) in each of the nine criteria; the scores for best in
class will be scattered on the index. After benchmarking using the EFQM model, the
company will be able to see their position in each criteria and gap score, after which a
full report for weak score will be presented and a description for necessary steps will be
explained, as follows:
1. Leadership
1a. Leaders should be able to develop the organisation’s mission, vision and culture,
and develop values that support organisational culture and be a role model for that.
Leaders ought to be involved in improvement activities, encouraging employee
empowerment, creativity and innovation, supporting and acting upon the findings of
learning activities; in addition they must have the ability to prioritise improvement
activities.
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1b. Leaders should be able to align organisational structure to support delivery of policy
and strategy, and also ensure that the system for managing processes is developed and
implemented. Leaders should make sure that there are processes for development,
deployment and updating of policy and strategy; and must ensure a process for the
effective governance of the organisation is developed and implemented. Processes for
measurement should be reviewed and improvements and key results developed and
implemented by the leaders. Part of a leader’s duty is to ensure there is a process for
stimulating, planning and implementing improvements to enable approaches e.g.
develop and implement creativity, innovation and learning.
1c. Leaders understand and respond to needs and expectations; they should be able to
establish and participate in partnerships and in improvement activities; recognise
individuals and teams of stakeholders; and participate and promote professional bodies,
conferences and seminars, particularly promoting and supporting excellence. Also,
leaders should support and engage in activities that aim to improve the global
environment and the organisation’s contribution to society with respect to future
generations.
1d. Leaders should personally communicate the organisation’s mission, vision, values,
policy and strategy, plans, objectives and targets to people; they should be accessible,
actively listen and respond to people; they also should help and support people in
achieving their plans, objectives and targets; and should motivate and enable people to
participate in improvement activities. Always, they should be able to recognise both
team and individual efforts, at all levels, within the organisation, in a timely and
appropriate manner, and seek promotion and encouragement of equal opportunities and
diversity.
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1e. Leaders should be able to understand the internal and external drivers of change for
the organisation, also, they should identify and select changes that need to be made
within the organisation, to the organisation model and in its external relationships.
Leaders should ensure the effective delivery of change and managing stakeholders; they
should also communicate changes and the reasons for them to the organisation’s people
and other stakeholders; they should be able to support and enable people to manage
change and should always measure and review the effectiveness of changes and share
the knowledge gained.
2. Policy and strategy
2a. The organisation should gather information to define the markets and market
segments that the organisation will operate in, both now and in the future, and
understand it. It should be able to identify, understand and anticipate the needs and
expectations of current and future stakeholders including customers, employees,
partners, society and shareholders and also be able to anticipate developments in the
market place, including competitor activity.
2b. The organisation should be able to analyse: output from internal performance
indicators, output from learning activities, data from external image and brand
awareness, performance of competitors and best-in-class organisations, data regarding
existing/potential partners core competencies and the effects of products and services
throughout their entire life-cycle. The organisation should be also able to identify and
understand economic and demographic indicators and determine the impact of new
technologies and business models on the performance of the organisation.
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2c. The organisation should be able to develop, review and update policy and strategy
consistent with the organisation’s mission, vision and concepts of excellence; able to
balance both long and short-term needs and expectations of stakeholders, assessing risks
and identifying ways of addressing these risks; also able to identify present and future
competitive advantages, core capabilities and needs for partnerships/alliances to deliver
policy and strategy. It should be able to respond to market requirements and align
strategy according to that; being able to identify critical success factors, develop social
and environmental standards with partners, and finally, be able to evaluate the relevance
and effectiveness of policy and strategy.
2d. The organisation should be able to identify, design and communicate the framework
of key processes needed to deliver the organisation’s policy and strategy; also
communicate policy and strategy to stakeholders and evaluate the awareness of it. It
needs to be always able to align, priorities, agreeing, cascading and communicating
plans, objectives and targets as well as following up achievements; and establish
organisation wide reporting mechanisms to track progress.
3. People
3a. The organisation should be able to develop human resource policies, strategies and
plans, involving employees and their representatives, in developing human resource
policies, strategies and plans; furthermore, it should try aligning the human resource
plans with policy and strategy, the organisational structure and the framework of key
processes; and should be able to manage recruitment, career development and
succession planning, promoting and ensuring fairness in all terms of employment
including equal opportunities policies, strategies and plans. The organisation should
always try using people surveys and other forms of employee feedback to improve
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human resource policies, strategies and plans; using innovative organisation
methodologies to improve the way of working.
3b. The organisation should be able to identify, classify and match people’s knowledge
and competencies with the organisation’s needs and develop and use training and
development plans to help ensure people match the present and future capability needs
of the organisation; it should be able to develop mentoring and training of all people to
help them realise and attain their full potential, and promote individual, team and
organisational learning opportunities. It should be developing people through work
experience; developing team skills; aligning individual and team objectives with the
organisation’s targets; trying to review and update individual and team objectives, while
at the same time appraising and helping people improve their performance.
3c. The organisation should be encouraging and supporting individual and team
participation in improvement activities; moreover, it should be providing opportunities
that stimulate involvement and support innovative and creative behaviour; focusing on
training managers to develop and implement guidelines empowering people to take
action; it should also be encouraging people to work together in teams.
3d. The organisation should be able to identify communication needs; develop
communications policies, strategies and plans based on communications needs; also
develop and use top down, bottom up and horizontal communication channels;
identifying and ensuring opportunities to share best practice and knowledge.
3e. The organisation should be able to align employment benefits with policy and
strategy; focus on recognising people in order to promote and sustain their involvement
and empowerment; also recognise and take account of diversity and different cultural
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backgrounds, promoting social and cultural activities, and promoting awareness and
involvement in health, safety, the environment and issues on social responsibility.
4. Partnerships and resources
4a. The organisation should be identifying key organisation and community partnership
opportunities in line with policy and strategy and the organisation’s mission; structuring
partnership and supplier relationships to create and maximise value; focusing on
forming supply chain partnerships that add value to customers; moreover, it should be
able to identify and leverage core competencies of partners and support mutual
development. It should be sharing knowledge with partner organisations; be able to
focus on generating and supporting innovative and creative thinking through the use of
partnerships; and create synergy in working together to improve processes and add
value to the customer/supplier chain.
4b. The organisation should be able to develop and implement financial strategies and
processes for using financial resources in support of overall policy and strategy and
design the financial planning and reporting to cascade the financial stakeholders’
expectations throughout the organisation. It should establish reporting mechanisms;
focus on using financial mechanisms and parameters to ensure an efficient and effective
resourcing structure; moreover it should be able to develop and introduce
methodologies for managing risks to financial resources to all appropriate levels in the
organisation, and establish and implement core governance processes at all appropriate
levels in the organisation.
4c. The organisation should be able to develop a strategy for managing buildings,
equipment and materials that supports the organisation’s policy and strategy; It should
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focus on managing the maintenance and utilisation of assets to improve total life cycle
performance; manage the security of assets; optimise material inventories and
consumption of utilities; reduce and recycle waste; focus on minimising any adverse
global impacts of products, production processes and services; and optimise
transportation usage.
4d. The organisation should be able to develop a strategy for managing technology that
supports the organisation’s policy and strategy; focuses on identifying and evaluating
alternative and emerging technologies in the light of their impact on business and the
society; and be able to manage the technology portfolio including the identification and
replacement of out dated technology. It should be exploiting existing technology, trying
to develop innovative and environmentally friendly technology, and using information
and communication technologies (ICT) to support and improve the effective operation
of the organisation.
4e. The organisation should be able to develop a strategy for managing information and
knowledge that: supports the organisation’s policy and strategy; identifies the
organisation’s information and knowledge requirements; always tries to collect,
structure and manage information and knowledge in support of policy and strategy; and
provides appropriate access, for both internal and external users, to relevant information
and knowledge. Moreover, it should focus on using information technology to support
internal communication, and information and knowledge management, and assure and
improve information validity, integrity and security. The organisation should focus on
maximising customer value; seeking to acquire, increase and use knowledge effectively;
and focus on generating innovative and creative thinking within the organisation
through the use of relevant information and knowledge resources.
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5. Processes
5a. The organisation should focus on designing the organisation’s processes, including
those key processes needed to deliver policy and strategy; and be able to identify
process stakeholders and manage interface issues inside the organisation and with
external partners for the effective management of end-to-end processes. It should also
establish the process management system; implementing process indicators and setting
performance targets; focusing on reviewing the effectiveness of the process framework
in delivering the organisation’s policy and strategy.
5b. The organisation should be able to identify and prioritise opportunities for
improvement, and other changes, both incremental and breakthrough. It should try to
use performance and perception results and information from learning activities to set
priorities and targets for improvement and improved methods of operation. It should
focus on stimulating and bringing to bear the creative and innovative talents of
employees, customers and partners in incremental and breakthrough improvements;
discovering and using new process designs, operating philosophies and enabling
technology. It should be able to establish appropriate methods for implementing change;
piloting and controlling the implementation of new or changed processes; moreover it
should have the ability to communicate process changes to all appropriate stakeholders
and ensure that people are trained to operate new or changed processes prior to
implementation and ensure process changes achieve predicted results.
5c. The organisation should be able to use market research, customer surveys and other
forms of feedback to determine customer current needs and expectations for products
and services; able to anticipate and identify improvements aimed at enhancing products
and services in line with customers’ and other stakeholders’ future needs and
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expectations; able to focus on designing and developing new products and services
together with customers and partners that add value for the customers and should
understand and anticipate the impact and potential of new technologies on products and
services. The organisation should focus on the ability of developing new products and
services for both the current established market and to gain access to other markets;
moreover using creativity, innovation and key competencies of both internal people and
external partners to design and develop competitive products and services.
5d. The organisation should be able to produce or acquire products and services in line
with designs and developments; focus on marketing, communicating the value
proposition, and selling products and services to existing and potential customers;
delivering products and services to customers; and making sure that products and
services are available, including recycling, where appropriate.
5e. The organisation should be able to determine and meet customers’ day-to-day
contact requirements; and handle feedback received from day-to-day contacts, including
complaints. The focus should be on being proactively involved with customers in order
to discuss and address their needs, expectations and concerns, moreover, following up
on sales, servicing and other contacts in order to determine levels of satisfaction with
products, services and other customer sales and servicing processes. It should always
seek to maintain creativity and innovation in the customer sales and servicing
relationship, and establish partnerships with customers which add value to the supply
chain; using regular surveys, other forms of structured data gathering, and data gathered
during day-to-day customer contacts, in order to determine and enhance customer
relationship satisfaction levels, advising customers on the responsible use of products.
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6. Customer results
6a. The organisation should focus on customers’ perceptions of the organisation and
this may obtained, for example, by customer surveys, focus groups, vendor ratings,
compliments and complaints. Depending on the purpose of the organisation, examples
of measures that may be made include: measuring organisation image, sales and after
sales support, products and services, and loyalty measures.
6b. The organisation should be able to use organisational internal measures in order to
monitor, understand, predict and improve the performance of the organisation and to
predict perceptions of its external customers. Depending on the purpose of the
organisation, examples of measures that may be made include: measuring organisation
internal image, sales and after sales support, products and services, and loyalty
measures.
7. People results
7a. The organisation should focus on people’s perceptions of the organisation and this
may obtained, for example, by surveys, focus groups, interviews, structured appraisals.
Depending on the purpose of the organisation examples of measures that may be made
include: motivation (i.e. empowerment, training and development, etc.) and satisfaction
(i.e. employment conditions, pay and benefits etc.).
7b. The organisation should able to use internal measures in order to monitor
understand, predict and improve the performance of the organisation’s people and to
predict their perceptions. Depending on the purpose of the organisation examples of
measures include: achievements measures, motivation and involvement, satisfaction,
and services provided to the organisation’s people.
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8. Society results
8a. The organisation should focus on customers’ perceptions of the organisation and
this may obtained, for example, by, reports, press articles, public meetings, public
representatives, governmental authorities. Depending on the purpose of the organisation
examples of measures may include: image measure, performance as a responsible
citizen, involvement in the communities where it operates, and reporting on activities to
assist in the preservation and sustainability of resources.
8b. The organisation should be able to use internal measures in order to monitor
understand, predict and improve the performance of the organisation and to predict
perceptions of society. Depending on the purpose of the organisation examples of
measures may include: handling changes in employment levels, dealings with
authorities (i.e. certification; clearances; import/export etc.), tributes and awards
received.
9. Key performance results
9a. The organisation should focus on key performance outcomes, these measures are
key results defined by the organisation and agreed in their policy and strategies.
Depending on the purpose and objectives of the organisation, examples of measures that
may be made include: financial outcomes (i.e. market related and general data,
profitability, investment and asset related information etc.) and non-financial outcomes
(i.e. market share, time to market, success rates).
9b. The organisation should be able to use operational measures in order to monitor and
understand the processes and predict and improve the organisation’s likely key
performance outcomes. Depending on the purpose of the organisation examples of
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measures may include: financial (i.e. cash flow, depreciation, maintenance costs, etc.)
and non financial (i.e. processes, external resources including partnerships, buildings,
equipment and materials, technology, etc.).

7.2.2 Maturity level determination: Index of Excellence
Organisational maturity is determined by using Zairi’s (2001) maturity index. The
position on this index is verified by the organisation’s score of enablers and results; this
can be obtained from the benchmarking score after using the EFQM Excellence Model,
one of the model functions. In the maturity index there are six scenarios (Table 7.1),
each one gives an indication of where the organisation is located and where their
position is in comparison with world class organisations, which are already known. The
first scenario is when scores in enablement and results are less than 50 percent; in this
case the position will be in the black coloured area. The company is leaking and needs
significant performance improvement and focus on competency building (Figure 7.2).

Table 7.1 Six scenario maturity position
Scenario Colour / Position

Statement

First

Leaking: less than 50% in enablers and
results

Needs significant performance improvement
and focus on competency building.

Second

Mis-firing: less than 60% in enablers and
results

Needs to capitalise on both performance and
enablers to move away from an indifferent
status

Third

Overheating: high results (%) low enablers Needs to build on sustainability of
(%)
performance by strengthening enablers

Fourth

Needs a boost: high enablers (%) low
results (%)

Needs to capitalise on the strength of the
enablers

Fifth

Turbo charged: high enablers (%) high
results (%)

Doing extremely well, just needs to focus on
the ‘extra mile’. Squeeze a little bit more.

Sixth

Cruising: extra high results (%) extra high
enablers (%)

Top of the World
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In the second scenario, if the score is less than 60% in enablers and results, the company
position will be in the navy blue coloured area, and they need to capitalise on both
performance and enablers to move away from an indifferent status. In the third scenario
the company is positioned in the red coloured area; in this case the company is
overheating, the score in results is high, above 60%, but they have low enabler
percentages of less than 60%. A company in this case needs to build on sustainability of
performance by strengthening enablers.
Figure 7.2 Maturity index position and the six scenarios of performance
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In the fourth scenario the company has high enabler scores, above 60%, but low results
putting them in the light blue coloured area. A company like this needs to capitalise on
the strength of the enablers.
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In the fifth scenario, a company has high enabler scores, above 60% and high results
scores and is positioned in the yellow coloured area. A company in this case is doing
extremely well, and just needs to focus on the extra mile efforts.
The six and last scenario is where a company gets extra high results percentages and
extra high enablers percentages. This is the green coloured area, but few companies
reach this position of top of the world.

7.2.2.1 The causality and relationship between the criteria
Through this function assessed organisations will be able to see relationships between
the results criteria and enabler criteria for each of the nine sub-criteria (based on Nuland
et al., 1999). Links will be shown in graphs, for example, the assessed company, when
clicking on the customer results icon under results criteria, will see the link between that
and the sub-criteria for each of the five enablers (see Figure 7.3) and scores that were
awarded for each sub-criteria.
E.g. Customer results have relations with 1c, 2a, 2b, 3b, 3c, 4a, 5b, 5c, 5d, and 5e in the
enabler criteria. People results have relations with 1c, 2a, 2b, 3b, 3c, 4a, 5b, 5c, 5d, and
5e in the enabler criteria and so on.
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Figure 7.3 Relation between enabler and results criteria

Result

Enabler
Leadership
1c. Leader involvement with customer

Customer results

Policy & strategy
2a. Establishing needs and expectations
2b. Balancing needs and expectations
People
3b. People skills
3c. People involvement
Partnership & resources
4a. Suppler/Partner relation to satisfy customer

Process
5b. Improved process
5c. Product and service development
5d. Product and service delivery
5e. Customer relationship management

7.2.3 Self-assessment and review: Ladder of Excellence
Self-assessment review enables a company to see quickly what has been implemented,
what has been started, and what is mature against ten best practice maturity states for
each of the nine criteria derived from the Ladder of Excellence (Zairi, 2001). The model
gives, for each criteria, a weight and a colour. For example, it will be green if the
criteria is fully implemented and the assessor will be given a weight of one point, it will
be yellow if it is partly implemented and he will be given a weight of half a point. If the
criteria is not implemented at all it will receive a white colour and the assessor will be
given a weight of zero points. Finally, the report will say that out of the statements, for
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example, 53% are green (fully implemented), 45% need improvement and the rest have
not been implemented at all.

Table 7.2 Enablers of excellence maturity: Ladder of Excellence
LEADERSHIP

POLICY &

PEOPLE

STARTEGY

MANAGEMENT

RESOURCES

PROCESSES

10 All managers are
proactive in sustaining
continuous
improvement

Mission and
business policy
statements cover the
whole of the
business and
everyone
understands them.

All actions are
directed towards
realising the full
potential of all
employees

The organisation’s
Key value added processes are
resources are
understood, formally managed
deployed effectively and continuously updated
to meet policy and
strategy objectives

9

Managers are able to
demonstrate their
external involvement in
the promotion of
Business Improvement
as a business
philosophy based on
their own experience

A process is in place
to analyse
competitor business
strategy and modify
unit plans as a result,
in order to develop
and sustain a
competitive
advantage

Employees are
empowered to run
their business
processes

A process is in place The existence of a formal Quality
to identify
Management System can be
additional resources demonstrated
which can be used
to strengthen
competitive
advantage.

8

Managers have a
consistent approach
towards radical
continuous
improvement across the
unit

The policy and
strategy processes
are benchmarked.

The Human
Resource Plan for
the unit supports
the company’s
policy and
strategy for
continuous
improvement

A system is in place
to review and
modify the
allocation of
resources based on
changing business
needs

Process performance is
demonstrably linked to customer
requirements

7

The management team
are proactive in valuing,
recognising and
rewarding all employees
for continuous
improvement

A process is in place
to modify policy and
strategy as a result
of business and
operational
information

A process is in
place to encourage
creativity and
innovation
amongst
employees

A process is in place
for identifying,
assessing and
evaluating new
technologies and
their impact on the
business

A mechanism is in place for
developing and using appropriate
measures which evaluate
processes

6

Managers are visibly
involved in the
development and
support of improvement
teams and act as
champions

A process is in place
to assess the
continuing relevance
of plans as a result
of business and
operational
information

Improvement
teams have been
established and
supported

Systems are in place The process results are reviewed
to track, monitor
and fed back into the
and review targeted improvement cycle
areas to reduce
material waste

5

A process is in place to
ensure managers are
working with customers
and suppliers, and that
the effectiveness of this
process can be assessed

The unit has policy
statements and
strategy that covers
the 9 Business
Excellence Criteria

Training and
development
needs are
regularly
reviewed for all
employees and
teams. Skill gaps
relevant to
personal
aspirations and
business needs are
identified.

Systems are in place An improvement mechanism for
to track, monitor
key value added processes has
and review targeted been implemented
areas to reduce all
other waste
including time and
rework
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4

A process is in place to
ensure managers are
visibly involved as role
models in business
improvement within the
unit. The effectiveness
of the process is
reviewed.

A process exists and
is reviewed, which
promotes a clear
understanding of the
Company’s and
unit’s mission, CSF
and policy
statements so that
everyone knows and
understands them .

An effective
appraisal system is
in place for all
employees.

A process is in place An improvement mechanism has
to manage the
been identified and targets for
dissemination of
improvement have been set.
relevant information
to customers,
suppliers and
employees.

3

A process is in place to
ensure mutual
understanding of
business issues through
two way
communication both
vertically and
horizontally throughout
the unit.

A process is in place
to collect relevant
external information
to enable a review of
CSFs and business
plans.

A process is in
place for two way
communication of
business
information within
the unit.

Partnerships with
suppliers are being
developed to jointly
improve quality,
delivery and
performance.

2

A process is in place to
create and continually
increase an open
awareness of business
issues throughout the
unit.

A process is in place
to collect relevant
internal information
to enable a review of
CSFs and business
plans.

A public
commitment has
been given to
develop all
employs to
achieve business
goals.

A process is in place Key value added processes are
to identify suppliers identified, flowcharted and / or
for key resources.
documented. Ownership is
established.

1

The management team
have a process in place
to develop their own
awareness of the
concepts of Business
Improvement.

The unit
management team
has developed a
mission statement
and critical success
factors (CSF)

A process is in
place to canvas
and track
employee
opinions.

A process is in place The main processes within the
to identify what
business are identified.
resources are
available and how
they are being
deployed

The effectiveness of existing key
value added processes is assessed

Source: Zairi (2001)
To give an indication of how the Ladder of Excellence works, in the leadership criteria
the ladder starts by asking what processes and steps need to be taken by leaders in order
to reach an excellence or maturity level. Then, it asks if the management team have
processes in place with regards to concepts of business improvement; if processes are in
place to create awareness of business issues; and if there is focus on communication
throughout the organisation; if the leader is visibly involved as a role model, and
whether processes are in place to ensure working closely with customer and supplier. It
will also consider whether the leader is involved and supports improvement, taking care
of his internal customer i.e. recognition and reward systems for improvement, managers
having consistent approaches towards improvement, managers having the ability to
contribute from their own experience towards business improvement activities, and
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finally, if managers are active in sustaining continuous improvement. This goes for all
five criteria of enablers. The same occurs for the results Ladder of Excellence (Table
7.3). A total of 90 questions have to be answered to determine the level of excellence in
each criteria.
Table 7.63 Results of excellence maturity: Ladder of Excellence
STEP CUSTOMER SATISFACTION PEOPLE SATISFACTION

IMPACT ON SOCIETY

BUSINESS RESULTS

10

There is a positive trend in
customer satisfaction. Targets are
being met. There are some
benchmarking targets across the
industry

Regular comparison with
external companies show
employee satisfaction is
comparable with other
companies and has improving
trends

Views of local society are
proactively canvassed.
Results are fed back into the
company’s policies

There are consistent trends
of improvement in 50% of
key result areas. Some
results are clearly linked to
approach

9

75% of customer satisfaction
targets are being met

Results indicate that
employees and their families
feel integrated into the work
environment

Benchmarking has started
for 25% of impacts on
society targets

All targets are being met and
showing continuous
improvement in 25% of
trends

8

50% of customer satisfaction
targets are being met

Results indicate that people
feel valued for their
contribution at work.

50% of impacts on society
targets are being met

75% of targets have been
achieved. Able to
demonstrate relevance of
key results areas to business

7

All employees understand targets

Results indicate that people
can express their feelings
confidently and openly

Results are linked to
environmental and social
policy. Policy is reviewed

Performance against others
in the industry is compared
and targets are reset

6

The drivers of customer
satisfaction have been identified
and are used to modify targets

Targets are set in key
improvement areas and are
published

There is increased public
awareness of policies

Improving and adverse
trends have been identified,
understood and linked to
enablers

5

Compare customer satisfaction
levels within the company.
Results have positive trends and
some are meeting targets

Trends are established.
Positive and negative trends
are understood. Parameters
measured are relevant to
employees

50% of internal targets have
There are consistently
improving trends in relevant been met.
result areas

4

The relevance of targets to
customer satisfaction can be
demonstrated

The effectiveness of two way
internal communication is
measured

Local perceptions and needs Trends are compared
are researched and targets
against the units goals and
are set for improvement
financial objectives

3

Targets are set for improvement

Data is used to plot trends for
employee satisfaction

Employees awareness of
relevant results areas is
measured

2

Data is used to plot trends of
customer complaints

Key measures of employee
satisfaction have been
identified

Trends are established and a A system exists for
process is in place to track
measuring and monitoring
progress
key result areas

1

Customer complaints are logged
and reacted to on an ad-hoc basis

Employee grievances are
reacted to on an ad-hoc basis

Result areas have been
identified

Relevant results are
communicated to all
employees and key results
are published regularly

The units key financial
objectives have been
identified

Source Zairi (2001)
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After answering all 90 questions for enablers and results and clicking next the model
will take the company to the final score page. On this page is listed all nine criteria with
scores for enablers and results, and a matrix of scores and colours. Fully implemented
score one point and are green coloured. Partly implemented score half a point and are
yellow. Not implemented score zero points and are coloured white in the matrix table.
The company can then click to the action planning sheet page. This has a table of nine
criteria, final scores, gap points and recommendations of action for each of the nine
criteria. Recommendation statements are provided based on “not implemented” scores
or those coloured white. After reviewing the action plan the assessed company can click
next to the rating chart page, where they can observe the total number of green points,
yellow points and white for enablers and results criteria in two separate tables.

7.2.4 RADAR scoring matrix
The model has the ability to assess companies using a European Quality Award (EQA)
scoring matrix application. Weights are given to each of the nine criteria to calculate the
number of points awarded. Evaluation is based on four dimensions; Results, Approach,
Deployment, and Assessment and Review, i.e. Results which the organisation requires
are identified in terms of performance indication. Approaches are identified in the
organisation’s plans and are integrated in policy. Deployment of these approaches is
implemented through the entire organisation. Assessment and review for each approach
is deployed through results and feedback. These four approaches are done for criteria
and sub-criteria of the five enablers. The scoring weight is divided into five groups
where 0 to 10% indicates no evidence, 15% to 35% indicates some evidence, 40% to 60
% indicates evidence is presented, 65% to 85% indicates clear evidence is shown, and
90% to 100% indicates comprehensive evidence is shown.
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With regards to the four criteria for the results side, the RADAR scoring matrix uses the
same weights system but with different evaluation dimensions. In the results criteria
RADAR looks for five categories under evidence of results, such as Trends, Targets,
Comparisons, Causes and Scope, where in Trends the company should be able to show
positive and sustained positive performance. In the Targets category the company
should show evidence of achieving pre-stated targets and them being appropriate. Under
Comparisons the company should compare their results against world class
organisations, while under Causes the company should be able to prove that their results
are caused by planned approaches. Finally, under Scope the company should be able to
present evidence that results address relevant areas that have been targeted and they are
segmented according to stakeholders’ needs: a full RADAR matrix is presented in the
appendix of this thesis.
At this point, the model will provide a final score report for all nine criteria and whether
there is evidence or not according to the weight score percentage. Next the model
provides a detailed scouring report showing all nine criteria with sub-criteria scores. It
also has the function to print a full report for record keeping or to save the data for later
assessment.

7.2.5 Full summary report of company status
The model function is done after the self-assessment is completed, therefore the
software will enable the viewing of all final results for the four functions on one page.
Consequently the assessor will be able to see the exact score in full and will be able to
print the scores or save them for further use in the future.
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7.3 SUMMARY
This chapter provided a detailed description and discussion of the model’s function,
starting from the programming side of the model and continuing through all functions
for this excellence maturity and benchmarking assessment tool. Next chapter will cover
the testing said of proposed model on government entity within the Middle East content.
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8 CHAPTER EIGHT

MODEL VALIDATIONTESTING THE ASSESSMENT
TOOL
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8.1 INTRODUCTION
After developing a model of excellence and maturity, the assessment tool is tested. This
tool combines the EFQM Excellence Model for self-assessment and Zairi’s Index of
Excellence and Ladder of Excellence, it is possible to assess a company in their quality
journey to reveal their current level excellence and to reveal the gap between them and
the best-in–class. It is also possible to reveal what needs to be done to reach the level of
excellence. This chapter details the testing of the above mention model on government
entities implementing excellence programmes within the Middle East context. The
model was tested on thirty six government entities where results and average
percentages, for each critical factor of the nine criteria and sub-criteria were compared
with best-in-class. A discussion then follows.

8.2 MODEL TESTING
8.2.1 MEGEP assessment average scores by criteria
The following subsections will report the scores obtained by each company in the
Middle East Government Excellence Program (MEGEP) for the nine excellence criteria.
As discussed in Chapter Two, the EQA Excellence Model gives a different weight to
each criterion. Therefore, this section’s figures will to take this into account by setting
the highest value of the (y) axis in each figure according to the maxim score of the
represented criterion.

8.2.1.1 Leadership
Participants of the Middle East Government Excellence Program (MEGEP) reported
scores in leadership ranging from 17 to 51 points. Only one company reached half the
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maximum 100 point score for leadership criterion, where company number 7 scored 51.
Eight other government entities scored close to half of the maximum score, companies
numbered 2, 4, 5, 15, 19, 20 and 21 where their scores were 47, 48, 47, 46, 49, 48 and
48, respectively. Government participants 30 and 32 scored 17, the lowest score in the
leadership criteria.
Figure 8.1 MEGEP leadership scores

8.2.1.2 Policy and strategy
In the policy and strategy criterion participants of the government entities reported
scores ranging from 14 to 44 points. Only three companies exceeded half of the
maximum 80 points for the policy and strategy criterion, companies 5, 6 and 7 scored
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41, 42 and 44, respectively. Company 2 scored near half of the maximum score,
obtaining 39 out of 80 points. At the other end of the scale Middle East Government
entities numbered 24 and 27 scored the lowest score of only 14 points.
Figure 8.2 MEGEP policy and strategy scores

8.2.1.3 People
Under the people element, participant government entities reported scores ranging from
14 to 48 points. Only two companies exceeded half of the maximum 90 point score for
the people criterion: companies numbered 2 and 15 scored 48 and 47 points. Company
number 5 scored half of the maximum score, 45 points out of 90. At the other end of the
spectrum, companies 23 and 25 scored the lowest scores of only 14 and 17 points.
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Figure 8.3 MEGEP people scores

8.2.1.4 Partnership and resources
For the partnership and resources criterion, participant government entities reported
scores ranging from 17 to 50 points. Only one company exceeded half the maximum 90
point score: company number 6 scored 50 points. Company 7 scored half of the
maximum score, 45 out of 90 points, while at the other end company 27 scored the
lowest score with only 17 points.
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Figure 8.4 MEGEP partnership and resources scores

8.2.1.5 Processes
In the processes element, participant government entities reported scores ranging from
18 to 80 points. Only three companies exceeded half of the maximum 140 point score:
companies numbered 5, 6 and 7 scored 71, 76 and 80 points, respectively. Company 2
and company 15 scored nearly half of the maximum score, totalling 69 out of 140
points. Meanwhile, company 32 scored the lowest score in the process criterion,
obtaining only 18 points.
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Figure 8.5 MEGEP processes scores

8.2.1.6 Customer results
In the customer results criterion the participant government entities reported scores
ranging from 9 to 98 points. None of the 36 government entities scored half of the
maximum 200 points in customer results. Company number 2 and 15 scored nearly half
of the maximum score, getting 98 and 96 out of 200 points. At the other end of the
scale, company number 32 scored the lowest score in the process criterion obtaining
only 9 points.
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Figure 8.6 MEGEP customer results scores

8.2.1.7 People results
In the people results criterion, participant government entities reported scores ranging
from 7 to 45 points. Only one company obtained half of the maximum 90 point score
for the people results criterion, where company 2 scored 45 points. Companies
numbered 5, 8 and 15 scored close to half of the maximum score, they each achieved 39
out of 90 points. Company number 30 scored the lowest score of only 7 points.
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Figure 8.7 MEGEP people results scores

8.2.1.8 Society results
In society results, the participant government entities reported the lowest scores ranging
over all nine criteria (see Figure 8.8). Their scores ranged from 6 to 27 points. None of
the 36 government entities scored half of the maximum 60 point score in this criterion.
Company number 2 scored nearly half, scoring 27 out of a possible 60 points. At the
other end of the spectrum, 9 companies out of 36 scored the lowest score in the society
results criterion, with only 6 points out of the maximum 60.
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Figure 8.8 MEGEP society results scores

8.2.1.9 Key performance results
In the criterion of key performance results, participant government entities reported
scores ranging from 15 to 80 points. Only three companies exceeded half of the
maximum 140 point score in this criterion: companies 5, 6 and 7 scored 76, 80 and 72,
respectively. Four government entities scored the lowest score of only 15 points.
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Figure 8.9 MEGEP key performance results scores

8.2.2 MEGEP total scores for all criteria
The total mean average for all government entities is compared to the total average for
best-in-class winners (Figure 8.10). The MEGEP mean average was 293; there was a
137 point gap between MEGEP and MEB, 285 points between MEGEP and UKB and a
378 point gap between MEGEP and EB.
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Figure 8.10 MEGEP total mean average vs. winners average total score

8.2.2.1 Benchmarking the aggregate MEGEP scores
This section seeks to represent all 36 participating Middle East Excellence Government
Program (MEGEP) entities as one unit. In addition, it includes a benchmarking exercise
against the European Best (EB), UK Best (UKB), and the Middle East Best (MEB)
which helps in understanding the precise excellence position of the participating Middle
East government entities. This was one of the study’s objectives. The aggregate position
of all 36 participating government entities was identified by calculating their mean
scores on each criterion. Figure 8.11 presents the data.
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Figure 8.11 MEGEP mean average score for the nine criteria

8.2.2.2 Benchmarking enablers and results scoring ratio
Examining the ratio of enablers and results scores to the overall score is a vital tool for
assessing the level of excellence within an origination. Excellent organisations normally
place more weight on the side of the enablers rather than results as a result of focusing
more on driving excellence. Likewise, in the case of the Middle Eastern Government
Excellence Program (MEGEP) the enablement percentage score was 33.4%, while the
results percentage score was 25% (see Figure 8.12).
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Figure 8.12 MEGEP enablers and results average percentage

At the same time, the Middle East Best (MEB) offered benchmarking data which
reveals that, on average, excellent Middle East organisations obtain about 51% of their
total assessment scores on enablers criteria and 35% on the results side (see Figure
8.13).
Figure 8.13 MEB enablers and results average percentage

217

The United Kingdom Best (UKB) benchmarking data revealed that, on average,
excellent UK organisations obtain about 71% of their total assessment scores on
enablers criteria and 44% on the results side (see Figure 8.14).
Figure 8.14 UKB enablers and results average percentage

The European Best (EB) benchmarking data revealed that, on average, excellent
European organisations obtain about 77% of their total assessment scores on enablers
criteria and 57% on the results side, this was the highest score compared to all
benchmarking data (see Figure 8.15).
Figure 8.15 EB enablers and results average percentage
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8.2.2.3 Benchmarking each criterion
Figure 8.16 provides a wider picture of the position of the 36 participating Middle
Eastern government entities. The blue bars represent the mean scores for the 36 entities
for each criterion, while the red line in the chart represents the mean benchmarking data
provided by the European Best (EB), the green line represents that of the British Best
(UK Best), and the purple line represents the mean benchmarking data provided by the
Middle East Best (MEB).
Figure 8.16 MEGEP scores and benchmark data with best in class

The above figure reveals that the Middle East Excellence Government Program
(MEGEP) benchmarking average scores follow the same trends as the average scores of
the MEB, indeed the gap between the results for processes and partnership and
resources are quite close, this indicate there are no enough emphasis in on the results
side of the CF. However, the gap between the MEGEP and the EB is considerable.
Interestingly there is pattern between MEB, MEGEP and UKB, in that they all achieved
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low benchmarking results for society results, and similarly between the UKB and EB
for enablement, leadership, policy and strategies, people management, partnership and
resources and processes criteria. However, there were still considerable differences in
the average benchmarking scores in the results criteria.

8.2.3 Gap analysis
The findings in Table 8.1 show comparisons in the gap analysis conducted between the
mean average of MEGEP against the average score of UKB, MEB and EB. This test
will help clarify the aggregate government entity performance more accurately.

Table 8.1 MEGEP gap analysis vs. winners

POLICY&
STRATEGY

PEOPLE
MANAGEMENT

PARTNERSHIP AND
RESOURCIES

PROCESSES

CUSTOMER
RESULTS

PEOPLE RESULTS

SOCIETY RESULTS

KEY PERFORMANCE

Results

LEADERSHIP

Enablers

MEGEP mean score

33

27

29

31

47

50

23

11

41

MEB median score

54

56

45

50

50

50

45

30

50

Total gap

-21

-29

-16

-19

-3

0

-22

-19

-9

MEGEP mean score

33

27

29

31

47

50

23

11

41

UKB median score

72

72

72

70

70

60

63

39

60

Total gap

-39

-45

-43

-39

-23

-10

-40

-28

-19

MEGEP mean score

33

27

29

31

47

50

23

11

41

EB median score

82

74

81

74

75

75

81

76

75

Total gap

-49

-47

-52

-43

-28

-25

-58

-65

-34
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The above table reveals a significant gap between all three sets of median scores in
enablers and results, the smallest total gap is with the Middle East Best (MEB) median
score. Through implementation of the model we can observe the biggest gap to be
between the MEGEP and MEB where the greatest difference was in policy and
strategies (see Figure 8.17) in the enablers criteria.
Figure 8.17 MEGEP gap scores compared with winners

8.2.4 Scores analysis and recommendations
Full analysis of MEGEP aimed to produce a total score for each criterion (see Figure
8.18). The results are as follows: leadership scored 32 out of the total possible score of
100 for leadership criteria; 26 out of a total possible 80 was the score for the policy and
strategy criterion; people results scored 29 out of 90 (the total score for people); 31 out
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of the maximum of 90 was the score for partnership and resources; for processes 48 out
of a possible 140 was obtained. In the customer results criteria they scored 50 out of
200; 25 out of a possible 90 was obtained for people results; 10 out of 60 was the total
score for society results; while 45 out of a possible 150 was the total score for key
performance results.
The next model function provides the results score for each sub-criterion with
recommendations for weak scores that need attention. Three icons at the top of the table
divide scores into three main categories: weak, normal and strong.
Figure 8.18 Sub-criteria scores with detailed recommendations for weak ones

In the case of MEGEP their scores were weak in all criteria and sub-criteria, thus the
model would provide recommendations for all sub-criteria as was shown in Chapter
Seven.
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8.2.5 MEGEP overall Maturity Index
Organisational maturity is determined by using Zairi’s (2001) Maturity Index (see
chapter Seven). The position on this index is verified by the organisation’s enablers
percentage score and results percentage score. This will provide one single point on the
index of maturity. In this index there are six scenarios, and as discussed earlier each one
provides an indication of where the organisation is located in comparison to a world
class organisation.
In the case of MEGEP, since their mean score in enablers was 33.4% and their results
average score was 25%, their position on the index of maturity is “leaking” because
they scored less than 50% in both the enablers and the results section. Their position
compared to the best-in-class organisations is shown in Figure 8.19.
Figure 8.19 MEGEP position in the maturity index
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8.2.6 Relationship between enablers and results
One of the model functions enables the company under assessment to see visually the
relationships between the four results criteria and the five enablers criteria (and scores
of each sub-criterion). In MEGEP’s case the model shows the four criteria of results on
the left-hand side and the five criteria of enablers on the right (see Figure 8.20).
Customer results is related to: 1c. Leaders’ involvement with customers; 2a. the
necessity of establishing customers’ needs and expectations; 2b. balancing customers’
needs and expectations; 3b. the necessity for skilful people to deal with customers and
their involvement with customers; and it is linked also with 4a. which shows the
importance of good relationships with suppliers and partners to satisfy customers.
Figure: 8. 20 Enablers and results relationship and links

Finally, the customer results category is related to: 5b. which is the necessity to improve
processes to serve customers the best; 5c. the development of products and services
provided; 5d. a focus on the process of product and service delivery to be as smooth and
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enjoyable as possible for customers; and with the process of customer relationship
management.
The same scenario can be applied for the people results criteria, where there are links
with: 1d. leadership; 2a. and 2c. in policy and strategy; 3a., 3c. and 3d; 4e. in
partnership and resources; and 5b. in processes.
Society results are linked with 1c., 2a., 2c., 3e., 4a., and 5a. While key performance
results are linked to 1a., 2a., 2c., 3b., 4b., and 5b.

8.3 SUMMARY
This chapter focused on the proposed excellence maturity assessment model by
undertaking trial operations using Middle Eastern government entities that were
implementing excellence in their organisations. The software model was tested on 36
government entities and results and average percentages for each critical factor of the
nine criteria and sub-criteria were compared with best-in-class results.
From the study we can conclude that strong enablers or results implementation alone is
not enough, strong implementation of both enabler critical factors and results critical
areas of measure in combination are imperative to enable a company to reach the status
of “top of the world”.
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9 CHAPTER NINE
DISCUSSION OF KEY
FINDINGS
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9.1 INTRODUCTION
This chapter provides a comprehensive discussion on the analysis of the results and
findings of the qualitative and quantitative secondary data that was presented in
Chapters Four, Five, Six, Seven, Eight and Nine with scrutiny of relevant literature.
This study investigated the following objectives• To identify, verify and validate the Critical Success Factors (CSF) of TQM that
deliver excellence in order to ensure sustainable performance.
• To investigate how excellent organization put into practice the CSF by
examining secondary case studies of winners of MBNQA.
• To examine how these CSFs of sustainable excellence if implemented fully ,
how performance is impacted.
• To design an assessment tool to evaluate the maturity and excellence of
organisation through benchmarking and self-assessment by using Zairi’s (2001)
“ladder of excellence” and “index of excellence” that will support organisations
to determine level of excellence and maturity in implementing the critical factors
of excellence, which will also focus on results factors of organisation
performance.
In order to attain the above objectives several research questions were investigated,
which are as follows:
• What are the CSF for TQM implementation that deliver organisational
excellence and sustainability?
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• What are the Critical Areas of Measurement (CAM) that organisation use to
sustain their performance?
• How do excellent organisations put into practice the CSF for implementing
TQM?
• What are the effect of these CSF for Total Quality Implementation (TQI) on
organisational sustainable performance?
In addition, this chapter provides a review of enablers impact on performance a detailed
investigation on Critical Area of Measurement (CAM) for the firms under investigation
based on financial related measure, customer related measure, people related measure
and capability related measure. Following from that, a proposed generic model for
benchmarking and excellence maturity was designed. The purpose of this model is to
sustain TQM efforts by assessing companies from all sectors. It identifies and
implements CSF of excellence and critical areas of measurement. The model also
categorises areas of weakness of a firm and makes suggestions on how to improve in
order to be an excellent organisation. Moreover, there is a benchmarking facility to
identify the gap from best practice organisations and winners. This chapter summarises
the findings of the longitudinal study and proposed model function with relation to
sustainability of quality and the model testing results on Middle Eastern government
entities.

9.2 MAJOR STUDY FINDINGS
As illustrated before, only a few studies have attempted to track quality conditions and
critical factors for TQM implementation that deliver sustainable performance
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longitudinally. This study focuses on the critical success factors that contribute to TQM
implementation and critical areas of measurement that deliver sustainable performance
through longitudinal case study analysis of quality award winners of the Malcolm
Baldrige National Quality Award (MBNQA). Seventy nine companies over the past
twenty years (from 1988 until 2008) were examined; results show that there are certain
critical factors that have been implemented successfully over long periods by winners
that have a positive impact on performance. The study also looked into CAM of
measurement used by winners of excellence quality awards over long periods of time.
Categories of CSFs for TQM implementation and areas of measurement have been
proposed and linked to the EFQM Excellence Model.

9.2.1 Quality shift
Albeit the Total Quality Management as a concept has been around in the academia for
quite some time, the application of the concept in the industrial sector is not too old.
The practice of TQM concept in the industrial sector has been welcomed by the
strategic managers in several phases. The study reveals that an evolution path and
paradigm shift of total quality management is notable in winners’ case studies. It is
found that there have been shifts in focus from quality, service and customer to market
orientation. The result of the study shows that the period between 1988 and 1992,
management focus was on product efficiency and reliability in the period (see Table 6.2
and Chapter 4.3). However, the focus of the quality movement has shifted after 1992 to
services and customer orientation, then finally to market orientation. Implementing and
managing this shift correctly is the first step toward successful TQM sustainability, as
stated by McDonald et al. (2002). After examining the evolution of TQM paths of
winners of MBNQA in 1988 and 1999 and also the 1992 and 1999 winners of EQA, he
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found four paradigm shifts, starting with product orientation in 1988 and going through
stages of service, customer and finally market orientation in 1999. He added that this
can be found in the literature on the MBNQA and EQA winners, and serves as not only
means of assessment but also as a basis for planning and improvement.

Table 9.1: Shift in critical factors

Critical Factors

1988 -1992
Quality control
Quality of the product
Training for quality
Data analysis for product
quality
Quality results

After 1992
Market and customer focus
Resources
and
partnership
development
Value creating process

This result is also supported by a longitudinal study undertaken by Zairi & Liburd
(2001) and Zairi (2005) which is similar to the current study. Their study was done on
20 organisation winners of MBNQA, the British Quality Award (BQA) and the EQA,
during the period 1990 to 2000. They suggested that the road to TQM requires a
paradigm shift that considers the transitional periods found in the literature, and TQM
sustainability is obtained through fulfilling certain transformation conditions for
competitive success. The TQM concept is not only about standardization and maintains
quality in every sector, but also about the transformation of the entire enterprise and
how it views and conducts business with its customers. Therefore, the TQM concept
and its practice is continuously evolving according to the change and demand in the
macro environmental factors in order for the firms to gain and sustain competitive
advantage.
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9.3 CRITICAL FACTORS OF IMPLEMENTATION (CFI)
DRIVERS OF EXCELLENCE
There have been different suggestions of the CSFs of TQM in the literature. These
factors have been evaluated differently; hence the level of importance for the factors is
different for organisations. While it comes to implementation, not all the firms are
focusing on all the factors that are mentioned in the literature in an equal manner in
order to be an excellent organisation. The results of the quantitative secondary case
study show that there are generic critical factors that have been used by world class
organisations for as long as twenty years. In this study, the existence of 24 critical
factors was examined in 79 MBNQA winners. It is found from the study that these
generic critical factors related to TQM implementation exist in all case studies of the
winners within the period of 1988-2008 (see Chapter 4.2 for details). A summary of the
results is presented in Table 9.2.
Table 9.2 shows the importance and existence of critical factors existence in the four
clusters for the twenty year period, which are categorised as 1988-1992, 1993-1998,
1999- 2003 and 2004- 2008. The table explains the number of companies that were
investigated in this study and the evidence of critical success factors that were
implemented by the management of excellent organisations within the year of 1988 to
2008. In the first cluster, from 1988 to 1992, a total of 17 companies won the award, in
the second cluster, from 1993-1997, a total of 18 companies won the award, a total of
23 companies won the award within the year 1999 to 2003, the third cluster and in the
fourth cluster, 2004-2008, a total of 21 companies won the award. The factors that
scored the lowest ( 8 out of 79 ) are Total employee engagement and Leader outcome
focus. Interestingly, it is found from the case study analysis that both the factors were
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not evident in the first three clusters. Both the factors were seen important by 8
companies between 2004-2008.Hence it can be argued that due to the change of the
macro environmental factors and the volatility of firms competitiveness, these factors
are slowly becoming crucial for excellent organisations.
Again, factors that score hundred percent, that means have been implemented by all the
award winners’ from case studies over the whole twenty years in all 79 case study i.e.
factors that exist in winners internal case study document, are- leadership and top
management commitment, strategies and policy, people management, process
management, customer satisfaction, supplier and partnership development, and
information management and analysis. Sustainability of TQM in an organisation is
determined by the successful implementation of critical success factors. The study
found that the above mentioned elements are basically the critical factors for TQM
implementation, as it has been evidenced from the secondary case study analysis. As
explained by Zairi (2005), sustainability is the organisation’s ability to cope with
constant changes in the business environment and ability to capture the most up to date
best practice methods. CSFs of TQM implementation were found in the 79 winners’
case studies in this study, furthermore, this was supported by a number of authors (e.g.
Lee, 2002; Khanna et al. 2003; Zairi, 2003; Bou-Llusar et al., 2009), who argue that
sustainability of TQM and quality excellence is determined by the successful
implementation of CSFs proposed by award criteria such as MBNQA and EFQM
(Thiagrajan, 1996; Robson and Mitchell, 2002). Organisation excellence is supported by
the fact that excellence is driven by various critical factors, the presence/absence of
which can have a marked effect on organisational performance. CFIs in this study are
compatible with the enablers factors of the EFQM Excellence Model (see Chapter 6),
and these enabler factors of the EFQM Excellence Model framework are used in the
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proposed benchmarking and maturity model, that was tested on Middle East
government entities. The analysis of testing will be shown later in this chapter.
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Table 9.2 Critical factors existence in the four clusters over the twenty year period
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9.2.1 Leadership
Leadership had been always mentioned as a prime factor for organisational performance
in the literature of TQM. As expected, based on the literature survey, results of
longitudinal analysis of winners case study showed the existence of this factor in all 79
companies for twenty years, which supports the criticality of Leadership factor (see
Section 4.3 ). This result is consistent with previous study finding which support the
importance of Leadership as a critical factor in TQM sustainable implementation
(Feigenbaum,1961; Deming,1986; Saraph et al.,1989; Juran,1993; Oakland ,1993;
Prorter and Parker,1993; Anderson et al. ,1994; Flynn et al.,1994; Goh and Yeo ,1994;
Powell,1995; LabovitzRosansky et al.,1995; Ahire et al.,1996; Black and Porter,1996;
Zeitz et al., 1997; Thiagarajan and Zairi, 1998; Tamimi, 1998; Yuosf et
al.,1999;Ross,1999; Ang et al. ,2000; Zhang et al., 2000; Dayton, 2001; Motwani ,2001;
Nwabueze ,2001; Kanji,2002; Bayazit, O.,2003; Dale, 2003; Dess and Lumpkin, 2003;
Seth ,2005).
The top management has responsibility of setting corporate quality goals, design quality
employee training, support employee innovation, involvement, recognition, reward
system, establish measurement of quality results and review the system for quality
implementation (Lewis et al. ,2006 Magd ,2008; Rhee ,2008; Rao, 2008; Boyle,2008;
Jung ,2009; Salaheldin ,2009). Without the proper support from top management it is
simply impossible to go further in quality implementation, to show commitment for
TQM implementation. Hence, it can be argued without any dithering that, leadership is
critical to achieve successful TQM implementation and leadership is considered as the
main pillar of any excellence and quality implementation initiatives.
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9.2.2 Policy and Strategy
Good leadership brings well defined policy and strategy that helps an organisation to
gain competitive advantage and to sustain the growth of the firm. In this study, it is
found from the longitudinal analysis of winners’ case study that, policy and strategy is
another critical factor that is evidenced in all 79 companies that won the award in the
last twenty years. This result is consistent with previous study finding which support the
importance of Policy and strategy as critical factor in TQM sustainable implementation
(Feigenbaum,1961; Deming,1986; Saraph et al.,1989; Juran,1993; Oakland ,1993;
Prorter and Parker,1993; Anderson et al. ,1994; Flynn et al.,1994; Goh and Yeo ,1994;
Powell,1995; LabovitzRosansky et al.,1995; Ahire et al.,1996; Black and Porter,1996;
Zeitz et al., 1997; Thiagarajan and Zairi, 1998; Tamimi, 1998; Yuosf et
al.,1999;Ross,1999; Ang et al. ,2000; Zhang et al., 2000; Dayton, 2001; Motwani ,2001;
Nwabueze ,2001; Kanji,2002; Bayazit, O.,2003; Dale, 2003; Dess and Lumpkin, 2003;
Seth ,2005; Lewis et al. ,2006; Wallace, 2006)
Policy and strategy is like the steering wheel that keeps organisations in constant focus
on its mission and vision. In addition, it works as a road map for other critical factors
such as people management, resources and partnership and customer relation
management etc, in order to perform as an excellent organisation as a whole. Therefore
policy and strategy is critical to be implemented in firms in order to an excellent
organisation achieve successful implementation of TQM.

9.2.3 Customer Management
Customer management has become the central focus for excellent organisation. If the
customers are not satisfied and are not managed in an efficient manner, a firm can never
be able to obtain and sustain competitive advantage. In this research, the results of
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longitudinal analysis of winners case study, like the leadership, policy and strategy
factor, it has also been evidenced in all 79 companies that won MBNQA for the last
twenty years. This result is consistent with previous study finding which support the
important of customer management as critical factor in TQM sustainable
implementation (Feigenbaum,1961; Deming,1986; Saraph et al.,1989; Juran,1993;
Oakland ,1993; Prorter and Parker,1993; Anderson et al. ,1994; Flynn et al.,1994; Goh
and Yeo ,1994; Powell,1995; LabovitzRosansky et al.,1995; Ahire et al.,1996; Black
and Porter,1996; Zeitz et al., 1997; Thiagarajan and Zairi, 1998; Tamimi, 1998; Yuosf
et al.,1999;Ross,1999; Ang et al. ,2000; Zhang et al., 2000; Dayton, 2001; Motwani
,2001; Nwabueze ,2001; Kanji,2002; Bayazit, O.,2003; Dale, 2003; Dess and Lumpkin,
2003; Seth ,2005; Lewis et al. ,2006; Chiu ,2008; Martin and Martin ,2008;Arumugam
,2009) .
Customer management is one of the core concept of TQM, which include being close to
customer, listening and learning from them in order to satisfy them to increase customer
loyalty. To get loyal customers firms need to define organisation process and resources,
they have to involve employees as well as customers to ensure that their interests are
represented. The company also has to design their quality initiatives according to their
customers needs, not according to the business needs. As the companies adopt a TQM
philosophy, they have to ask customers; what they need, what they want, or what
bothers them. This in fact will ensure a very soft TQM project implementation. Building
a strong relationship with customers is vital. Again, the company has to build
relationships that are valued by the customers, or on the other words, ensuring that the
relationships are two-way. Therefore, it is essential for an organisation to understand its
customer needs before implementing TQM. It should evaluate its business strategy
according to customer needs and requirements. So that they can

manage their
237

customers in such manner that ultimate customer delight and satisfaction is achieved.
Thus successful implementation of total quality management depends heavily on
successful incorporation of customer orientation into company core value and its
implementation of customer management.

9.2.4 People Management
Employees are the lifeblood of any organisation and the most important resource of any
organisation. If the people factor is not taken care of efficiently, a firm can never be able
to attain competitive advantage. In this study, the results of longitudinal analysis of the
MBNQA winners’ case study showed the existence of this factor in all 79 companies
for twenty years. This support the criticality of people management factor (see Section
4.3 for details). This result is consistent with previous findings from various studies,
which support the importance of people management and identified people management
as a critical factor in TQM sustainable implementation (Feigenbaum,1961;
Deming,1986; Saraph et al.,1989; Juran,1993; Oakland ,1993; Prorter and Parker,1993;
Anderson et al. ,1994;

Flynn et al.,1994; Goh and Yeo ,1994; Powell,1995;

LabovitzRosansky et al.,1995; Ahire et al.,1996; Black and Porter,1996; Zeitz et al.,
1997; Thiagarajan and Zairi, 1998; Tamimi, 1998; Yuosf et al.,1999;Ross,1999; Ang et
al. ,2000; Zhang et al., 2000; Dayton, 2001; Motwani ,2001; Nwabueze ,2001;
Kanji,2002; Bayazit, O.,2003; Dale, 2003; Dess and Lumpkin, 2003; Seth ,2005; Lewis
et al. ,2006; Safa and Bakar ,2007)

.

It is obvious that if an organisation wants to implement TQM, the philosophy needs to
be understood by its people and all the activities to implement the TQM will be done
only by people working in the firm. If they are not managed and satisfied in an efficient
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manner, no matter how the firm tries, they will not be able to achieve an excellent
organisation status. Therefore people management factor is considered as the most
important factor for any organisation to implement TQM successfully.

9.2.5 Information Management and Analysis
We are living in the business world of information revolution. Firms will become more
powerful and successful, if they can manage their information in an efficient manner.
While investigating the case studies between 1988-2008 MBNQA winners’ it is found
that this factor is highly evident in all 79 companies under study, which support the
criticality of Information Management and Analysis factor (see Section 4.3 ). This
result is consistent with previous study finding which support the important of
Information Management and Analysis as critical factor in TQM sustainable
implementation (Feigenbaum,1961; Deming,1986; Saraph et al.,1989; Juran,1993;
Oakland ,1993; Prorter and Parker,1993; Anderson et al. ,1994; Flynn et al.,1994; Goh
and Yeo ,1994; Powell,1995; LabovitzRosansky et al.,1995; Ahire et al.,1996; Black
and Porter,1996; Zeitz et al., 1997; Thiagarajan and Zairi, 1998; Tamimi, 1998; Yuosf
et al.,1999;Ross,1999; Ang et al. ,2000; Zhang et al., 2000; Dayton, 2001; Motwani
,2001; Nwabueze ,2001; Kanji,2002; Bayazit, O.,2003; Dale, 2003; Dess and Lumpkin,
2003; Seth ,2005; Lewis et al. ,2006; Tarí and Juana-Espinosa 2007;Valas 2008),
As noted previously, data and information are the lifeblood of any

organisation.

Successful implementation of TQM necessitates a flow of information around the
organisation and tight integration between operational and other relevant systems.
Having the right information at the right time is crucial to successful TQM
implementation, providing TQM insight and allowing effective interaction across any
channel. In general, TQM focuses on effectively turning information into intelligent
business knowledge to manage a firm more efficiently. Moreover it helps firms to
compare company’s current position with best in class, to continually assesses their
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performance and use feedback to correct whatever needed to keep organisation focussed
on its strategic goals. Therefore information management and data factor is an important
part of TQM principle and implementation success.

9.2.6 Process Management
Process management is a core activity in operations and total quality management.
Results of the longitudinal analysis of the MBNQA winners’ case study between 19882008, showed the existence of this factor in all 79 companies. This supports the
criticality of Process Management factor (see Section 4.3 for details). This result is
consistent with previous study finding which support the importance of Process
Management as critical factor in TQM sustainable implementation (Feigenbaum,1961;
Deming,1986; Saraph et al.,1989; Juran,1993; Oakland ,1993; Prorter and Parker,1993;
Anderson et al. ,1994;

Flynn et al.,1994; Goh and Yeo ,1994; Powell,1995;

LabovitzRosansky et al.,1995; Ahire et al.,1996; Black and Porter,1996; Zeitz et al.,
1997; Thiagarajan and Zairi, 1998; Tamimi, 1998; Yuosf et al.,1999;Ross,1999; Ang et
al. ,2000; Zhang et al., 2000; Dayton, 2001; Motwani ,2001; Nwabueze ,2001;
Kanji,2002; Bayazit, O.,2003; Dale, 2003; Dess and Lumpkin, 2003; Seth ,2005; Lewis
et al. ,2006; Lam et al. ,2008; Li and Markowski ,2008; Arumugam,2009),
All activities that add value to customer consider process that needs intention and
special care. Continuous improvement is also a process criteria and successful
implementation of TQM depends on an efficient development of a process that control
organisation activity which has an integrated review of procedure effectiveness in
reaching organisation goal. This is also supported by Zairi & Liburd (2001) Kaplan and
Norton, 2000 Lawson et al. (2004) where they suggested that adopting the CSFs of
TQM process measurement and the use of the balance scorecard as a process is at the
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heart of business excellence that gives companies strength, continuity and sustainable
performance.

9.4

ENABLERS IMPACT ON PERFORMANCE

The impact of the critical factors of implementation on performance was tested by
examining the average percentage of financial results, customer and employee results
longitudinally over twenty years in all 79 winners of the MBNQA case study. Out of
this longitudinal analysis the study highlighted 24 critical factors.
The critical factors of TQM are the fundamentals that lead to adequate performance, as
has been proved by other studies (Saraph et al., 1989; Badri et al., 1995; Powell,
1995; Ahire et al., 1996; Adam et al., 1997; Hendricks and Singhal, 1997; Grandzol and
Gershon, 1998; Quazi et al., 1998; Das et al., 2000). In regards to measure financial
results, average percentage of market share was examined, where results of the average
were between a minimum of 61% to 90% maximum ( see table- 9.4 below).

Table 9.4 Trends in market share results through longitudinal analysis
Market share results
From %

To %

Financial impact (1988-1992)

61

82

Financial impact (1993-997)

72

90

Financial impact (1998-2002)

75

90

Financial impact (2003-2008)

71

87

.

241

While investigating customer results, it is found that, results were between a minimum
of 70% and maximum 95% ( see table-9.5).

Table 9.5 Trends in customer survey results through longitudinal analysis

Customer survey results
From %

To %

Customer impact (1988-1992)

82

95

Customer impact (1993-997)

70

84

Customer impact (1998-2002)

84

90

Customer impact (2003-2008)

85

95

Again while investigating people results, the learning impact average percent was
examined and the results were between a minimum of 66% and a maximum of 95%.(see
table-9.6)

Table 9.6 Trends in people satisfaction with training through longitudinal analysis
People satisfaction results
From %

To %

Learning impact (1988-1992)

72

80

Learning impact (1993-997)

66

83

Learning impact (1998-2002)

70

85

Learning impact (2003-2008)

87

95
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These high averages confirm that enablement of TQM excellence factors and critical
success factors have a positive impact on the sustainability of TQM. This was supported
by Kunst And Lemmink (2000), Zairi (2003) and Porter and Tanner (2004) who
suggested that TQM effectiveness and organisational performance can be measured by
using a self-assessment framework of quality management, such as EFQM or MBNQA.
Thiagrajan (1996) and Robson and Mitchell (2002) also supported the results, where
they suggested that, organisational excellence is supported by the fact that excellence is
driven by various critical factors, the presence/absence of which can have a marked
effect on organisational performance.

9.5 CRITICAL AREA OF MEASUREMENT (CAM)
Sustainability plays an important role in organisational performance, which can be
measured by using a self-assessment framework of quality management such as EFQM
or MBNQA. It is argued that because these factors have been used and implemented for
20 years that shows that they deliver sustainable performance. The impact of CFI on
performance will be shown later in this chapter.
This study has identified twenty areas of measurement through an extant and systematic
literature review. Moreover, through longitudinal analysis, mapping of the critical area
of measurement was undertaken (see Chapter 4). The results from this activity show
that there is a shift in areas of measurement in the period 1988 to 1992. Excellent
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companies now focus on things related to product efficiency and improvement rate,
quality assurance of the product and equipment reliability rate. It is also found that new
areas of measure occurred after 1992, such as measurement of environmental impact,
new design rate, number of employees involved, employee turnover and retention, and
employee satisfaction rate (see table 9.3).

Table 9.3 Critical area of measurement
Area of measure between 1988 and 1992

Area of measure existing after 1992

•

Product efficiency and improvement rate

•

Environmental impact rate

•

Quality assurance of product and services

•

Number of new designs

•

Product or equipment reliability rate

•

Number of employees involved

•

Employee turnover and retention

•

Employee satisfaction

This study also identified areas of measurement that have been clustered into four main
critical areas of measure: financial-related measure, people-related measure, capabilityrelated measure and customer-related measure. The aforementioned balanced generic
area of measurement was linked to the results factors and performance measures used in
the EFQM Excellence Model for validation (see Chapter 6.5). Thus, in the proposed
model, critical factors of EFQM are used for testing CAM implementation and to test
whether there is any impact on performance. Other studies have used the same method,
for instance, Heras (2005) used the EFQM Excellence Model and the BSC as a
framework for performance system implementation indicators, and empirically
implemented this in an organisation.
Another similar study, completed by Aken (2005), created a tool for assessing maturity
and effectiveness of organisational performance measurement systems using EFQM and
the Baldrige approach as a scoring framework. However, data analysis of the tool’s
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implementation came from only one public sector case study. Whilst, this study used the
EFQM framework for the validation of the critical areas of measurement, which are
drawn from the longitudinal analysis of 79 case studies of MBNQA winners. Then, the
proposed model was tested on 36 Middle Eastern government entities to test the existing
relationship between enabler factors and the results of the proposed model.

9.5.1 Financial related measure

Financial measures are the fundamental way to evaluate the performance of any
organisation. Likewise, in this study, the results of longitudinal analysis of MBNQA
winners’ case study for last twenty years showed the existence of the use of related
financial measure is been found in all 79 companies and been identified as a critical
area of measure (see chapter 4.5.1 for details). This support the criticality of such factor
which is consistent with previous study and findings by Kaplan & Atkinson (2001),
Niven, ,(2002); Zelman et al., (2003) and Davis and Albright (2004). Financial measure
is the first to be measured and used by companies for many years.
In fact it was the only measure for decade, however companies cannot rely on financial
measures only .Mix of financial and non financial measures must be used to keep track
of critical area of measurement. It is the right balance of measure, depending on
organisation goal, that allow companies continuously updated and correct their
performance and that is what winners of prestigious quality award always did for the
past twenty years.
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9.5.2 Customer related measure

All the study findings in this research confirm that the factor of developing a customer
centric strategy is an important critical factor in TQM implementation. The results from
all study methods in this research suggest that the factor of developing a customer
centric measure and the success of the TQM project implementation are positively
linked. Results from the secondary data analysis show that the existence of this factor
in all 79 companies for twenty years, this support the criticality of such factor. the use
of related Customer measure is been found in all winners cases and been identified as a
critical area of measure (see chapter 4.5.1) This result is consistent with previous study
and finding which support the importance of customer measure as critical area (
Kaplan & Norton ,1996; Demers et. al, ,2006; Bergendahl and Wachtmeister ,1993;
Zairi ,1992).

9.5.3 People related measure
Results of longitudinal analysis of MBNQA winners’ case study showed the existence
of this factor in all 79 companies for twenty years, this support the criticality of such
factor. The use of related people measure has been found in all winners cases and been
identified as a critical area of measure (see chapter 4.5.1 for details) This result is
consistent with previous study and finding which support the important of People
measure

as critical area (Brown ,1996;Niven ,2002; McNair & Mosconi

,1987;Mortiboys and Oakland ,1991)
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9.5.4 Capability related measure
Results of longitudinal analysis of winners case study showed the existence of this
factor in all 79 companies for twenty years, this support the criticality of such factor. the
use of related Internal measure is been found in all winners cases and been identified as
a critical area of measure (see chapter 4.5.1) This result is consistent with previous
study and finding which support the important of Internal measure as critical area
(Jones ,2004; Kaplan & Norton, ,1996; Jusoh et. al ,2008;McNair & Mosconi ,1987;
Harrison et al. ,1990; Crosby ,1979; McNair & Mosconi ,1987; Dale and Plunkett,1999;
Kritchanchai, 2004, Hannabarger, 2007)

9.6 PROPOSED MODEL: KEY FEATURES AND TESTING
RESULTS
Several models have been developed till date for self assessment. For instance, Castka
et al. (2004) proposed a self-assessment and benchmarking tool based on the EFQM
framework to enhance teamwork performance. Xu and Yang (2003) have developed
decision support software based on Business Excellence Through Action (BETA) that
uses the EFQM Excellence Model to conduct business excellence self-assessment. The
software provides structured knowledge-based guidelines for helping organisations to
make judgments more objectively. However, the major weakness of the tool is, it is
designed for small and medium enterprises (SMEs) only. Self-assessment on the basis
of the award criteria is one means of measuring the overall effects of TQM efforts,
whereby it is possible to go through the plan-do-check- act cycle by evaluating the
results of the self-assessment and taking action for the following period. In order to
overcome the weaknesses of the currently available models a purpose of this study was
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to develop a model for self assessment. The findings from the pilot testing of the model
is discussed in the following sections with further details.

9.6.1 Benchmarking facilities
The level of successful implementation of TQM can be further sustained by engaging
with benchmarking and self-assessment activities. This was supported by Sinclair and
Zairi (2000, 2001) and Reid (2008) who believe that the benefits that benchmarking
brings to an organisation will ensure that it remains a sustainable practice in the future
(Zairi, 1996b) (see Chapter 3.5.2 and 3.8). To show the importance of such activities
and their effect on sustainable quality, the proposed model provides benchmarking
facility, which is based on the EFQM Excellence Model. This is one of the main
functions of the tested model, through which organisations will be able to evaluate
themselves against the excellence criteria and the sub-criteria generically. The proposed
model will automatically calculate weighting scores, how it contributes the enablers and
results according to the assessment, after which the model provides a position in the
overall index against the best-in-class winners’ benchmarking scores, which is
embedded in the system.
To test and validate the model, it has been tested using the data from Government
agencies in the Middle East. Results of the benchmarking show that the Middle East
government entities totalled an average score of 293 out of 1,000 points, compared with
best-in-class average scores of 560. There is gap of 267 points from the winners’ mean
average (see Table 8.10). Moreover, results of testing this function on MEGEP showed
low levels of benchmarked results for all nine critical factors (see Chapter 8.2 and Table
9.8) displayed by the Middle East government entities.
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Table 9.7 Average Total Score of Self-assessment and Differences (maximum 1,000
point)

Winner

Total Average Score

MEB

430

UKB

578

EB

671

MEGEP

293

Winners
Average
Differences to
Average winners

560
-267

Leadership

Policy and Strategy

People

Partnership &
Resources

Processes

Customer Results

People Results

Society Results

Key Performance
Results

Table 9.8 Factors average score against winners’ mean average in enablers and
results

33

26

29

31

46

50

23

11

41

69

67

66

65

65

62

63

48

62

MEGEP
Winners’
Mean
Average

9.6.2 Gap analysis
Another core function of the proposed model is show the gap analysis of the firm for
self assessment. Gap analysis provides valuable information indicating areas which
need improvement. The EFQM Excellence Model provides a comprehensive tool for
gap measurement of its nine critical factors, which shows where the company stands
and where each gap is for each critical factor. Gap analysis for MEGEP for all three
median scores in enablers and results, against the median score of best-in-class of EB,
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MEB and UKB (see Chapter 8.2.3) shows massive gap differences in all criteria.
Especially with EB, where the gaps are as follows: leadership -49 points, policy and
strategy -47, people management -52, partnership and resources -43, process -28,
customer results -25, people results -58, society results -65, and key performance results
-34 points. This indicates that TQM implementation is at the beginning of its journey
and is far from excellence in the tested organisations.
Previous studies (e.g. Cangas, 1996; Larsstuen and Mikkelsen, 1999; Zairi, 2003;
Jorgensen et al., 2004) describe EFQM as a practical tool to help organisations establish
an appropriate management system by measuring where they are on the path to
excellence, helping them to understand the gaps, and stimulating solutions (Maslow et
al., 2006). Thus, “self-assessment could provide a form of gap analysis indicating the
areas in need of improvement and utilize self-assessment for a number of reasons, many
of those are not related in any way to the quality awards” (Jorgensen et al., 2004).

Leadership

Policy and Strategy

People

Partnership &
Resources

Processes

Customer Results

People Results

Society Results

Key Performance
Results

Table 9.9 MEGEP gap analysis vs. winners

33

27

29

31

47

50

23

11

41

-39

-43

-41

-36

-21

-15

-45

-44

-24

MEGEP
Gap
Winners’
Median
Average

250

9.6.3 Level of maturity and position against winners
While self assessing it is vital for organisation to adopt, integrate and implement critical
factors of TQM fully, and constantly measure critical areas using a balanced approach
for measurement that serves the organisation’s mission and vision. The level of maturity
determines how good the organisation is in implementing drivers or enablers of
excellence and competitiveness, and measuring organisation’s critical areas at the same
time. Therefore, using the EFQM excellence model framework and scoring system is
one of the best way to assess companies’ heading towards excellence through a
comprehensive focus on critical factors of enablers and results. Verweire and Berghe
(2004) argue that organisational maturity in the journey towards excellence can be
determined in terms of an EFQM score from 1,000 points.
Hence, one of the features of the proposed model is to show enablers and results
percentage scores. Based on this score, their position in the maturity index can be
determined. Testing on MEGEP shows more emphasis is placed on enablers factors;
they scored 167 out of 500 points in enablers factors but only 125 out of 500 points in
results factors (see Chapter 8.2.5 and Table 9.10). This resulted in placing MEGEP in
the “leaking” position on Zairi’s (2003) level of maturity index (see Table 9.11). On the
other hand, UKB and EB were in the “need a boost” position for the reason that they
emphasise both sides: enablers factors and results factors; this is a much improved
position in comparison to MEGEP. This is compatible with Zairi’s (2003) indication of
the level of maturity. He argues that mature companies fully implement means of
providing competitiveness (or the enablers’ factors of EFQM) and equally place
emphasis on achievement (or the results criteria) in order to reach the status of
excellence and the “cruising” position in the maturity index.
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Table 9.10 MEGEP enablers and results average vs. winners
ENABLERS

RESULTS

MEGEP

167

125

MIDDLE EAST
BEST

255

175

UK BEST

356

222

EUROPE BEST

386

307

Table 9.11 MEGEP position in the maturity index against best in class
ENABLERS

RESULTS

Level of maturity

MEGEP

33%

25%

Leaking position

MIDDLE EAST
BEST

51%

35%

Mis-firing

UK BEST

71%

44%

Needs a boost

EUROPE BEST

77%

61%

Needs a boost

These results give a clear indication to the firm about their current state of business
performance, so that they can develop an appropriate strategy according to the guided
solutions.

9.7 SUMMARY
This chapter presents the key findings and analysis of data derived of quantitative and
qualitative secondary data presented in Chapters Four, Five, Six, Seven, Eight and Nine.
The interpretations of the results have been guided by previous empirical studies in the
context of scrutiny of the relevant literature review. The study is one of its kinds that
investigated the MBNQA winners’ between 1988 - 2008. From the detailed systematic
analysis of the secondary data, the above discussion gives a detailed analysis of the
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findings in terms of the critical success factors of TQM implementation. The study has
the effect of various factors on quality maturity and excellence over a long period of
time and based on that a taxonomy is developed that unifies generic CSF for TQM
implementation and validate the use of the factors currently used by different excellence
award. Hence, one of the findings of the study is the paradigm shift of total quality
management in different phases, that shows the evolution of TQM. This shows that
management focus between 1988 and 1992 was on product efficiency and reliability
which later on moved toward services and customer orientation, then finally to market
orientation in different phases.
Another key finding of the study is to identify 24 critical factors for success in TQM
implementation that was examined in 79 MBNQA winners over the twenty years
period. Later on these factors have been organised in clusters for the twenty year period,
which are categorised as 1988-1992, 1993-1997, 1999- 2003 and 2004- 2008. Through
the analysis it was found that all factors were not equally important by organisations in
different eras. Through the exploration, it was found that Total employee engagement
and Leader outcome focus factors were the least observed factors from the case
submissions of the winners. Interestingly both the factors were evidenced in the era of
2004-2008 in 8 winners’ submissions. Conversely, the factors that scored hundred
percent, that means have been implemented by all the 79 award winners’ from case
studies over the whole twenty years, are- leadership and top management commitment,
strategies and policy, people management, process management, customer satisfaction,
supplier and partnership development, and information management and analysis.
Finally, the study develops and proposes a model for self assessment to overcome the
weaknesses of the already available self assessment tools. This has been tested and
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validated by using the data from Government agencies in the Middle East. The
proposed model present the benchmarking facility, which is based on the EFQM
Excellence Model. The model also provides the organisations to do a Gap analysis
based on Leadership, Policy and Strategy, People Partnership &Resources, Processes,
Customer Results, People Results, Society Results and Key Performance Results
factors. Moreover, the proposed model offers firms to evaluate their maturity level of
the firm to suggest where the organisation should emphasise.
The model is expected to be useful to a wide range of organisations, since it provides a
set of excellence elements that suit any business situation. In addition, in constructing
the model, consideration was accorded to the objective of structuring it to be of as much
practical value as possible. Such an objective is best achieved by presenting the
components of the model in the form of excellence guidelines, with the critical factors
superposed as a useful ‘checklist’. The next chapter is the final chapter; it presents the
overall conclusions drawn from the study and suggestions for future research are
discussed.
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10 CHAPTER TEN

CONCLUSIONS AND
RECOMMENDATIONS
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10.1 INTRODUCTION
Thousands of firms throughout the world and most of the industrialised countries of
the world have embraced total quality management (TQM) as the mainstream
management system. However, there is no consensus on the critical success factors
(CSF) of TQM and their effect on TQM implementation. One of the major reasons
for such differences is due to the fact that different models are applied for TQM
practice and different awards are recognised for TQM application, e.g. MBNQA,
EFQM, etc. However, the Malcolm Baldrige National Quality Award (MBNQA) is
credited with rapid adoption of TQM during the last 20 years.
Despite this, non-empirical and non-academic articles cited different critical success
factors for TQM implementation in organisations in the early 1990s, and throughout
the 1990s academic researchers continued to state that there was insufficient
evidence for making a comprehensive list of CSFs for TQM implementation.
Therefore, this dissertation focused upon longitudinal research over a 20 year
period to ascertain the CSFs for TQM.
This chapter presents conclusions and recommendations of the research. It presents an
overall summary of the major findings resulting from this study and details the
conclusions drawn.
The primary objective of this longitudinal analysis of MBNQA winners in the last 20
years was to find a detailed list of CSFs of TQM that allowed these organisations to win
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the MBNQA. Hence, this dissertation entailed “a study of the CSFs for sustainable
TQM: A proposed assessment model for maturity and excellence”. To assist in
answering this, the research design was carefully thought out in order to achieve the
following objectives:
• To identify, verify and validate the critical success factors (CSFs) of TQM that
deliver excellence in order to ensure sustainable performance.
• To investigate how excellent organisations put into practice the CSFs by examining
secondary case studies of winners of MBNQA.
• To examine how these CSFs of sustainable excellence, if implemented fully, impact
performance.
• To design an assessment tool to evaluate the maturity and excellence of the
organisation through benchmarking and self-assessment by using Zairi’s “Ladder of
Excellence” and “Index of Excellence” that will support organisations to determine
their level of excellence and maturity in implementing the critical factors of
excellence, which will also focus on the results factors of organisation performance.
In order to attain the above objectives several research questions were investigated, as
follows:
• What are the critical success factors for TQM implementation that deliver
organisational excellence and sustainability? To be verified and validated.
• What are the critical areas of measurement (CAM) that organisations use to sustain
their performance?
• How do excellent organisations put into practice the CSFs for implementing TQM?
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• What are the effects of these critical factors for total quality implementation (CFI) on
sustainable organisational performance?
To answer the previous questions, four hypotheses were formed, derived from the
review of the literature:
• H1: There are lists of CSFs that, if enabled and implemented, will drive organisations
toward excellence and sustainability.
• H2: An organisation’s sustainability depends on capturing the critical success factors
of TQM implementation and adopting new factors if needed.
• H3: An organisation that implements the critical factors of excellence internally (i.e.
enabler criteria) impacts very positively on key performance results.
• H4: An organisation with a high score in a quality award has a high level of
implementation of the critical factors of TQM and has been using the critical areas of
measurement to reach excellence.
The research design of this study was a mix of quantitative and qualitative research
approaches, starting with intensive review of the literature followed by content analysis
of case studies for research validation and data collection. Classification of the critical
success factors of TQM was presented in Chapter Two and Chapter Three, whereby
both lists for validation were prepared for testing. Chapter Four represents results of this
test through a longitudinal case study analysis, where content analysis took place on the
internal documents of winners of the MBNQA, which were examined from over a
twenty year period.
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The composite findings of case study longitudinal analysis of winners, critical factors of
implementation (CFI) and critical areas of measurement (CAM) were presented in
Chapter Six. Factors of CFI and CAM formed the basis of the proposed assessment
model of excellence which was linked to EFQM. This was for the purpose of validation
of the model and to show similarities between the proposed model and the EFQM
excellence model. Afterwards, a level of excellence and maturity assessment tool for
technical development was proposed; this was presented in Chapter Seven.
Testing of the functions of the model took place in Chapter Eight using government
entities that were implementing excellence programmes in the Middle East. This was
followed by a discussion of the key findings, and the results of the model
implementation. This final chapter concludes by highlighting the study’s limitations and
providing suggestions for future research.

10.2 OVERVIEW OF THE RESEARCH
Investigation of the critical success factors for TQM has been the focus of many studies.
The literature review in this area, as illustrated earlier in Chapter Three, revealed that
different studies mention different CSFs for TQM.

Based on the review of the

literature, and the limitations of the models in practice, this research offered the
opportunity to test and verify various hypotheses, and also to further explore and
investigate a complete list of CSFs for TQM. In addition, this study developed an
assessment tool to evaluate the maturity and excellence of an organisation through
benchmarking and self-assessment. This will support organisations to determine their
level of excellence and maturity in implementing the critical factors of excellence,
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which will also focus on the results factors of organisational performance. This has been
done by using Zairi’s (2001) “Ladder of Excellence” and “Index of Excellence” This
study has sought to contribute to this area of research and practice. It adopted an
integrated approach based on review of a large body of literature relevant to TQM and
operations management literature.
As has been mentioned earlier, only a few empirical research studies have considered
quality conditions in organisations over a long period of time on issues such as:
achieving and sustaining excellence through TQM; analysing the factors that winners
focus on throughout the years; considering how they implement these factors
empirically; and examining the impact of these factors on sustaining excellence in
performance. Therefore, understanding TQM implementation, learning from the best in
class, and analysing the results of winners of quality award over a long period of time is
crucial.
Previously, in Chapter Two, a list of 24 critical factors of TQM implementation (CFI)
were identified, validated through the literature review and categorised. Later, in
Chapter Four these 24 critical factors were further validated through analysing
secondary case studies of quality award winners of the Malcolm Baldrige National
Quality Award. The study was longitudinal and took 79 companies into consideration
during a twenty year period stretching from 1988 to 2008.
In this secondary case study analysis, 79 MBNQA winners were analysed from 1989 up
until 2008. From this investigation critical factors for the success of total quality
management have been identified. These CSFs of TQM in the award winners have acted
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as sustainable factors or can be mentioned as sustainable factors of excellence for
delivering sustainable performance. This is due to the fact that these CSFs of TQM have
been evident in the award winning organisations over the past twenty years. The study
found that the more mature the company was in implementing these critical factors of
excellence the more sustainable performance it would have.
Similarly, in Chapter Three, a list of critical areas of measurement (CAM) was
identified in order to help understand the important measurement factors that
organisations need to keep tracking in order to obtain sustainable performance. Twenty
four critical areas of measurement were identified from the literature review and a
categorised list was proposed. Furthermore, in Chapter Four these 24 critical factors
were validated by analysing the same 79 secondary case studies of MBNQA winners
over the same longitudinal period. The impact of CFIs on performance was tested by
examining the average financial results, and customer and employee results over the 20
years.
The validated CFIs and CAMs formed a base upon which to develop a model for
undertaking assessment in a new and original way. This was then tested in Chapter
Eight through a pilot study of 36 Middle Eastern government entities that were
implementing excellence strategies. The model was developed using Zairi’s Index of
Excellence and Ladder of Excellence as the base of the assessment tool. Application of
the proposed model allows assessment of companies against world-class organisations
(Best in Europe, Best in British and Middle East Best), through levels of maturity and
EFQM benchmarking techniques, but also will give guidelines on what they should be
doing, and where the organisation is underperforming.
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10.3 KEY FINDINGS
Although there are limitations to this study, as is the case with most empirical work, it
does provide a number of significant findings, as presented below.
Firstly, this study, through longitudinal content analysis of 79 winners of the prestigious
MBNQA over twenty years, was able to verify the continuous existence of seven CFIs
that deliver excellence, as follows:
• Leadership and top management commitment
• Strategic planning
• Customer management
• Information management and measure
• Employee management
• Partnership/supplier development
• Process management.
Also it verified the continuous existence of four CAMs that organisations use to monitor
performance continually: financial measures, internal measures, customer measures and
people measures. For validity, CFIs and CAMs were linked to the EFQM Excellence
Model to show their similarity.
Another major finding was that implementation of critical factors of excellence has a
positive impact on performance: winners throughout the years showed high score
percentage in their organisational performance; market share of the winning
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organisations averaged between a minimum of 61% and a maximum of 90%; customer
impact ranged between 70% and 95%; and the level of employee satisfaction with
learning averaged between 66% and 95%.
The research findings also demonstrate that a relationship between enablers of
excellence and results criteria does exist. This was validated through model testing. The
results of the longitudinal analysis and the MEGEP pilot study show that some of the
government entities were in a position of “leaking” as they had low average percentages
in enablers and results criteria. This proves the hypotheses which state that
organisations with high scores in a quality award have high levels of maturity for the
implementation of the critical factors of TQM and have been using the critical areas of
measurement to be able to reach excellence.

10.4 MAJOR CONTRIBUTIONS OF THE STUDY
This study has contributed to the methodology of research on TQM sustainability, by
demonstrating a triangulation approach in qualitative and quantitative methods. While
the quantitative study provided useful information, the qualitative study served as a core
starter for further study to assess and test the CFI impact on sustaining excellent
performance. In addition, the proposed model of the study served as an assessment tool
for best practice implementation, provided a benchmarking facility and demonstrated
the level of maturity compared to the best-in-class.
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10.4.1 Theoretical contribution
There has been a lot of research on TQM and its relevant fields. However, there is a
lack of a theoretical body of knowledge that focuses on: TQM sustainability, conditions
that help sustaining quality management, and areas of measurement, which needs to be
measured on a regular basis. This study focused on the effect of various factors on
quality maturity and excellence over a long period of time. This helped the researcher to
come up with a taxonomy that unified critical factors generically, and validated the use
of these factors by linking it to the EFQM quality award model.
The study also looked, over the years, at where measurement takes place in
organisations, the critical areas of measurement (CAM), and concluded a cluster of
CAMs by applying the proposed model of the study. The study also showed that the
critical factors, over the years, have been proven to sustain a high level of performance
and successful TQM implementation, which is crucial in gaining sustainable
organisational competitive advantage.

10.4.2 Practical contribution
The findings of this study can be applied and are relevant to all different sectors,
industries and organisations of different sizes. It has provided an insight into the various
principles and techniques of successful TQM implementation and conditions that help
to sustain principles of quality and excellence. Despite the popularity of TQM
remaining, it is complex. Consequently, this study has recognised a series of critical
issues that must be carefully considered to ensure successful implementation in order to
maintain a sustainable status.
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Generally, the model proposed by this study could be used as tool for an organisation to
determine the level of excellence and maturity in implementing the critical factors of
excellence and in focusing on the results factors of organisational performance. In
essence, the results of this research will help management to focus on crucial factors of
implementation and to determine critical areas of measurement that will help
organisations to sustain excellence and the quality management effort successfully.
As clarified in Chapter One, this thesis sought to achieve a number of principle research
objectives. To reiterate, the objectives of the study are: to verify and validate, the
critical success factors for TQM implementation that deliver organisational excellence
and sustainability; to find the critical areas of measurements that organisations use to
sustain their performance; to consider how excellent organisations put into practice the
CSFs for implementing TQM; and finally to investigate the effects of these critical
factors for total quality implementation on sustainable organisational performance?
Through longitudinal case study analysis this study was able to identify, verify and
validate that there are CFIs for TQM that deliver excellence. These factors ensure
sustainable performance, therefore we call them sustainable factors of excellence.
By revealing the CFIs that an organisation needs to focus on to achieve excellence and
reach maturity this research has created a road map for quality excellence
implementation.
This study, through examining winners’ case studies, was able to show how excellent
organisations put into practice the CSFs at the macro and micro level and how winners

265

implement these sustainable CSFs of excellence in real life situations, thereby proving
the positive impact of CFIs on organisational performance.
Furthermore, the study was able to produce a model enabling organisations to determine
the level of excellence and maturity in implementing CSFs of excellence and focus on
results factors of organisation performance, this was successfully tested on government
entities implementing excellence programmes in the Middle East.

10.5 LIMITATIONS OF THE STUDY
As in any research, this study is not without limitations: limitations of resources,
research strategy and model linkages. However, every care was taken to structure this
research so that these limitations would not significantly affect contributions. Although
this study analysed case studies of MBNQA winners from a twenty year period, there
was a lack of usage of data and information from other sources regarding those winners.
To get more insight into the winners, other case studies on the winners could be
considered.
This study mainly focused on MBNQA winners to analyse the existence of critical
factors used over time, and to consider how these had been implemented in each case
study. To get a detailed list of critical factors of success for TQM implementation, a
case study on the EFQM Excellence Model’s winners and winners of different
excellence models could be used. However, the researcher intended to focus only on a
single model, such as MBNQA, for uniformity. Although the MBNQA criteria for
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performance excellence (CPE) are reviewed annually, there is a need to integrate
findings from the research methodically with the MBNQA model and the CPE.
Another limitation of the study is the use of a singular research strategy validation
approach. In this study, only longitudinal content case study analysis was used to extract
quantitative and qualitative data. For a better understanding of factors that contribute to
TQM’s sustainable implementation, other methods could also be used, such as
questionnaire, survey and/or focus group with quality professionals to validate the
discovered critical factors.
Although analysis over twenty years’ internal documents was already time consuming,
limitations of model implementation might also be noticeable in this study. Even though
the study analysed case studies to extract critical factors of implementation and
measurement using MBNQA winners, the final model construct was linked only to the
EFQM Excellence Model. Other excellence award models, such as the Australian or
Canadian Excellence Model were not linked to show similarities/validation of critical
factors of TQM sustainability. The researcher’s arguments and discussions are based on
literature from MBNQA and EFQM; this is due to the fact that they are the most
widespread models and most other excellence models originate from them.

10.6 FUTURE RESEARCH DIRECTION
On the basis of the foregoing analysis, we recommend that future researchers use the
proposed model as a baseline for their constructs and measurable variables for CSFs.
Dependent upon organisational culture, the measurable variables can be modified
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accordingly. If all TQM researchers use the same constructs, as a community we can
focus future research upon longitudinal studies that would be replicated throughout
different regions and countries.

Further application of the proposed model in an

international context, for analysis of both manufacturing and service organisations, is
recommended. As a first step in this process, the results of this research will be
presented to quality experts for potential inclusion in future editions in the Middle
Eastern region. In an ongoing effort for continuous improvement, their feedback and
comments will be used for future journal articles.
It is further recommended that empirical investigation into those areas only weakly
supported, such as organisational governance and results, corporate ethics, and
corporate social responsibility, is undertaken. In addition, the application of CSFs and
the proposed model of TQM standards, with special emphasis on statistically
measurable results is needed. Finally, we must take seriously that the western culture
tends to be governed by fads, and take measures to ensure that TQM does not just
become one of these.
Sustaining excellence and the quality effort is a desirable goal for many organisations
around the world, and that continues to grow. There are several directions in which
future research is required. Firstly, researchers need to continue testing quality
conditions and factors that contribute to sustaining best practice and excellence
longitudinally.
Critical implementation factors of quality and excellence do change according to
customer and market needs, therefore continuous research is always needed. Secondly,
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further research also needs to consider whether similar CFIs of excellence exist in case
studies from other countries, such as those from Europe or South Asia. Third, the
impact of the proposed taxonomy of critical factors could include more measures in
order to study the full impact on organisational performance.
Fourth, quality professionals could enrich the findings of this research by adding
questionnaire and/or survey to the research methods. Likewise, the model should be
implemented in other countries to examine relationships between enablers criteria and
results criteria.
Further research could also focus, in more depth, on the full empirical impact of CFIs
on performance using the same methods of longitudinal analysis.

10.7 CONCLUSION
This study presented CFIs for excellence and considered CAMs that need to be
continuously measured to assess an organisation’s journey to the top. The critical
factors were distilled from the literature review and their importance was clear because
of the existence of most of the same factors over a 20 year period. These were validated
through content analysis of MBNQA winners’ case studies. This was equally done for
identifying areas of critical measure, and positive effects on performance were
concluded.
This enabled the researcher to build a maturity and excellence assessment tool that can
assess companies keen in reaching the status of excellence on the maturity of their
implementation. The testing of this model on Middle Eastern government entities
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enabled verification that strong enablers implementation or results implementation is
not enough if executed alone, a combination of strong enabler critical factors and results
critical factors is vital.
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11 APPENDIX A:
SOFTWARE FUNCTIONS
SEQUENCE
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Software first function: benchmarking facility
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Software second function: self-assessment facility
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Software third function: RADAR facility
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12 APPENDIX B:
SCORING SUMMARY SHEET:
EFQM EXCELLENCE MODEL
2003

SCORING SUMMARY SHEET
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1.

Enablers Criteria

Criterion Number

1

Criterion Part
Criterion Part
Criterion Part
Criterion Part
Criterion Part
Criterion Part

1a
1b
1c
1d
1e

%

2

%

3

2a
2b
2c
2d

%

3a
3b
3c
3d
3e

4

%

4a
4b
4c
4d
4e

5

%

5a
5b
5c
5d
5e

Sum of parts
÷5

÷4

÷5

÷5

÷5

Score awarded
Note:

The score awarded is the arithmetic average of the % scores for the
criterion part. If organisations present convincing reasons why one or
more parts are not relevant to them it is valid to calculate the average
on the number of criterion addressed. To avoid confusion (with a zero
score) parts of the criteria accepted as not relevant should be entered
“NR” in the table above.

2.

Results Criteria

Criterion
Number

6

Criterion Part 6a
Criterion Part 6b

% 7
x
0.7
5=
x
0.2
5=

7a
7b

% 8
x
0.7
5=
x
0.2
5=

8a
8b

% 9
x
0.2
5=
x
0.7
5=

9a
9b

%
x
0.5
0=
x
0.5
0=

Score awarded
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3.

Calculation of Total Points

Criterion
1
2
3
4
5
6
7
8
9

Leadership
Policy & Strategy
People
Partnership and Resources
Processes
Customer Results
People Results
Society Results
Key Performance Results

Score
factor
Awarded

Points Awarded

x 1.0
x 0.8
x 0.9
x 0.9
x 1.4
x 2.0
x 0.9
x 0.6
x 1.5

Total points awarded
- Enter the score awarded to each criterion (of both sections 1 and 2 above).
- Multiply each score by the appropriate factor to give points awarded.
- Add points awarded to each criterion to give total points awarded for application.
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