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      Course GuideBusiness Excellence

   
      
      
      
      1. Welcome

      
      
      [image: ]This streaming video requires Internet connection. Access it via Wi-Fi to avoid incurring data charges on your personal mobile
            plan.
         

      

      
         
            
         
      

      Presenter: Prof Lee Pui Mun

      
      
      Welcome to your study of BUS204 Business Excellence, a 5 credit unit (CU)
         course.
      

      
      This Study Guide is divided into two sections – the Course Guide and Study
         Units.
      

      
      The Course Guide provides a structure for the entire course. As the phrase
         implies, the Course Guide aims to guide you through the learning experience. In
         other words, it may be seen as a roadmap through which you are introduced to the
         different topics within the broader subject. This Guide has been prepared to help
         you understand the aims and learning outcomes of the course. In addition, it
         explains how the various materials and resources are organised and how they may be
         used, how your learning will be assessed, and how to get help if you need it. 
      

      
   
      
      
      
      2. Course Description and Aims

      
      Business excellence applies to all organisations. Achieving business excellence
         requires a concerted effort in many areas of the organisation. Developing business
         excellence is a manifestation of continuous improvements in all critical activities
         of the organisation. The criteria to evaluate whether an organisation has achieved
         business excellence usually rely on quality award frameworks such as the European
         Quality Award, the Macolm Baldridge National Quality Award and the past Singapore
         Quality Award, among others. This course will discuss important aspects of business
         excellence requirements and the holistic criteria used to evaluate business
         excellence in the organisation. Students will also learn how to plan and target
         necessary improvements to help the organisation in its drive towards business
         excellence. On the successful completion of this course, students will be capable of
         planning for and managing business excellence. In addition, students will be able to
         facilitate the self-assessment of business excellence in organisations and apply
         necessary plans to sustain business excellence in them.
      

      
   
      
      
      
      3. Learning Outcomes

      
      
         Knowledge & Understanding (Theory Component)
         
      

      
      
         
         
            
            	Review the evolution of quality thinking and total quality management 

            
            
            	Describe the concepts of total quality and business excellence 

            
            
            	Analyse Deming’s philosophy on Quality Management

            
            
            	Differentiate the philosophy on quality by different contributors to the
               field of quality management
            

            
            
            	 Compare various business excellence frameworks

            
            
            	 Illustrate how business excellence framework can be used to manage
               organisations 
            

            
            
            	Interpret the Business Excellence framework established by Enterprise
               Singapore 
            

            
            
            	Distinguish the various criteria of the Business Excellence framework
               established by Enterprise Singapore
            

            
            
            	 Explain the need for and benefits of using self-assessment tools related to
               business excellence standards
            

            
            
            	Comment different business excellence standards

            
            
            	Practise organisational self-assessment of business excellence based on
               different standards 
            

            
            
            	Discuss the relationships between enabling activities and organisational
               results 
            

            
            
            	Relate knowledge to the execution of improvements in critical activities to
               achieve business excellence 
            

            
            
            	Outline the concepts that underpin sustainable business excellence

            
            
         

         
         
      

      
      

      
      

      
      
         Key Skills (Practical Component)
         
      

      
      
         
         
            
            	Apply knowledge to enhance business excellence 

            
            
            	Demonstrate independent thinking and analytical judgement

            
            
            	Give oral presentations in class and on recorded video in areas related to
               Business Excellence
            

            
            
            	Develop the essential knowledge and interpersonal skills to work effectively
               as a team
            

            
            
         

         
         
      

      
   
      
      
      
      4. Learning Material

      
      The following is a list of the required learning materials to complete this
         course.
      

      
      
         Recommended study material
         
      

      
      
         
         1. Reference Materials

         
         
         Lee, P. M.  (2010, Apr). Total Quality Management – Evolving Through the Decades and its Future
               Direction. Paper presented at Invited Keynote Paper, 14th International Conference on ISO 9000
            & TQM, 14-ICIT. Scranton, Pennsylvania, USA.
         

         Lee, P. M.  (2000, Apr). A Model for Sustaining Business Excellence: An Analysis of Singapore Quality
               Award Winners. Paper presented at 5th International Conference on ISO 9000 and TQM. Singapore.
         

         
      
      
      
      
         
         2. Website(s):

         
         
            http://www.deming.org 
            
         

         
         
            www.juran.com
               
            
         

         
         
            www.asq.org
               
            
         

         
      
      
      
      
         www.qualitydigest.com  
         
      

      
      
         www.apqc.org
            
         
      

      
      
         https://www.nist.gov/baldrige
         
      

      
      
         https://efqm.org
            
         
      

      
      
   
      
      
      
      5. Assessment Overview

      
      The overall assessment weighting for the full online classes for this
         course is as follows: :
      

      
      
      
         
            
            
               
               
               
            
            
               
               
                  
                  	
                     Assessment

                  
                  
                  
                  	
                     Description

                  
                  
                  
                  	
                     Weight Allocation

                  
                  
                  
               

               
               
            
            
            
               
               
                  
                  	
                     
                        Assignments
                        
                     

                  
                  
                  
                  	
                     Pre-Course Quiz

                  
                  
                  
                  	
                     2%

                  
                  
                  
               

               
               
               
                  
                  	
                     Pre-Class Quiz 1

                  
                  
                  
                  	
                     2%

                  
                  
                  
               

               
               
               
                  
                  	
                     Pre-Class Quiz 2

                  
                  
                  
                  	
                     2%

                  
                  
                  
               

               
               
               
                  
                  	
                     Discussion

                  
                  
                  
                  	
                     10%

                  
                  
                  
               

               
               
               
                  
                  	
                     Participation

                  
                  
                  
                  	
                     6%

                  
                  
                  
               

               
               
               
                  
                  	
                     Tutor- marked Assignment

                  
                  
                  
                  	
                     18%

                  
                  
                  
               

               
               
               
                  
                  	Group-based Assignment
                  
                  
                  	
                     10%

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        End of Course Assessment
                        
                     

                  
                  
                  
                  	
                     End of Course Assessment

                  
                  
                  
                  	
                     50% 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        TOTAL
                        
                     

                  
                  
                  
                  	
                     

                  
                  
                  
                  	
                     
                        100%
                        
                     

                  
                  
                  
               

               
               
            
            
         

         
      

      

      
      
      SUSS’s assessment strategy consists of two components, Overall Continuous
            Assessment (OCAS) and Overall Examinable Component (OES) that make up
         the overall course assessment score. Both components will be equally weighted: 50%
         OCAS and 50% OES.
      

      
      
         (a) OCAS: In total, this continuous assessment will constitute 50 percent
         of overall student assessment for this course. The sub-components are reflected in
         the table above. The continuous assignments are compulsory and are
         non-substitutable. It is imperative that you read through your Assignment questions
         and submission instructions before embarking on your Assignment.
      

      
      
         (b) OES: The ECA is 100% of this component. To be sure of a pass
         result you need to achieve scores of at least 40% in each component. Your overall
         rank score is the weighted average of both components. 
      

      
   
      
      
      
      6. Course Schedule

      
      To help monitor your study progress, you should pay special attention to your
         Course Schedule. It contains study unit related activities including Assignments,
         Self-assessments, and Examinations. Please refer to the Course Timetable in the
         Student Portal for the updated Course Schedule.
      

      
      
         
         
            Note: You should always make it a point to check the Student
            Portal for any announcements and latest updates.
         

         
      

      
      You need to ensure you fully understand the contents of each Study Unit listed in
         the Course Schedule. You are expected to complete the suggested activities
         independently and/or in groups as indicated by the assignment instructions. It is
         imperative that you read through your Assignment questions and submission
         instructions before embarking on your Assignment. It is also important you
         comprehend the Overall Assessment Weighting of your course. This is listed in
         Section 5 of this Guide.
      

      
      Manage your time well so you can meet given deadlines and do regular revisions
         after completing each unit of study. They will help you retain the knowledge
         garnered and prepare you for any required formal assessment. If your course requires
         an end-of-semester examination, do look through the Specimen or Past Year Exam Paper
         which is available on Learning Management System.
      

      
      Although flexible learning – learning at your own pace, space and time – is a
         hallmark at SUSS, you are encouraged to engage your instructor and fellow students
         in online discussion forums. Sharing of ideas through meaningful debates will help
         broaden your learning and clarify your thinking.
      

      
   
      
      
      Study Units

   
      
      
      Study Unit 1
Total Quality and Quality Theories

   
      
      
      
      Chapter 1: Total Quality and Business Excellence 

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:

         
         
            
            	Review the evolution of quality thinking and total quality management.

            
            
            	Describe the concepts of total quality and business excellence.

            
            
         

         
         
      
      
      
      
      
         
         Overview
            
         
         Chapter 1 of the study unit offers an introduction to the concept of quality,
            quality management and business excellence.
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the specified article(s) listed in the
            Readings and References in order to have a better understanding of the subject
            matter covered in this study unit.
         

         
      
      
      
      
         [image: ]Read
            
            Lee Pui Mun, “Total Quality Management – Evolving Through the Decades and its
               Future Direction,” Invited Keynote Paper, 14th International Conference on ISO
               9000 & TQM, 14-ICIT, Scranton, Pennsylvania, USA, April 5-7, 2010.
            

            
         

      

      
      
         (Source: Pixabay / Public Domain)
         
            	
               
                  
                     
                        				​
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         1.1 Total Quality and Business Excellence

         
         Globalisation is well entrenched in our 21st Century economy as more countries
            are embracing the free market model and opening up their borders for investments
            and trading. Focus on customers and stay lean is a key fundamental strategy in
            global competitiveness. The philosophy of total quality management supports this
            fundamental business strategy. Total quality management philosophy inculcates
            business practices that will satisfy customers, reduce costs, increase
            productivity, and enhance quality.
         

         
         Total quality management practices help organisations to achieve business
            excellence. The concepts of total quality management have been incorporated into
            a business excellence framework. Organisations are using the business excellence
            framework to drive their operations and activities. Total quality management has
            now become a norm rather than an exception in many organisations. 
         

         
         For any organisation, there are several aspects of quality and reputation
            which are important: 
         

         
         
            
            	It is built upon the competitive elements of quality, reliability, delivery,
               and price, of which quality has become strategically the most
               important.
            

            
            
            	Once an organisation acquires a poor reputation for quality, it takes a very
               long time to change it.
            

            
            
            	Reputations, good or bad, can quickly become known locally and
               globally.
            

            
            
            	To remain competitive, emphasis on quality can be used to differentiate the
               organisation from its competitors.
            

            
            
            	Sales and marketing people must understand not only the needs of the
               customer but also the ability of their own organisation to meet them.
            

            
            
         

         
         
      
      
      
      
         
         1.2 Total Quality Management (TQM) – Evolving Through the Decades (reference:
            Lee, 2010)
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                  Total Quality Management - Evolving through the Decades 
                  
               

               
            

         

         
         
            Craftsman Products
            
         

         
         
            Figure 1.1 Shoe maker and young apprentice(Source: Wikimedia Commons / Public Domain)
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         The desire to develop quality products probably had been in existence during
            the era of pre-industrial revolution. Before the start of the factory and the
            use of mass production, products were done by craftsmen. The craftsman built
            each product individually with substantial autonomy and quality work is
            essential as a matter of pride and accountability. Because of the skills and
            responsibility needed to build the whole product, craftsmen often had to go
            through a long period of apprenticeship (usually a few years) before they could
            be confident of producing products by themselves. The products produced by these
            well-trained craftsmen usually had high standard of quality. A failed product
            could easily be traced to the craftsman responsible for it. Because of
            accountability and pride, craftsman products had to be of a high quality. On the
            other hand, craftsman products were usually limited in quantities and therefore
            not easily available to the masses. Even in our modern society today, craftsman
            products are usually synonymous with high quality and they often command premium
            prices. Italian and French branded goods and Italian hand-crafted sports cars
            are some examples of premium pricing on products.
         

         
         
            Mass Production and the Concept of Quality from a Statistical
               Viewpoint
            
         

         
         In 1776, James Watt developed the steam engine and heralded the beginning of
            the Industrial Revolution. The steam engine enabled production machinery to be
            developed and because of the need for power generation to drive the production
            machinery, such machinery had to be housed in a central location. Thus, the
            concept of a factory was born. Craftsmen were now gathered in the factory
            instead of working at disperse sites.
         

         
         In the 1800s, the concept of interchangeability was created.
            Interchangeability allowed products to be designed with many parts in which the
            parts could be made by different people and then brought together to be
            assembled into a whole product. Interchangeability implied that any selected
            piece of the same part could be fitted with any selected piece of another part
            and the sum of all fitted parts in the product would still maintain
            functionality and form.
         

         
         With this innovative concept, the role of the craftsmen was diminished as many
            workers could now simply be hired to make parts after being given minimal
            training. As the 19th Century came to an end, factory production was slowly
            reducing the dominant position of agriculture production in many highly
            industrialised countries. The productivity of factory production was further
            given a major boost with the ideas of Federick W. Taylor and Henry Ford.
            Federick W. Taylor came up with a concept in which production activities are
            divided into tasks with predetermined and standardised steps. With this concept,
            highly skilled workers were not needed to make products. What was needed is a
            group of unskilled workers that could be easily trained to perform specific
            tasks and when managed as a whole, will allow them to quickly build the whole
            product.
         

         
         
            Figure 1.2 A group of workers of the Ford assembly line(Source: Wikimedia Commons / Public Domain)
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         Henry Ford came up with the idea of mass production with the use of conveyor
            belt technology to drive production. As raw materials started to be moved from
            the beginning of the conveyor belt system, workers could be arranged to gather
            around the conveyor belt system to systematically work on the raw materials,
            each worker being responsible for executing a specific task while the
            work-in-progress materials passed through them. At the end of the conveyor belt
            system, continuous stream of the final products would exit at short interval
            from each other. This concept of production created the ability to mass produce
            products that could be supplied to the masses.
         

         
         However, as products were now produced with a group of workers instead of by a
            single craftsman, quality problems surfaced. Perhaps the reasons for quality
            problems to surface were due to the lack of pride and accountability as workers
            were now making parts rather than a whole product. Also, when interchanged parts
            were assembled and if there were quality issues, they would be highlighted
            immediately without being covered by immediate rework as was the case when work
            was carried out by an individual craftsman.
         

         
         Before the factory era, quality issues would only be evident when products
            were subjected to use. The advent of interchangeability and mass production gave
            rise to a new set of quality issues, those that occurred during production and
            within the production environment. The quality issues faced within production
            environment were that some interchangeable parts that were produced may not
            conform to established specifications or acceptable process range.
         

         
         In the 1930s, W. A. Shewhart came up with the concept of a control chart to
            monitor the stability of a process in producing parts that are consistently
            within an acceptable process variance range. The acceptable variance range is
            translated into control limits using statistical computations. With control
            charts, came 100% quality inspections along the production line.
         

         
         In the 1940s, during the Second World War, sampling inspection was added to
            speed up quality inspections at production lines. Sampling inspection was also
            derived from statistical computations. Sampling reduces the need to do 100%
            inspection yet ensures that the probability of having defective products not
            been detected to be very small. This is the era in which production yields were
            emphasised.
         

         
         
            Management Oriented Quality Concepts
            
         

         
         At the end of World War II, many countries were devastated economically and
            structurally, including Japan. Japanese manufacturers began to rebuild their
            factories. Japanese products would become synonymous with good quality in a few
            decades after they embarked on rebuilding factories. This phenomenon partly came
            about when Japanese manufacturers were introduced to management-oriented quality
            concepts by pioneers like W. Edwards Deming and Joseph M. Juran. Both men went
            to Japan in the early 1950s to introduce their quality concepts and philosophy
            to Japanese managers. Besides the concepts of statistical control charts and
            sampling inspections, both quality scholars advocated that substantial quality
            improvements could only be realised when organisations rallied everyone in the
            organisation to accept the case for continuous improvements to their processes
            and that senior management had to lead the quality initiatives.
         

         
         This era marked the advent of quality thinking related to continuous quality
            improvement through concerted organisation effort and management involvement,
            rather than just detecting and weeding out poor quality products via
            inspections. For Deming, it culminated in his System of Profound Knowledge and
            14 Points of Management. For Juran, some of his most important works included
            the Juran Trilogy (Planning, Control and Improvement) and the Pareto Diagram for
            prioritising quality issues.
         

         
         Following the advice of management-oriented quality concepts by Deming and
            Juran, the Japanese started to focus on system-wide quality improvement
            activities. In the 60s to early 80s, prominent Japanese quality experts such as
            Kaoru Ishikawa and Genichi Taguchi added practical techniques and methodologies
            to the framework of quality management thoughts and system-wide quality
            concepts. Kaoru Ishikawa provided managers and workers with practical tools and
            techniques to identify causes of quality problems and to solve quality problems
            and make systematic improvements. One of his most famous tools is the Ishikawa
            Diagram. Genichi Taguchi introduced the Quality Loss Function, a model to
            compute the economic loss that would incur when a product’s key specifications
            vary far from the intended target. Ishikawa advocated resolving quality problems
            in the production phase while Taguchi focused on enhancing and ensuring product
            quality at the design phase.
         

         
         It was during this era in which Quality Circles were introduced in Japanese
            industries. Quality Circles require groups of workers to come together
            periodically to discuss problems related to work and work environment and find
            solutions to these problems. Quality Circles as well as most of the practical
            quality tools developed by the Japanese experts advocated teamwork and employee
            participation. The Japanese together with the quality management pioneers
            Deming, Juran and Armand Feigenbaum had shifted quality thinking from one of
            identifying defects to one that focused on preventing defects by improving the
            processes. This important shift in quality thinking also contributed to the
            development of the concept, the Toyota Production System (TPS).
         

         
         
            Figure 1.3 Toyota factory (Source: Bertel Schmitt / Wikimedia Commons / CC-SA 3.0)
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               [image: ]Activity 1.1
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Describe the highlights in the history of quality before and since the
                     industrial revolution. What caused the most significant changes?
                  

                  
                  Solution
                        
                           
                           
                              
                              Evidence of the search for quality dates back to ancient Egypt, as
                                 indicated in the precision and uniformity of methods used in the
                                 construction of the pyramids. The craftsperson of the Middle Ages
                                 took special care to ensure quality in his/her product, a necessary
                                 step since he/she dealt directly with the customer.
                              

                              
                              In the late 18th Century, the Industrial Revolution occurred with
                                 development of interchangeable machine parts. The Industrial
                                 Revolution itself was a key turning point, since it made quality
                                 assurance a critical component of the production process. However,
                                 quality was determined only after the products were finished, rather
                                 than during the manufacturing process, so as volume increased and
                                 costs decreased, craftsmanship decreased.
                              

                              
                              Quality control techniques were further developed in the early
                                 20th Century, when methods of inspection to improve and maintain
                                 quality were gradually separated from production techniques. The
                                 significant difference between early and late 20th Century quality
                                 approaches was the development of the concept of “total quality” as
                                 applied to every area of an organisation, not just the production
                                 and/or operations functions.
                              

                              
                              In the early 21st Century, the emphasis has been placed on
                                 bringing quality improvement to the “bottom line” results by
                                 alignment of quality objectives with organisational goals.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            Total Quality Management as a Holistic System of Organisation Performance
               Excellence
            
         

         
         Starting in the 1980s, American managers began to realise that Japanese
            products were becoming very competitive and more importantly, they were sought
            after by consumers because of good quality and reliability. They found out that
            for the past few decades, the Japanese had been practising system-wide quality
            improvement with employee participation from all areas beside the factory floor.
            They came to realise that they have to change their own way of thinking about
            quality, which largely had been focusing on quality control and quality
            inspections.
         

         
         The American managers started to implement the philosophical quality concepts
            advocated by Deming. This was the era when the term Total Quality Management
            (TQM) was coined. TQM symbolises a management-oriented approach to quality as
            well as the need to cultivate organisation-wide participation in quality
            initiatives. Philip B. Crosby became known during this era with his concept of
            zero defects. TQM slowly became a major quality movement in the US in which the
            key initiatives were management commitment, quality leadership, continuous
            improvement, a focus on customer needs, and employee involvement.
         

         
         The movement gathered momentum and in the mid-1980s, it spawned an
            organisation self-assessment TQM framework that assesses the performance of an
            organisation in terms of its ability to produce quality products and maintain
            business competitiveness. These organisation self-assessment frameworks evolved
            into quality award criteria frameworks and as we came into the 21st Century, TQM
            activities became a norm rather than an exception in most organisations as
            businesses strive to be more competitive. The TQM self-assessment frameworks
            were thus more aptly termed business excellence frameworks. These business
            excellence frameworks will be examined in later chapters in this course.
         

         
         Besides the growth of international quality awards, the 1980s also saw the
            introduction of the ISO9000 family of Quality Standards, which is a
            certification programme for organisations. The main purpose of ISO9000 is for
            companies to document their quality systems in a series of manuals to facilitate
            trade through supplier conformance. The main difference between ISO9000
            certification and quality award is that the former is used as a means to
            acknowledge that the firm has a credible quality system put in place while the
            latter is an accolade that is given to a firm in recognition for its excellent
            performance through providing quality products and services. Although differing
            in focus, they both however share the same goal, which is to encourage and guide
            organisations in setting up a total quality management programme that is
            sustainable and effective.
         

         
         The 1980s could be considered as the defining period for TQM as the quality
            management movement firmly entrenched itself as a required imperative for
            achieving business competitiveness. It was during this era in which the service
            industry also started to adapt quality management thinking into their operations
            (minus the quality inspections and control charts). During this era, Bill Smith
            convinced Motorola (a major manufacturer of communications equipment) that the
            direction for process improvement should be towards achieving a six-sigma level
            of performance. Mikel Harry, also working in Motorola at that time, successfully
            translated the Six Sigma concept into a methodology for improvements that became
            the defining quality management movement in the 1990s.
         

         
         
            Six Sigma
            
         

         
         Although TQM and international quality award criteria frameworks provide the
            basis for managers to implement a quality management programme in their
            organisations, many managers and workers struggled to execute the principles of
            total quality management in reality. Take the example of one of the basic
            principles of TQM, continuous improvement. How could one start executing
            continuous improvements? What to improve, why need to improve and how much to
            improve? These are fundamental questions that need to be answered. Although the
            knowledge base on quality management had expanded by many folds over the past
            few decades prior to the 1990s, managers and workers who were not seasoned
            quality practitioners would find it hard to follow and apply the plethora of
            quality concepts, tools and techniques that are out there to support continuous
            improvement activities.
         

         
         Using the Six Sigma concept advocated by Bill Smith of Motorola in the 1980s,
            Mikel Harry came up with a structured methodology that provided an
            easy-to-follow approach for non-seasoned quality practitioners to apply when
            performing continuous improvement activities. His methodology centred on making
            improvements to process operations and it encompassed Define, Measure, Analyse,
            Improve, and Control (DMAIC). Six Sigma (as a methodology) allows managers and
            workers to identify a potential process for improvements by establishing its key
            performance variable and computing a sigma value based on it for the process.
            With this process measure, analysing areas of improvement for the process and
            instituting improvements plus monitoring future process performance become much
            easier to comprehend. Six Sigma became a very popular quality improvement
            methodology and it has been applied in both manufacturing and service
            industries.
         

         
         In the 1990s, another quality-related concept was also introduced. The term
            “lean manufacturing” was coined to identify a set of principles that included
            cellular production, pull system of manufacturing, rapid changeover and setup,
            teamwork and quality management. The objective of applying lean manufacturing is
            to reduce waste while optimising resources and quality of products or
            services.
         

         
         
            
               [image: ]Activity 1.2
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Identify the factors that contributed to the increased awareness of
                     quality in modern business.
                  

                  
                  Solution
                        
                           
                           
                              
                              There have been several factors contributing to increased
                                 awareness of quality including gaps between competitors’ quality
                                 levels, product recalls, and massive quality failures.
                              

                              
                              The realisation of the superior quality of Japanese, German, and
                                 other products from non-US firms in the 1970s, 1980s and up to the
                                 present (Then, in initial quality levels; today, in long-term
                                 product reliability) was a “wake-up call” about the lack of quality
                                 for many US products.
                              

                              
                              In the last 20 years, periodic quality issues have arisen, such as
                                 the extensive product recalls by the Consumer Product Safety
                                 Commission in the early 1980s. From “battery fire” of computing
                                 devices and Boeing Dreamliner, to product recalls such as the ones
                                 for many car manufacturers have kept the public's minds on quality
                                 throughout the 1990s and into the 21st Century. Improvements in
                                 technology, reassessment of inadequate managerial philosophies, and
                                 the economic impact of international competitiveness have also been
                                 important factors.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         1.3 Different Perspectives on Quality

         
         Quality is often used to signify 'excellence' of a product or service. An
            example of an excellent product is Rolls-Royce cars where people associate it
            with 'top quality', 'perfection' and 'excellence'. 
         

         
         In some manufacturing companies, the word 'quality' is often used to indicate
            that a piece of material or equipment conforms to certain physical dimensional
            characteristics often established in the form of a design specification. In a
            hospital operating theatre, it is used to represent some sort of 'strict
            conformance', 'perfection' and 'professionalism'.
         

         
         If we are to define quality in a way that is useful for organisations to
            achieve excellence, we must include the requirements of the customers’ needs and
            expectations. If not, what an organisation established in its design
            specifications may not be what the customers needed or wanted in the product or
            service.
         

         
         In short, quality can be taken as meeting the customer requirements. This has
            been expressed in many ways by other authors:
         

         
         
            
            	
               'Fitness for purpose or use'
               
               
                  
                  	
                     Juran (see Study Unit 2).
                     
                  

                  
                  
               

               
               
            

            
            
            	
               'The totality of features and characteristics of a product or service
                  that bear on its ability to satisfy stated or implied needs'
               
               
                  
                  	
                     BS 4778: 1987 (ISO 8402, 1986) Quality Vocabulary: Part 1,
                        International Terms.
                     
                  

                  
                  
               

               
               
            

            
            
            	
               'Quality should be aimed at the needs of the consumer, present and
                  future' 
               
               
                  
                  	
                     Deming (see Study Unit 2).
                     
                  

                  
                  
               

               
               
            

            
            
            	
               'The total composite product and service characteristics of marketing,
                  engineering, manufacture and maintenance through which the product and
                  service in use will meet the expectation by the customer'
               
               
                  
                  	
                     Feigenbaum, the first man to write a book with 'Total Quality' in
                        the title.
                     
                  

                  
                  
               

               
               
            

            
            
            	
               'Conformance to requirements'
               
               
                  
                  	
                     Crosby (see Study Unit 2).
                     
                  

                  
                  
               

               
               
            

            
            
            	
               'Degree to which a set of inherent characteristics fulfils
                  requirements'
               
               
                  
                  	
                     ISO (EN) 9000:2000 Quality Management Systems — fundamentals and
                        vocabulary.
                     
                  

                  
                  
               

               
               
            

            
            
         

         
         
         Other words we should consider are reliability and durability. 'Why do
            customers buy German cars like BMW and Mercedes Benz?' 'Quality and Reliability'
            is often the answer. The two are used synonymously, often in a totally confused
            way. Clearly, part of the acceptability of a product or service depends on its
            ability to function satisfactorily and robustly over a period of time, which
            means reliability and durability respectively. It is the ability of the product
            or service to continue to meet the customer requirements. Reliability ranks with
            quality in importance.
         

         
         Quality is sometimes a confusing concept and not easily understood because
            employees view quality in relation to different criteria. Employees working for
            the same firm often view quality differently. This is a pertinent problem in
            having a coherent view of what is good quality
         

         
         For example, product design engineering might feel that customer satisfaction
            is mostly influenced by product design and product attributes and might go
            through great length to design a product that satisfies the customer. However,
            the product also needs to satisfy marketing’s need for a quick design cycle time
            and accounting’s need for low cost products. When employees from different
            departments in an organisation do not share a common understanding of what
            constitutes good and ideal quality, the firm will suffer in terms of
            competitiveness.
         

         
         If you ask twenty people to define quality, you probably will get twenty
            definitions. Quality means differently to different people. Quality could mean
            perfection, consistency, customer satisfaction, fast delivery, reliability,
            doing it right the first time, etc. One way to define quality is to look at how
            it is applied in products and services, either one or both of which are what
            business organisations exist to serve.
         

         
         Looking at quality in products, it could be defined from five different
            perspectives, transcendent, product-based, user-based, manufacturing-based, or
            value-based.
         

         
         
            
            	
               Transcendent Definition: Quality is something that is intuitively
               understood but nearly impossible to communicate such as beauty or love, or a
               mark of uncompromising standards and high achievement.
            

            
            
            	
               Product-Based Definition: Quality is found in the components and
               attributes of a product. It is a function of a specific, measurable variable
               or attribute.
            

            
            
            	
               User-Based Definition: If the customer is satisfied, the product has
               good quality. It is fitness for intended use.
            

            
            
            	
               Manufacturing-Based Definition: If the product conforms to design
               specifications, it has good quality.
            

            
            
            	
               Value-Based Definition: If the product is perceived as providing good
               value for the price one pays, it has good quality.
            

            
            
         

         
         
      
      
      
      
         
         1.4 Quality in Practice

         
         
            Figure 1.4 Singapore Airlines flight attendants(Source: Oden / Wikimedia Commons / CC 2.0)
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         In any organisation − a hospital, a university, a bank, an insurance company,
            government, an airline, a factory − competition is part and parcel: competition
            for customers, for students, for patients, for resources, and for funds.
         

         
         Organisation competes on its brand reputation − for quality, reliability,
            price and delivery − and most people now recognise that quality is the most
            important of these competitive elements. Many organisations have used quality
            strategically to win customers, obtain business resources or funding, and be
            competitive. 
         

         
         By consistently meeting customer requirements, we can achieve a higher level
            of customer satisfaction − delighting the customer. Many organisations today
            possess the capability to meet their customers' requirements, time and time
            again, and create a reputation for 'excellence'. A development of this thinking
            regarding customers and their satisfaction is customer loyalty, an important
            variable in an organisation's long-term success.
         

         
         

         
         Focus on customer loyalty can provide several commercial advantages:

         
         
            
            	Customers cost less to retain than acquire.

            
            
            	Customer’s dissatisfaction may be beyond repair and customer retention may
               not be possible.
            

            
            
            	Repairing damage and retaining customer will cost many times than
               prevention.
            

            
            
            	The longer the relationship with the customer, the higher the
               profitability.
            

            
            
            	A loyal customer will commit to spend more.

            
            
            	Many new customers come through referrals from existing customers
               (indirectly reducing acquisition costs).
            

            
            
         

         
         
         
            Quality has to be Managed − It will not just Happen
            
         

         
         To manage quality, it must involve everyone in the process and it has to be
            applied throughout the organisation. This includes people in the support
            functions of organisations that may never see, experience, or touch the products
            or services that their organisations provide (final product).
         

         
         Failure to meet the requirements in any part of a quality chain has a way of
            multiplying and a failure in one part of the system creates problems elsewhere,
            leading to more failures and problems. In critical industries like aerospace,
            quality and reliability are paramount as failures during operation often will
            result in tragic loss of lives. The highest level in engineering quality can be
            seen in products like fire-fighting equipment or fighter jet pilot eject seat
            where they must work 100% of the time.
         

         
         The price of quality is an on-going examination of the requirements and our
            ability to meet them. This alone will lead to a 'continuing improvement'
            philosophy. The benefits of ensuring that requirements are met at every stage,
            every time, are truly enormous in terms of increased competitiveness and market
            share, reduced costs, improved productivity and delivery performance, and even
            down to the elimination of waste and to the support of sustainable
            development.
         

         
         
            [image: ]Read
               
               Lee Pui Mun, “Total Quality Management – Evolving Through the Decades and
                  its Future Direction,” Invited Keynote Paper, 14th International Conference
                  on ISO 9000 & TQM, 14-ICIT, Scranton, Pennsylvania, USA, April 5-7,
                  2010.
               

               
            

         

         
         
            
               [image: ]Activity 1.3
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Explain the various definitions of quality. Can a single definition
                     suffice? Why?
                  

                  
                  Solution
                        
                           
                           
                              
                              Webster's definition of quality is vague and simplistic. "(Quality
                                 is) that which makes something what it is; characteristic
                                 element."
                              

                              
                              The ANSI/ASQ definition states quality is "the totality of
                                 features and characteristics of a product or service that bears on
                                 its ability to satisfy given needs."
                              

                              
                              No single definition is adequate because customer needs are
                                 constantly changing and because quality is "situational" -- e.g. a
                                 good design for one purpose, and in the eyes of one set of
                                 customers, may represent a poor design for another use or another
                                 set of customers. Reliance on a single definition of quality is
                                 frequently a source of problems.
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         Click here for the PDF
         

         
      
      
      
      
         
         1.5 Total Quality: Principles, Practices and Techniques
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                  Total Quality: Principles, Practices and Techniques 
                  
               

               
            

         

         
         Total quality management is a management philosophy based on principles and
            practices. Principles are prescribed beliefs of the philosophy and practices are
            the activities by which the principles are implemented. Techniques are the
            tools, methodologies, and approaches that help to support the practices and make
            them more effective.
         

         
         Three basic principles can be used to describe the philosophy of total
            quality.
         

         
         
            
            	A focus on customers and stakeholders

            
            
            	Employee engagement and teamwork by everyone in the organisation

            
            
            	A process focus supported by continuous improvement and learning

            
            
         

         
         
         
            Customer and Stakeholder Focus: The customer is the ultimate judge of the
            quality of the product or service. Organisations have to be ready at all times
            to respond to customer needs and wants as this is a key step to meet quality
            expectation. The notion of customer expands beyond the consumers to include
            internal customers. Internal customers are employees who receive work from other
            employees. Viewing from an organisation perspective, if work done by employees
            and supplied to other employees is not up to quality expectation, it will
            ultimately affect the quality of the product or service given to the external
            customers or the consumers. Both employees and the community in which the
            organisation is associated with are called stakeholders. Ensuring that
            stakeholders view an organisation as one that embraces total quality will
            contribute to building an excellent organisation.
         

         
         
            Employee Engagement and Teamwork: When managers give to employees the
            tools and support to make good decisions and the freedom to make contributions
            and some decisions, the chances of achieving better quality in products and
            services are much higher. Empowering employees and encouraging them to be more
            engaging and participative in their work will produce more ideas and innovations
            to enhance quality. Teamwork encourages more ideas to flow and more
            multi-faceted skills to be deployed to tackle quality problems. Working in
            teams, whether it is within the organisation or with suppliers, allows quality
            issues to be resolved in a more effective manner and at a faster pace.
         

         
         
            Process Focus and Continuous Improvement: A process is a sequence of
            activities that is intended to achieve some result. A product or a service is
            produced by a series of interconnected processes. Total quality philosophy calls
            for a focus on process improvement in order to achieve better quality in
            products and services. Improvement in the processes must be continuous. The
            rationale is that your customer needs and wants do change from time to time and
            also your competitors will always try to catch up with you or stay ahead of you.
            Given this rationale, processes must be improved periodically in order to keep
            up with the changes in customer needs and also to counteract competitor’s
            actions. Continuous improvement relates to both incremental changes and profound
            changes or improvements to an organisation’s process. Most improvements are
            based on a Plan-Do- Check-Act cycle. This is akin to a learning cycle of four
            stages:
         

         
         
            
            	 Planning [Plan]

            
            
            	Execution of plans [Do]

            
            
            	Assessment on the progress of plans [Check]

            
            
            	Revision of plans based upon assessment findings [Act]

            
            
         

         
         
         Total Quality practices can be classified into six basic areas of management
            that are generic to any organisation:
         

         
         
            
            	Leadership

            
            
            	Strategic planning and design of organisational and work systems

            
            
            	Customer engagement and knowledge acquisition

            
            
            	Workforce management

            
            
            	Process management

            
            
            	Information and knowledge management

            
            
         

         
         
         In other words, to achieve total quality and eventually business excellence,
            one must be able to excel in these six areas of management.
         

         
         Total Quality techniques include a wide variety of tools, methodologies and
            approaches that will facilitate employees to plan activities, collect data,
            analyse results, monitor progress, and solve problems while working on improving
            quality.
         

         
         
            
               [image: ]Activity 1.4
                  
                  
                     Test your knowledge:
                     
                  

                  
                  What is the concept of total quality? What is the implication of total
                     quality on the way an organisation is managed?
                  

                  
                  Solution
                        
                           
                           
                              
                              The concept of total quality is complex and multifaceted. It
                                 requires a focus on people and customers at every level of an
                                 organisation, cost containment, a systems approach, integration into
                                 organisational strategy, a cross-functional and external-internal
                                 scope, and learning and adaptation to continuous change. It is based
                                 on a philosophy of the application of the scientific method and
                                 includes systems, methods and tools. It stresses the values of the
                                 dignity of the individual and the power of community action. The way
                                 that an organisation is managed must frequently be changed in order
                                 to meet the focused requirements of the philosophy and the systems
                                 approach.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         1.6 Quality and Business Excellence

         
         Business excellence is a term used to define an organisation which has built a
            competitive advantage through the adoption and deployment of total quality
            philosophy that eventually enables the organisation to achieve superior business
            results over a long term.
         

         
         The importance of quality in achieving competitive advantage was demonstrated
            by a research from PIMS that concluded that:
         

         
         
            
            	Product quality is an important determinant of business profitability.

            
            
            	Businesses that offer premium quality products and services usually have
               large market shares because of improved brand reputation that will attract
               more new customers.
            

            
            
            	Quality is positively and significantly related to a higher return on
               investment for almost all kinds of products and services. This is because
               manufacturing and service operations will be more efficient and thus
               incurring lower costs and products and services will have less failures,
               thus lowering after-sales service costs.
            

            
            
            	High-quality producers can usually charge higher premium prices by riding on
               their ability to offer better quality and reliability for their products and
               services.
            

            
            
         

         
         
         Profitability is a measure of financial result. Business excellence goes
            beyond having superior financial results. It includes superior employee results
            (more satisfied and committed employees, less employee turnover, better
            developed employees, etc.), process results (better production yields, less
            waste from production, streamlined operations, less costly operations, faster
            delivery, higher quality outputs, etc.), and customer and stakeholder results
            (more satisfied and loyal customers, less customer complaints, better community
            relations, society contributions, etc.).
         

         
         By adopting the total quality philosophy and focusing on establishing
            excellent practices in the six areas of management, organisations can try to
            work towards achieving business excellence.
         

         
      
      
      
      
         
         Summary

         
         This chapter brings you through the evolution of quality and explains the
            different perspectives of quality. Total quality is a philosophy and to adopt
            the philosophy successfully in organisations, one needs to implement its
            principles through practices and techniques.
         

         
         The evolution in quality thinking and its acceptance as a philosophy to be
            practised in organisations have made the goal of achieving total quality a norm
            rather than an exception in many organisations. It has been accepted that
            achieving good quality in products and services will provide a competitive
            advantage and eventually generate superior business results that are sustainable
            in the long run. This thinking has led to the linkage between total quality and
            business excellence.
         

         
         Achieving quality is a means to secure business excellence. The practices
            needed to support such an endeavour are areas of business management that are
            common to any organisation:
         

         
         
            
            	Leadership

            
            
            	Strategic planning and design of organisational and work systems

            
            
            	Customer engagement and knowledge acquisition

            
            
            	Workforce management

            
            
            	Process management

            
            
            	Information and knowledge management

            
            
         

         
         
         Students in programmes offered by the Business School and, in particular, the
            BSc. Business programme, will go through a curriculum that has courses in all
            six areas of business management mentioned above. It is imperative that a
            student who has successfully taken this course will be able to understand the
            relationship and the linkage among the six areas of business management that are
            vital to achieving business excellence and that when the six areas are managed
            effectively as a whole, an organisation can attain business excellence. 
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      Chapter 2: Quality Theories

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:

         
         
            
            	Describe Deming’s philosophy on Quality Management.

            
            
            	Differentiate the philosophy on quality by different contributors to the
               field of quality management
            

            
            
         

         
         
      
      
      
      
         
         Overview

         
         Chapter 2 of the study unit discusses Dr. Edward Deming’s philosophy on
            quality, which essentially represents the foundation of today’s thinking on
            total quality and business excellence. Besides Edward Deming, Joseph Juran and
            Philip Crosby’s contributions to quality philosophy will also be
            presented
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the specified articles in order to have a
            better understanding of the subject matter covered in this study unit.
         

         
      
      
      
      
         (Source: Pixabay / Public Domain)
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      The need for quality increases with the increase in standard of living in any
         societies. Quality as a requirement in products and services has been around since
         time immemorial, although it has never been a subject of intense study until the
         turn of the 20th Century. With the onset of mass production and the use of
         interchangeable parts in products in early 1900s, quality as a subject of
         investigation and research came into fashion. Early researchers such as Walter
         Shewhart had developed quality concepts based on statistical viewpoint. Such a
         viewpoint is technical in nature and thus confined to technical functions in an
         organisation. 
      

      
      However, it was Dr. W. Edwards Deming (1900-1993) who advocated a management
         approach to increase quality level in products. His seminal work set forth a new
         thinking in quality, i.e. it should not only be the responsibility of technical
         personnel in an organisation to improve quality but it is everyone’s responsibility,
         including top management in an organisation. This chapter presents Deming’s
         philosophy on quality as well as some other quality experts who have provided
         significant contributions to the field of quality management.
      

      
      
         
         2.1 Deming on Quality
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                  Deming on Quality 
                  
               

               
            

         

         
         
            Dr. W. Edwards Deming
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         In his seminal book “Out of the Crisis,” Deming claimed that better quality
            will lead to higher productivity, which in turn will lead to sustainable
            competitive advantage. Why does better quality lead to higher
            productivity?
         

         
         To Dr. W. Edwards Deming, improving quality is about focusing on continuous
            improvements in product and service quality by reducing uncertainty and
            variability in design, manufacturing, and service processes, and to be led by
            top management leadership. When uncertainty and variability are reduced, fewer
            mistakes will be made in producing products or services, thus there will be less
            rejects and waste, and faster and higher volume outputs. This in turn will lead
            to competitive pricing of products and services that will expand market share
            and sales. The end result is that the organisation is able to sustain a
            competitive business and provide jobs. This is the central theme of Deming’s
            philosophy on quality and it is called the Deming Chain.
         

         
         In order to operationalise his philosophy on total quality, he instituted
            Deming’s 14 Points.
         

         
         
            
            	Create and publish a company mission statement and commit to it.

            
            
            	Learn the new philosophy.

            
            
            	Understand the purpose of inspection.

            
            
            	End business practices driven by price alone.

            
            
            	Constantly improve system of production and service.

            
            
            	Institute training.

            
            
            	Teach and institute leadership.

            
            
            	Drive out fear and create trust.

            
            
            	Optimise team and individual efforts.

            
            
            	Eliminate exhortations for work force.

            
            
            	Eliminate numerical quotas and Management by Objective [MBO], focus on
               improvement.
            

            
            
            	Remove barriers that rob people of pride of workmanship.

            
            
            	Encourage education and self-improvement.

            
            
            	Take action to accomplish the transformation.

            
            
         

         
         
         
            
               [image: ]Activity 1.5
                  
                  
                     Test your knowledge:
                     
                  

                  
                  How does Deming’s definition of quality compare with the definitions
                     discussed in Study Unit 1?
                  

                  
                  Solution
                        
                           
                           
                              
                              Deming never actually gave a definition of quality. However, if he
                                 had explicitly defined quality, he might have said:
                              

                              
                              
                                 Quality is the result of action taken by management, acting as
                                    leaders, with the willing cooperation of knowledgeable workers,
                                    to constantly and forever improve products and services by
                                    reducing variability and uncertainty in processes, thereby
                                    remaining competitive and providing profits and enough jobs for
                                    everyone.
                                 
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         To link the Deming’s 14 Points as an integrated approach to achieving quality
            in any organisation, he came up with the Deming’s System of Profound Knowledge.
            The System of Profound Knowledge has 4 components:
         

         
         
            
            	Appreciation for a system

            
            
            	Understanding variation

            
            
            	Theory of knowledge

            
            
            	Psychology

            
            
         

         
         
         Understanding the System of Profound Knowledge will allow one to practise
            Deming’s 14 Points in a purposeful manner.
         

         
         A system is a set of functions or processes that work together for the benefit
            of achieving organisation’s aim. Most organisational processes are
            cross-functional and all functions or processes within the system must work
            effectively together in order to achieve the goal of higher quality outputs.
            Every system must have a purpose and that purpose is to provide benefits of
            different kinds for different stakeholders (customers, employees, stockholders,
            society, and environment). Management must optimise the system as a whole in
            order to reap maximum benefits for all stakeholders. Thus, when thinking of
            improvements, one must improve the system and not just parts of the system as
            all parts in the system are interrelated.
         

         
         The outputs from a system will contain variations. For example, two iPhones
            coming out from a production line may look identical in terms of size to you but
            when measured by highly sensitive instruments, every iPhone output will be of
            slightly different size (not detectable by the naked eye). These are called
            variations. Variations can be classified as controllable and
            uncontrollable.
         

         
         Controllable variations are variations caused by employee errors which can be
            rectified and eliminated. In fact, in any quality philosophy, controllable
            variations should always be eliminated. However, many sources of uncontrollable
            variations exist in a system. Uncontrollable variations cannot be totally
            eliminated, but they can be reduced. An example of uncontrollable variation is
            the natural tendency of a machine to incur wear and tear after operating for a
            while. The wear and tear in the machine will cause it to be unable to produce
            two identical outputs. Having non-identical outputs does not imply the products
            are of poor quality as long as the outputs still conform to stated
            specifications. However, excessive variations result in early product failures,
            unhappy customers, and incurring unnecessary costs to repair failed products and
            honour warranty. To Deming, statistical methods can be used to identify and
            quantify variations to help understand it and thus lead employees to find ways
            to reduce such variations. As uncontrollable variations are unavoidable, an
            organisation will have to continuously make periodic improvements so as to
            systematically reduce such variations.
         

         
         The theory of knowledge is a profound statement. Deming wanted to stress that
            employees and managers must first know the theory (especially statistical theory
            – since statistics play an important role in studying variation) before applying
            practices to achieve quality improvement. Knowledge is not possible without
            theory and experience by itself does not establish a theory; it only describes a
            certain way of solving a problem given the situation. However, the situation may
            change and the problem will be slightly different the next time. Thus, without
            fully understanding what causes the problem to happen and trying to apply the
            same experience may not work the second time. Theory shows cause-and-effect
            relationships that can be used for prediction and thus, allow an organisation to
            learn and eliminate causes rather than just manage symptoms of the
            problems.
         

         
         Lastly, in psychology, Deming maintained that human beings are motivated both
            intrinsically and extrinsically. Intrinsic motivation is more powerful and has a
            longer lasting effect. Thus, organisations must be able to provide both
            intrinsic and extrinsic motivation to their employees. Also, fear has
            demoralising effect and affects motivation in a negative manner. Managers should
            develop pride and joy in work through better employee development rather than
            using fear (and punishment) to drive work.
         

         
         
            
               [image: ]Activity 1.6
                  
                  
                     Test your knowledge:
                     
                  

                  
                  How does each of Deming’s 14 Points relate to the 4 components of System
                     of Profound Knowledge?
                  

                  
                  Solution
                        
                           
                           
                              
                              Deming's System of Profound Knowledge consists of four
                                 interrelated parts: 
                                 
                                    
                                    	Appreciation for a system 

                                    
                                    
                                    	Understanding of variation 

                                    
                                    
                                    	Theory of knowledge 

                                    
                                    
                                    	Psychology 

                                    
                                    
                                 

                                 
                                 
                              

                              
                              There are a number of ways to classify his 14 Points below, which
                                 could include these as categories.
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                              Under appreciation for a system, points 1, 2, 4, 5, 9, 13, and 14
                                 are most oriented towards systems. Numbers 1 and 2, relating to
                                 vision, commitment, and development of a new philosophy of
                                 leadership require a big picture view of the organisation and its
                                 place in business and society. Number 4 relates to the requirement
                                 that total costs, not incremental costs, must be optimised
                                 throughout an organisational system. Number 5 is a call to make
                                 improvements continuously throughout the system. Number 9 requires
                                 the development of teamwork and breaking down of artificial barriers
                                 between departments and organisational units. Number 13 relates to
                                 broad education to benefit both the organisation and society, in the
                                 long run. Point 14 calls for a major cultural change within the
                                 organisation, and is similar to point 2.
                              

                              
                              To understand variation, Deming established points 3, 5, 10, and
                                 11. Point 3 requires that everyone understand inspection and use it
                                 to understand variation by avoiding mass inspection. Point 5 advises
                                 to improve constantly and forever, thus eliminating the causes of
                                 excessive variation and waste. Number 10 suggests that improvement
                                 does not take place by exhorting workers to do a better job, but by
                                 understanding the cause of poor quality and eliminating them. Point
                                 11 makes a similar point that quotas and management by objectives
                                 are approaches that do not encourage improvement, but instead,
                                 create fear.
                              

                              
                              As Scholtes explained, when people don’t understand the theory of
                                 knowledge, they don’t know how to plan, accomplish learning,
                                 improve, change, or solve problems, despite their best efforts. Thus
                                 points 1, 2, 5, 6, and 13 may be seen as falling under theory of
                                 knowledge category. Deming’s concept in points 1 and 2 of constancy
                                 of purpose and learning his new philosophy are needed in order to
                                 effectively plan, learn and change. Point 5 relating to constant
                                 improvement is also essential to knowledge, as is point 6 on
                                 instituting training, so that workers will be able to understand
                                 their work processes, predict the result of changes, and actively
                                 participate in problem solving and improvement. Point 13 is related
                                 in that it advises that education and self-improvement will assist
                                 the organisation in learning, changing, improving and reaching
                                 organisational goals.
                              

                              
                              An understanding and appreciation of psychology is a requirement
                                 for points 7 through 13. Each of these has leadership and
                                 motivational characteristics that are essential to Deming’s new
                                 philosophy and to improved quality and productivity. Numbers 7 and
                                 11 are related to improving leadership; points 8, 9, 10, 11, and 12
                                 advise removing barriers that keep workers from doing their best,
                                 most effective work; and number 13 advises that workers should be
                                 educated, not just trained.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            
               [image: ]Activity 1.7
                  
                  
                     Application Question:
                     
                  

                  
                  In Deming’s Profound Knowledge system, one of the four interrelated parts
                     is the Theory of Knowledge.
                  

                  
                  Identify a situation that exists in an organisation you are familiar with
                     or you have worked for, where this principle is lacking.
                  

                  
                  Describe how this principle can impact an organisation and the quality of
                     its product(s) or service(s).
                  

                  
                  Solution
                        
                           
                           
                              
                              Preparation:
                                 
                                    
                                    	After reading the section(s) of your Study Guide on Deming,
                                       you should view the recommended YouTube video on “W. Edwards
                                       Deming” (Part 1, 2 and 3).
                                    

                                    
                                    
                                 

                                 
                                 
                              

                              
                              The following needs to be considered in your answer development:
                                 
                                    
                                    	Chosen organisation can be an existing organisation that you
                                       are currently working for or have worked for in the past.
                                       Alternatively, you can choose an organisation that you are
                                       very familiar with their business processes.
                                    

                                    
                                    
                                    	Answer should be based on the 4 components of The System of
                                       Profound Knowledge as opposed to Deming 14 Points.
                                    

                                    
                                    
                                    	Deming principles must be well and clearly related to the
                                       quality impacted.
                                    

                                    
                                    
                                    	Although many applications of The System of Profound
                                       Knowledge were in a manufacturing (product-based) setting,
                                       this system is also applicable in service-based industry in
                                       today’s world owing to the sophistication of service
                                       delivery and customers today.
                                    

                                    
                                    
                                 

                                 
                                 
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         2.2 Other Significant Contributors to Quality Theories

         
         
            
               [image: ]Lesson Recording

               
               
                  Quality Theory - Juran and Crosby 
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            Joseph Juran
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         Joseph Juran (1904-2008) was born in Romania and went to the United States in
            1912. He later joined Western Electric in the 1920s, where one of the early
            pioneers of quality control using statistical methods, Walter A. Shewhart, was
            also working. Juran took a more strategic and planning approach to improvement.
            He promoted the view that organisational quality problems are largely the result
            of ineffective planning for quality.
         

         
         Juran proposed a simple definition of quality: “fitness for use.” This
            definition of quality suggests that it should be viewed from both external and
            internal perspectives. Quality is to be related to product performance that
            results in customer satisfaction and also freedom from product deficiencies,
            which will then avoid customer dissatisfaction.
         

         
         Juran proposed three basic processes that are essential to improve quality.
            These processes are referred to as the Juran trilogy. The three processes are
            quality planning, quality control, and quality improvement.
         

         
         In planning for quality improvements, Juran states that managers must begin
            with identifying customers, both external and internal, determining their needs,
            translating those needs into product or service specifications, developing
            product and service features that satisfy the needs, and developing the
            processes capable of producing the products or delivering the services within
            stated specifications.
         

         
         According to Juran, quality control is a process-related activity that ensures
            processes are stable and provides a relatively consistent outcome. The activity
            involves determining what to control, establishing units of measurement to
            evaluate data objectively, establishing standards of performance, measuring
            actual performance, interpreting the difference between actual performance and
            established standards, and taking action to reduce this difference.
         

         
         In quality improvement, Juran advocated a structured sequence of discovery,
            organisation, diagnosis, corrective action, and control.
         

         
          Joseph Juran also applied an economic concept to prioritise quality problems.
            The economic concept is called Pareto’s law or the 80/20 rule. Using Pareto’s
            law, we see that the majority of quality problems are caused by relatively few
            causes. Thus, one should focus on the huge number of quality problems that are
            created by a few causes and work towards eliminating these few causes. By doing
            so, the majority of the quality problems would disappear. The Pareto’s Law
            became a useful quality tool.
         

         
         Juran’s ten steps to quality improvement are: 

         
         
            
            	 Build awareness of the need and opportunity for improvement

            
            
            	Set goals for improvement

            
            
            	Organise to reach the goals (establish a quality council, identify problems,
               select projects, appoint teams, designate facilitators)
            

            
            
            	Provide training

            
            
            	Carry out projects to solve problems

            
            
            	Report progress

            
            
            	Give recognition

            
            
            	Communicate results

            
            
            	Keep score

            
            
            	Maintain momentum by making annual improvement part of the regular systems
               and processes of the company
            

            
            
         

         
         
         
            Philip Crosby
            
         

         
         
            Philip B. Crosby
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         Philip B. Crosby (1926-2001) was corporate vice president for quality at an
            American company called International Telephone and Telegraph (ITT) for 14 years
            after starting as a line inspector. His most famous quote regarding quality is
            “Quality is free.” What costs money is the “unquality” things ‒ all the actions
            that involve not doing jobs right the first time. To understand this statement,
            one needs to look at the big picture. If every employee in an organisation does
            his/her job without making errors and with minimum variations, then the
            organisation can consistently produce quality products. When that happens, the
            organisation is able to increase productivity, reduce costs and probably price
            the products and services at a premium. The additional profits generated from
            providing quality products and services will more than cover the costs incurred
            in reinforcing quality, thus the quote “Quality is free.”
         

         
         Philip Crosby has been the most successful in marketing his quality expertise
            when compared to many of the leading quality authors and thinkers in his time.
            He became very well known for his book Quality is Free; where the primary thesis
            of the book is that quality, as a managed process, can be a source of profit for
            an organisation. Crosby’s philosophy on quality is embodied in his Absolutes of
            Quality Management, which consists of:
         

         
         
            
            	Quality means conformance to requirements

            
            
            	Problems are functional in nature

            
            
            	There is no optimum level of defects

            
            
            	Cost of quality is the only useful measurement

            
            
            	Zero defects is the only performance standard

            
            
         

         
         
         When comes to quality, Crosby has four absolutes: 

         
         
            
            	Definition — conformance to requirements

            
            
            	System — prevention

            
            
            	Performance standard — zero defects

            
            
            	Measurement — price of non-conformance

            
            
         

         
         
         Crosby also offered 14 steps to improve quality:

         
         
            
            	 Make it clear that management is committed to quality.

            
            
            	Form quality improvement teams with representatives from each
               department.
            

            
            
            	Determine where current and potential quality problems lie.

            
            
            	Evaluate the cost of quality and explain its use as a management tool.

            
            
            	Raise the quality awareness and personal concern of all employees.

            
            
            	Take actions to correct problems identified through previous steps.

            
            
            	Establish a committee for the zero defects programme.

            
            
            	Train supervisors to actively carry out their part of the quality
               improvement programme.
            

            
            
            	Hold a 'zero defects day' to let all employees realise that there has been a
               change.
            

            
            
            	Encourage individuals to establish improvement goals for themselves and
               their groups.
            

            
            
            	Encourage employees to communicate to management the obstacles they face in
               attaining their improvement goals.
            

            
            
            	Recognise and appreciate those who participate.

            
            
            	Establish quality councils to communicate on a regular basis.

            
            
            	Do it all over again to emphasise that the quality improvement programme
               never ends.
            

            
            
         

         
         
         
         
            
               Table 1.1  A Comparison of Quality Gurus
               [Adapted from Juran’s Quality Planning and Analysis (Gryna, Chua and
                     DeFeo, 2007)]
               
                  
                  
                  
                  
               
               
                  
                  
                     
                     	 
                     
                     
                     	
                        Deming

                     
                     
                     
                     	
                        Juran

                     
                     
                     
                     	
                        Crosby

                     
                     
                     
                  

                  
                  
               
               
               
                  
                  
                     
                     	Definition of quality
                     
                     
                     	A predictable degree of uniformity and dependability at low
                        cost and suited to the market
                     
                     
                     
                     	Fitness for use
                     
                     
                     	Conformance to requirements
                     
                     
                  

                  
                  
                  
                     
                     	Degree of senior management responsibilityt
                     
                     
                     
                     	Responsible for 94% of quality problems
                     
                     
                     	Less than 20% of quality problems are due to workers
                     
                     
                     	Responsible for quality
                     
                     
                  

                  
                  
                  
                     
                     	Performance standard/ motivation
                     
                     
                     	
                        Quality has many scales. Use statistics to measure
                           performance in all areas 
                        

                        Critical of zero defects

                     
                     
                     
                     	Avoid campaigns to do perfect work
                     
                     
                     	Zero defects
                     
                     
                  

                  
                  
                  
                     
                     	General approach
                     
                     
                     	
                        Reduce variability by continuous improvement 

                        Cease mass inspection

                     
                     
                     
                     	General management approach to quality — especially ‘human’
                        elements
                     
                     
                     
                     	Prevention, not inspection
                     
                     
                  

                  
                  
                  
                     
                     	Structure
                     
                     
                     	14 Points for management
                     
                     
                     
                     	Ten steps to quality improvement
                     
                     
                     	Fourteen steps to quality improvement
                     
                     
                  

                  
                  
                  
                     
                     	Statistical process control (SPC)
                     
                     
                     	Statistical methods of quality control must be used
                     
                     
                     	Recommends SPC but warns that it can lead to too-driven
                        approach
                     
                     
                     
                     	Rejects statistically acceptable levels of quality
                     
                     
                  

                  
                  
                  
                     
                     	Improvement basis
                     
                     
                     	
                        Continuous to reduce variation

                        Eliminate goals without methods

                     
                     
                     
                     	
                        Project-by-project team approach 

                        Set goals

                     
                     
                     
                     	
                        A process, not a programme

                        Improvement goals

                     
                     
                     
                  

                  
                  
                  
                     
                     	Teamwork
                     
                     
                     	
                        Employee participation in decision making

                        Break down barriers between departments

                     
                     
                     
                     	
                        Team and quality circle approach

                     
                     
                     
                     	
                        Quality improvement teams

                        Quality councils

                     
                     
                     
                  

                  
                  
                  
                     
                     	Costs of quality
                     
                     
                     	
                        No optimum – continuous improvement

                     
                     
                     
                     	
                        Quality is not free — there is an optimum

                     
                     
                     
                     	
                        Cost of non-conformance

                        Quality is free

                     
                     
                     
                  

                  
                  
                  
                     
                     	Purchasing and goods received
                     
                     
                     	
                        Inspection too late—allows for defects to enter system
                           through Acceptable Quality Levels (AQLs) 
                        

                        Statistical evidence and control charts required

                     
                     
                     
                     	
                        Problems are complex

                        Carry out formal surveys

                     
                     
                     
                     	
                        State requirements. Supplier is extension of business 

                        Most faults due to purchasers themselves

                     
                     
                     
                  

                  
                  
                  
                     
                     	Vendor rating
                     
                     
                     	No — critical of most systems
                     
                     
                     	Yes, but help supplier improve
                     
                     
                     	Yes and buyers. Quality audits useless
                     
                     
                  

                  
                  
                  
                     
                     	Single sources of supply
                     
                     
                     	Yes
                     
                     
                     	No — can neglect to sharpen competitive edge
                     
                     
                     	-
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                     Test your knowledge:
                     
                  

                  
                  How is Juran’s philosophy on quality similar to or different from
                     Deming’s?
                  

                  
                  Solution
                        
                           
                           
                              
                              Like Deming, Juran advocated company-wide quality management, with
                                 a never-ending process of quality improvement, involving such
                                 activities as market research, product development, production
                                 process control, inspection and testing, and customer feedback. He
                                 emphasised the need for management commitment to quality
                                 improvement, and the need for training of all employees in quality
                                 techniques. Juran also asked workers to get to know their external
                                 and internal customers, and to identify and reduce causes of
                                 variation by determining the difference between standard and actual
                                 performance and taking action on the difference.
                              

                              
                              Unlike Deming, Juran did not propose major cultural changes in the
                                 organisation, but sought to improve quality within the system
                                 familiar to US managers. His detailed plan was based on identifying
                                 areas for improvement and acting accordingly. Juran also recognised
                                 the different "languages," or trains of thought, which occupy
                                 different levels of an organisation, and advocated communication
                                 between these "languages," where Deming proposed that statistics
                                 should be shared as a common language.
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         Summary

         
         This chapter introduces the significant contributions of the three foremost
            authoritative experts on quality theories, Edward W. Deming, Joseph Juran, and
            Philip B. Crosby. Their contributions have profoundly changed the way
            organisations look at quality. Before their seminal works became known, quality
            was a purview of technical personnel in an organisation and the focus was on
            quality control (which is the sieving out of products that do not meet
            specifications, which are considered as “poor quality” products or non-
            conforming products). In particular, Deming had instilled in organisations the
            notion of total quality or total quality management.
         

         
         Improving or ensuring quality is not any more the purview of the technical
            personnel but the responsibility of everyone in the organisation. More
            importantly, organisation leaders should always lead quality improvement
            initiatives and stay committed to them to ensure success. It is this change in
            thinking that all must participate in the quality effort which gave rise to the
            term “total quality management”.
         

         
         Juran and Crosby also added a structured approach in which an organisation
            could follow to implement quality improvement efforts.
         

         
         The three experts may seem to have somewhat differing philosophies on quality
            but their central tenet is similar. All called for a reduction in variations in
            processes, a focus on customer needs, leaders must drive the effort, all
            employees must participate and must be trained to be able to do the job right,
            systematic planning must be in place, and analysis of quality issues must be
            objective with the use of data and statistics, and improvements must be
            continuous.
         

         
         As these philosophies of quality became entrenched in the mindsets of
            organisation leaders after many years of practice, total quality management has
            now evolved into a goal to pursue excellence in performance, and now, many
            called it business excellence.
         

         
         The first two chapters of this course have presented the foundation and origin
            of the concept of pursuing business excellence. They provide the student with
            the knowledge to evaluate how and why a business excellence framework is
            established in a specific manner. In the next two chapters of this course, the
            why and how of business excellence frameworks will be presented.
         

         
      
      
      
      
         
         Website(s):

         
         
            
            
            
               
                  
                  
                     
                     
                     
                  
                  
                     
                     
                        
                        	The W. Edwards Deming Institute
                        
                        
                        	
                              http://www.deming.org
                        
                        
                        	The W. Edwards Deming Institute site provides a legacy of
                           extensive information about the man, his philosophy, and the
                           Deming Prize.
                        
                        
                        
                     

                     
                     
                     
                        
                        	The Juran Institute
                        
                        
                        	www.juran.com
                              
                        
                        
                        	The Juran Institute site includes case studies of
                           successful applications of quality improvement and access to
                           many published papers for a free registration.
                        
                        
                        
                     

                     
                     
                  
                  
               

               
            

            

            
            
         

         
      
      
      
   
      
      
      
      Formative Assessment

      
      
         
         
            
            
            
            	TQM stands for ________ .

            
            
               	
                  Test Quality Materials
                  
                  
               

               	
                  Teaching, Quality and
                  Management
                  
                  
               

               	
                  Track Quantities Missing
                  
                  
               

               	
                  Total Quality Management
                  
                  
                  
               

            

            Submit

            
               Incorrect. The name Test Quality Materials does not
                  exist.
               

               Incorrect. The name Teaching, Quality and Management
                  does not exist.
               

               Incorrect. The name Track Quantities Missing does not
                  exist.
               

               Correct. TQM stands for Total Quality
                  Management
               

            

            
            
            
            
            	TQM is a strategy that is designed to change the quality of a
               product to satisfy customer needs by using the concept of
               _________.
            

            
            
               	
                  management oriented approach
                  
                  
                  
               

               	
                  brainstorming
                  
                  
               

               	
                  product maintenance
                  
                  
               

               	
                  product life cycle analysis
                  
                  
               

            

            Submit

            
               Correct. TQM symbolises a management oriented approach
                  to quality with strong support and focus by the management
                  within the organisation.
               

               Incorrect. Brainstorming is simply a method for
                  generating ideas.
               

               Incorrect. Maintenance at best, is merely a small
                  ongoing process to ensure quality.
               

               Incorrect. This is a marketing concept, not quality
                  concept.
               

            

            
            
            
            
            	The specific concerns of total quality management (TQM) include
               a number of aspects. Which of the following is not normally associated
               with TQM?
            

            
            
               	
                  Primarily a “worker” rather than a management
                  activity
                  
                  
                  
               

               	
                  Inclusion of every person in the
                  organisation
                  
                  
               

               	
                  Covering all parts of the
                  organisation
                  
                  
               

               	
                  Meeting the needs and expectations of
                  customers
                  
                  
               

            

            Submit

            
               Correct. TQM avoids focusing quality merely at an
                  individual level but by focusing it as an important management
                  activity.
               

               Incorrect. This is normally associated with TQM.
                  Everyone has a part to play when it comes to
                  quality.
               

               Incorrect. This is normally associated with TQM.
                  Quality should be looked at holistically and every aspect of the
                  organisation contributes to quality.
               

               Incorrect. This is normally associated with TQM,
                  customer is often the goal.
               

            

            
            
            
            
            	What does the term Kaizen mean when applied to
               quality?
            

            
            
               	
                  Quality is everyone's job
                  
                  
               

               	
                  Mutual dependence
                  
                  
               

               	
                  Continuous improvement
                  
                  
                  
               

               	
                  Maintain a steady flow
                  
                  
               

            

            Submit

            
               Incorrect. This is not associated with Kaizen.
                  
               

               Incorrect. This is not associated with
                  Kaizen.
               

               Correct. Everyone should be involved in making small
                  improvements on an on-going basis. Quality is a continuous
                  effort.
               

               Incorrect. This is associated with
                  Kaizen.
               

            

            
            
            
            
            	Which of the following is not a basic principle of Total
               Quality Management?
            

            
            
               	
                  Identifying reliable suppliers
                  
                  
                  
               

               	
                  Teamwork and employee
                  engagement
                  
                  
               

               	
                  Continuous improvement
                  
                  
               

               	
                  Focus on stakeholders and
                  customers.
                  
                  
               

            

            Submit

            
               Correct. This is related more closely to operations
                  management.
               

               Incorrect. This is associated with TQM.

               Incorrect. This is associated with TQM.

               Incorrect. This is associated with TQM.

            

            
            
            
            
            	Quality costs may be divided into costs associated
               with:
            

            
            
               	
                  prevention, appraisal, and
                  failure
                  
                  
                  
               

               	
                  people, process, and product
                  
                  
               

               	
                  customers, developers, and
                  maintenance
                  
                  
               

               	
                  all of the listed choices.
                  
                  
               

            

            Submit

            
               Correct. These are quality-related costs.

               Incorrect. These are directly
                  quantifiable.
               

               Incorrect. These are directly
                  quantifiable.
               

               Incorrect. There is only one correct
                  choice.
               

            

            
            
            
            
            	Six Sigma methodology defines three core steps - 

            
            
               	
                  analyze, improve, check
                  
                  
               

               	
                  analyze, design, verify
                  
                  
               

               	
                  define, measure, analyse
                  
                  
                  
               

               	
                  define, mitigate, control
                  
                  
               

            

            Submit

            
               Incorrect. These are not associated with Six Sigma
                  methodology.
               

               Incorrect. These are not associated with Six Sigma
                  methodology.
               

               Correct. These are essential activities and approaches
                  associated with Six Sigma methodology.
               

               Incorrect. These are not associated with Six Sigma
                  methodology.
               

            

            
            
            
            
            	Six sigma is based on a simple problem solving methodology
               known as:
            

            
            
               	
                  DMACC
                  
                  
               

               	
                  DELAY
                  
                  
               

               	
                  PDCA
                  
                  
               

               	
                  DMAIC
                  
                  
                  
               

            

            Submit

            
               Incorrect. This acronym does not exist.

               Incorrect. This acronym does not exist.

               Incorrect. This acronym means Plan, Do, Check, Act;
                  which is associated with Deming’s Philosophy.
               

               Correct. Define, Measure, Analyse, Improve and Control
                  is a Six Sigma approach.
               

            

            
            
            
            
            	Quality Circles members are

            
            
               	
                  paid according to their contribution to
                  quality.
                  
                  
               

               	
                  external consultants designed to provide training
                  in the use of Quality tools.
                  
                  
               

               	
                  all trained to be facilitators.
                  
                  
               

               	
                  none of the listed choices. 
                  
                  
                  
               

            

            Submit

            
               Incorrect. Quality Circle members are not external
                  consultants, nor do they receive any specific compensation for
                  quality improvement.
               

               Incorrect. Quality Circles members consist of employees
                  within the organisation.
               

               Incorrect. Quality Circles members are usually not
                  involved in an implementation and do not receive training as a
                  facilitator.
               

               Correct. All of the statements are false.

            

            
            
            
            
            	In the 1980s, __________ was established to enhance the
               competitiveness of businesses by promoting quality awareness,
               recognising quality and performance achievements, and publicising
               successful performance strategies of organisations in the areas of
               manufacturing, service, and small business.
            

            
            
               	
                  ISO 9000
                  
                  
                  
               

               	
                  ISO 14000
                  
                  
               

               	
                  TQM
                  
                  
               

               	
                  the Malcolm Baldridge Award
                  
                  
               

            

            Submit

            
               Correct. 

               Incorrect. ISO 14000 was created in 2004 to
                  standardised environmental management practices.
               

               Incorrect. TQM is a quality management framework as
                  opposed to a standard.
               

               Incorrect. This is a business excellence
                  award.
               

            

            
            
            
            	What perspective does Crosby adopt when defining
               quality?
            

            
            
               	
                  Setting and meeting specifications is the critical
                  issue.
                  
                  
                  
               

               	
                  Quality must be defined
                  subjectively.
                  
                  
               

               	
                  Fitness for purpose is the key.
                  
                  
               

               	
                  None of the listed choices.
                  
                  
               

            

            Submit

            
               Correct. Crosby calls it conformance to requirements.
                  
               

               Incorrect. Your answer would undermine standardisation
                  which is an essential part of modern manufacturing. It is
                  possible to have both standardisation and good quality at the
                  same time.
               

               Incorrect. Although fitness for purpose is the user's
                  legitimate point of view, Crosby is not so concerned about
                  it.
               

               Incorrect. One of the answers is correct.

            

            
            
            
            	If "quality is free", why do authorities recognise that an
               improvement programme needs investment?
            

            
            
               	
                  There is an inevitable worsening of quality during
                  periods of change.
                  
                  
               

               	
                  Reductions in prevention, and appraisal costs lag
                  behind investment in prevention.
                  
                  
                  
               

               	
                  It is never free.
                  
                  
               

               	
                  Attaining zero defects is not
                  possible.
                  
                  
               

            

            Submit

            
               Incorrect. This may happen on some occasions, but is
                  not always true.
               

               Correct. Cash flow during investment is often a problem
                  where a costly investment upfront often yields results over time
                  instead of being immediate.
               

               Incorrect. Your answer ignores the many instances of
                  benefits gained from minor changes in work
                  practices.
               

               Incorrect. Zero defects often refers to a very small
                  defect rate and can be difficult to achieve. However, it does
                  not relate to this question.
               

            

            
            
            
            	What do the initials of the PDCA cycle stand for?

            
            
               	
                  Plan, do, check, act
                  
                  
                  
               

               	
                  Plan, design, control, act
                  
                  
               

               	
                  Problem, diagnosis, conclusion,
                  action
                  
                  
               

               	
                  Plan, design, control, assess
                  
                  
               

            

            Submit

            
               Correct. This is according to the Deming’s
                  Philosophy.
               

               Incorrect. According to Deming’s Philosophy, PDCA means
                  Plan, Do, Check, Act.
               

               Incorrect. According to Deming’s Philosophy, PDCA means
                  Plan, Do, Check, Act.
               

               Incorrect. According to Deming’s Philosophy, PDCA means
                  Plan, Do, Check, Act.
               

            

            
            
            
            	Which of statements about poor service quality is
               correct?
            

            
            
               	
                  Each complaint may hide many unresolved
                  problems.
                  
                  
               

               	
                  Among those who complain, few will do business
                  again even though their complaints are handled
                  effectively.
                  
                  
                  
               

               	
                  Finding a substitute service is an important
                  reason for a customer quitting.
                  
                  
               

               	
                  Satisfied customers tell more people of their
                  experience than dissatisfied ones do.
                  
                  
               

            

            Submit

            
               Incorrect. Although complaints may hide unresolved
                  problems, this is not to suggest that it can be a method of
                  detecting poor quality.
               

               Correct. Even though complaints are handled
                  effectively, customer loyalty may be lost.
               

               Incorrect. Generally, customers quit because of
                  dissatisfaction with existing product and
                  services.
               

               @Incorrect. Dissatisfied customers tend to voice out
                  more loudly than satisfied ones.
               

            

            
            
            
            	The so-called 'Quality Gurus' of total quality management (TQM)
               does NOT include one of the following:
            

            
            
               	
                  Philip Crosby
                  
                  
               

               	
                  Henry Ford
                  
                  
                  
               

               	
                  W Edwards Deming
                  
                  
               

               	
                  Joseph M Juran
                  
                  
               

            

            Submit

            
               Incorrect. Philip Crosby is a quality
                  guru.
               

               Correct. Henry Ford is not a quality
                  guru.
               

               Incorrect. W Edwards Deming is a quality
                  guru.
               

               Incorrect. Joseph M Juran is a quality
                  guru.
               

            

            
            
            
            	Which of the following is not part of the Deming Chain
               Reaction?
            

            
            
               	
                  Costs decrease.
                  
                  
               

               	
                  Productivity improvement.
                  
                  
               

               	
                  Stay in business.
                  
                  
               

               	
                  None of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. Cost decrease is the second link in the
                  chain. With improved quality, cost of manufacturing can be
                  reduced.
               

               Incorrect. Productivity improvement is the first link
                  in the chain and the most important.
               

               Incorrect. Stay in business is the fifth link in the
                  chain. With increase market share from better quality and lower
                  prices, companies will be able to remain in
                  business.
               

               Correct. All the list choices are part of the Deming
                  Chain Reaction.
               

            

            
            
            
            	Based on his 14 Points, Deming is a strong proponent
               of
            

            
            
               	
                  inspection at the end of the production
                  process.
                  
                  
               

               	
                  an increase in numerical quotas to boost
                  productivity.
                  
                  
               

               	
                  looking for the cheapest
                  supplier.
                  
                  
               

               	
                  Improve constantly and forever the system of
                  production and service.
                  
                  
                  
               

            

            Submit

            
               Incorrect. Deming’s 14 Points stress the importance of
                  understanding the purpose of inspection instead of the
                  inspection process itself.
               

               Incorrect. This is not part of Deming’s 14
                  Points.
               

               Incorrect. This is not part of Deming’s 14
                  Points.
               

               Correct. This is the 5th point in Deming’s 14
                  Points.
               

            

            
            
            
            	Which of the following is not part of the Basic Elements of
               Improvement under Crosby’s Absolutes of Quality
               Management?
            

            
            
               	
                  Quality means conformance to requirements, not
                  elegance.
                  
                  
               

               	
                  There is no such thing as a quality
                  problem.
                  
                  
               

               	
                  The only performance standard is Zero
                  Defects.
                  
                  
               

               	
                  All of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. Crosby maintained that quality is judged
                  solely on meeting requirements (conformance).
               

               Incorrect. Quality originates in functional
                  departments, not in the quality departments.
               

               Incorrect. Crosby felt that the Zero Defects concept is
                  important in doing things right the first time.
               

               Correct. All the choices are part of the Basic Elements
                  of improvement.
               

            

            
            
         

         
      

      
      
   
      
      
      Study Unit 2
Quality Awards and Business Excellence Models

   
      
      
      
      Chapter 3: Quality Awards and Business Excellence Models 

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:

         
         
            
            	Compare various business excellence frameworks.

            
            
            	Illustrate how business excellence framework can be used to manage
               organisations.
            

            
            
         

         
         
      
      
      
      
         
         Overview

         
         Chapter 3 of the study unit offers an overview of various quality awards and
            business excellence models.
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the specified article(s) in order to have
            a better understanding of the subject matter covered in this study unit.
         

         
         
            (Source: Pixabay / Public Domain)
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               Quality Awards and Business Excellence Models 
               
            

            
         

      

      
      Quality management has been recognised by many countries to be one of the
         important enablers to achieve competitiveness. The sustenance of quality management
         in organisations is a long-term effort. Starting in the 1980s and for the next few
         decades up to the present, governments in many countries are playing an active role
         in promoting and encouraging organisations to embrace quality management practices.
         Many countries have established a national quality award to recognise deserving
         companies which had excelled in quality management practices. In Singapore, there
         was the Singapore Quality Award (SQA) (1994-2020). In the US, the premier award is
         the Malcolm Baldrige National Quality Award (MBNQA). In the United Kingdom, there is
         the UK Quality Award. In Europe, it is the European Foundation for Quality
         Management (EFQM) Excellence Award. Japan, the birthplace of the Deming Award, also
         launched the Japan Quality Award.
      

      
      These national quality awards promote quality awareness, recognise quality
         achievements of companies, and provide a platform for sharing successful quality
         management initiatives. Most national quality awards use a framework with specific
         criteria that organisations need to satisfy in order to be considered as businesses
         with excellent performance. These criteria require organisations to show evidence of
         innovative approaches, wide spread deployment of these approaches, and a continuous
         improvement philosophy. These requirements are pre-requisites for organisations to
         reinforce and improve quality in work processes, products and services. Recognising
         that organisations can pursue different paths on their quality journey, the criteria
         do not look for specific practices but instead allow organisations to do whatever it
         takes to attain excellence. Thus, the criteria are non-prescriptive in
         nature.
      

      
      
         
         3.1 Quality Awards

         
         
            Malcolm Baldrige National Quality Award
            
         

         
         One of the earliest national quality awards that were established is the
            Malcolm Baldrige National Quality Award (MBNQA) in the United States. The
            success of the Baldrige award in the United States has influenced international
            organisation practices and has formed the basis for many other international
            quality awards, such as the EFQM Excellence Award, the Japan Quality Award, and
            others.
         

         
         The spirit of the Baldrige quality award is to help improve quality in US
            companies. It promotes the pursue of quality management by recognising firms
            which have consistently achieved excellent business results due to ability to
            produce quality products and services. By creating a national quality award, it
            allows excellent firms with excellent practices to be identified and their
            excellent examples could then be used as benchmark for aspiring firms that want
            to achieve excellence. Specific criteria are used to evaluate quality efforts in
            organisations which are vying for the award. The criteria also act as a guide
            for other aspiring companies to follow.
         

         
         You may be wondering why winning the Baldrige Award or any other national
            quality awards is linked to business excellence. Remember in earlier chapter on
            Deming Chain Reaction; improvement in quality will lead to improvement in
            productivity as well as lead to bigger market share and being more competitive.
            These attributes could be verified by excellent business results, thus the term
            business excellence.
         

         
         When it was first established, the Baldrige Award has an evaluating framework
            that consists of 7 criteria and over the years, as management and organisation
            practices evolved, the criteria framework was refined and currently the 7
            criteria are:
         

         
         
            
            	Leadership

            
            
            	Strategy

            
            
            	Customers

            
            
            	Measurement, Analysis, and Knowledge Management

            
            
            	Workforce

            
            
            	Operations

            
            
            	Results

            
            
         

         
         
         The 7 criteria are encompassed in a system perspective. A system has
            interlinked processes or functions in which all should be optimised if the
            system is to be truly optimised. Thus, the Baldrige Award framework shows that
            the 7 criteria are interlinked and organisations need to optimise their
            practices in each of the 7 criteria in order to optimise organisation’s
            performance or achieve business excellence.
         

         
         
            Figure 2.1 The Baldrige Framework – A System Perspective(Source: www.baldrigeplus.com) 
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               [image: ]Activity 2.1
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Explain the Malcolm Baldrige Quality Award framework and why each
                     criterion element is important in any quality system.
                  

                  
                  Solution
                        
                           
                           
                              
                              The Baldrige Award framework has three basic elements, as part of
                                 an integrated system:
                              

                              
                              
                                 
                                 	
                                    Strategy and action plans: these yield the set of
                                    customer and market-focused requirements, derived from
                                    short-term and long-term strategic planning, that must be met or
                                    exceeded for an organisation’s strategy to succeed. They guide
                                    overall resource decisions and alignment of measures for all
                                    work units to ensure customer satisfaction and market
                                    success.
                                 

                                 
                                 
                                 	
                                    The system: comprises a set of well-defined and
                                    well-designed processes and a human resource focus for meeting
                                    the company's customer and performance requirements. The system
                                    consists of the leadership triad and the results triad. Senior
                                    executive leadership sets directions, creates values, goals, and
                                    systems, and guides the pursuit of organisational strategic
                                    planning and customer and market focus. The results triad shows
                                    that the organisation depends on its employees and process
                                    management to yield business results. Business results are a
                                    composite of customer, financial, and performance results,
                                    including human resource results and public responsibility.
                                 

                                 
                                 
                                 	
                                    Measurement, analysis and knowledge management: are
                                    critical to effective management of the organisation and to a
                                    fact-based system for improving performance and competitiveness.
                                    Measurement, analysis and knowledge management serve as the
                                    foundation for the performance management system.
                                 

                                 
                                 
                              

                              
                              
                              The basic aims of the system are the delivery of ever-improving
                                 value to customers and success in the marketplace, improvement of
                                 overall company performance and capabilities, and organisational and
                                 personal learning.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         

         
         
            The Deming Prize
            
         

         
         In recognition of Dr. Deming's contributions to Japan’s industries, the Board
            of Directors of the Japanese Union of Scientists and Engineers (JUSE) created
            the annual Deming Application Prize in 1951. This prize is awarded in
            recognition of the systematic application of quality principles throughout an
            organisation. Its primary purpose is to spread the quality gospel by recognising
            performance improvements resulting from the successful implementation of Total
            Quality Control (TQC) based on statistical quality control techniques. The
            Deming prize is awarded to organisations that excel in the application of the
            PDCA (plan-do-check-act) cycle. Although it may not be considered as a national
            quality award (Japan established the Japan Quality Award in 1996), it is a
            prestigious award coveted by Japanese organisations.
         

         
         The criteria for the Deming Prize1 include:
         

         
         
            
            	Management Policies and their deployment

            
            
            	New product development and/or work process innovation

            
            
            	Maintenance and improvement of product and operational qualities

            
            
            	Management system

            
            
            	Information analysis and utilisation of IT

            
            
            	Human resources development

            
            
         

         
         
         
            European Foundation for Quality Management (EFQM) Excellence
               Award
            
         

         
         The EFQM Excellence Award was officially launched in 1991. The primary purpose
            of the award is to support, encourage and recognise the development of effective
            total quality management practices by European companies. The EFQM Excellence
            Award is managed by the European Foundation for Quality Management (EFQM) which
            was established by 14 leading European corporations in September 1988.
         

         
          The EFQM Excellence Award is awarded to applicants who demonstrate excellence
            in the management of quality and the use of TQM as the basic process for
            realising continuous improvement. Winners must demonstrate that their total
            quality programmes are effective over a period of few years and have enabled
            them to meet performance expectations and satisfy customers, employees, and
            other stakeholders. The winner of the EFQM Excellence Award would have excelled
            in the European marketplace. The EFQM Excellence Award is a competitive
            award.
         

         
         The EFQM Excellence Award model attempts to portray the salient elements of
            the TQM concept. The model is prescriptive in terms of the philosophy and values
            that it expounds, but it does not stipulate any particular tools, methods,
            procedures, or practices. The model recognises that management plays the key
            role in the development of the structures and infrastructures necessary to
            enable the organisation to meet its output and outcome goals. Furthermore, the
            significance of developing human resources, process capability and planning is
            emphasised. On the result side, the EFQM Excellence Award model emphasises that
            financial results are not the sole measure of performance. It identifies three
            other measurement areas. The EFQM Excellence Award model assumes that there is a
            causal relationship between outputs (financial results) and outcomes (customer
            satisfaction, and acceptance by society) as well as employee
            satisfaction.
         

         
         
            Figure 2.2 EFQM Excellence Award Framework
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         Besides the above quality awards from major developed markets in the business
            world, many other countries also have their own quality awards. The Canadian
            Awards for Business Excellence have criteria such as Leadership, Customer Focus,
            Planning for Improvement, People Focus, Process Optimisation, and Supplier
            Focus.
         

         
         The Australian Business Excellence Award has criteria such as Leadership,
            Strategy and Planning, Customer and Market Focus, People, Information and
            Knowledge, Process Management, Improvement and Innovation, Success and
            Sustainability. China established the Performance Excellence Award, which has
            criteria similar to the Malcolm Baldrige National Quality Award.
         

         
         
            
               [image: ]Activity 2.2
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Explain the differences between the Baldrige framework and the EFQM
                     Excellence Award framework.
                  

                  
                  Solution
                        
                           
                           
                              
                              In comparing the frameworks of the EFQM Excellence Award with the
                                 framework of the Baldrige award, several key differences are
                                 apparent.
                              

                              
                              For both the Baldrige and the EFQM Excellence Award, results ‒
                                 including customer satisfaction, people (employee) satisfaction, and
                                 impact on society ‒ are important, but are treated somewhat
                                 differently.
                              

                              
                              “Enablers” is the means by which an organisation approaches its
                                 business responsibilities, drive results in the European Award.
                                 These are roughly similar to the Baldrige criteria. The "impact on
                                 society" results category focuses on the perceptions of the company
                                 by the community at large and the company's approach to the quality
                                 of life, the environment, and the preservation of global
                                 resources.
                              

                              
                              The EFQM Excellence Award criteria place greater emphasis on this
                                 category than on the public responsibility item in the Baldrige
                                 Award criteria.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         3.2 The Singapore Quality Award

         
         The Singapore Quality Award (SQA) was launched in 1994 by the Prime Minister
            of Singapore. The SQA is based on a business excellence framework that consists
            of seven categories. As can be seen in the diagram below, it shares similar
            characteristics with the MBNQA criteria framework. This is not surprising as
            most national quality awards do share similar criteria since all awards are
            based on the same underlying philosophy of total quality advocated by Deming and
            other prominent quality experts.
         

         
         
            
            	The criteria focus on business results. Organisations must show outstanding
               results in areas such as financial performance, customer satisfaction,
               customer retention, product performance, service performance, productivity,
               supplier performance, and corporate social responsibility.
            

            
            
            	The criteria are nonprescriptive and adaptable. Although the focus is on
               business results, the means for achieving excellent results are not
               prescribed. Therefore, the criteria are not prescriptive.
            

            
            
            	The criteria support organisation-wide alignment of goals and processes.
               Once organisational strategy is formulated, connecting and reinforcing
               measures are developed that support and monitor strategic outcomes.
            

            
            
            	The criteria permit goal-based diagnosis. The criteria and scoring
               guidelines provide several assessment dimensions. The dimensions are
               approach, deployment, and results. That is, an organisation must show that
               it has good approaches for improving quality, these approaches must be
               properly and effectively deployed, and there must be sustainable positive
               results to prove that the deployed approaches are helping to make the
               organisation more competitive. All three dimensions are assessed to
               ascertain that an organisation is truly excellent.
            

            
            
         

         
         
         The process of evaluating and selecting deserving firms for the Singapore
            Quality Award is similar to other national quality awards, with initial scoring
            for the applicant report followed by site visits for organisations with good
            scores so that the approaches, deployment of the approaches and the business
            results as reported in the applicant report could be verified by real evidence
            from the organisation. For organisations which have been accorded a site visit,
            verifications of initial scoring of the applicant report will then be finalised
            after the site visit.
         

         
         The site visit consists of a team of quality award examiners visiting the
            organisation over a period not to exceed one week. One of the most important
            outcomes of the site visit is the examiner feedback to applicant companies. The
            feedback provides valuable information for the firm as it allows the firm to
            know what improvements are necessary to further enhance quality.
         

         
         Only the most deserving firms which have achieved exceptional high score in
            their application reports and the site visits are awarded the prestigious
            national quality award.
         

         
         In 2014, which represented the 20th anniversary of the business excellence
            framework, the framework was enhanced to better reflect the dynamic operating
            environment and changing management priorities of organisations in Singapore.
            The enhancements include placing customer at the core of business strategy,
            greater emphasis on leadership with vision and integrity, harnessing
            capabilities in innovation and productivity across the organisation, and
            anticipating the future for sustainable growth.
         

         
         
            Figure 2.3 Business Excellence Framework (2017)
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            Key Changes to the Enhanced BE Framework (2014)
            
         

         
         The enhanced BE framework (2014) reflects the following key principles of
            excellence in the current business foci:
            
               
               	
                  Strategy criterion replaces Planning criterion
                  
                  This is to
                     encourage organisations to place more emphasis on strategic intent,
                     market positioning and business approach beyond the planning
                     process.
                  

                  
               

               
               
               	
                  Knowledge criterion replaces Information criterion
                  
                  In
                     today’s business environment, knowledge acquisition, retention and
                     utilisation allow organisation to gain better insights that support
                     decision making beyond mere data and information
                     gathering.
                  

                  
               

               
               
            

            
            
         

         
         
            [image: ]Read
               
               Enterprise Singapore, “Business Excellence Framework”, Source:
                  Learning portal
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                     Test your knowledge:
                     
                  

                  
                  Summarise the purpose of the Singapore Quality Award.

                  
                  Solution
                        
                           
                           
                              
                              The SQA is the highest national award for organisations which have
                                 achieved the Business Excellence Standard.
                              

                              
                              The SQA is awarded to organisations with management systems and
                                 processes that achieve outstanding levels of business excellence in
                                 all areas.
                              

                              
                              SQA winners are often referred to as “world-class” organisations
                                 as the Award is benchmarked against international quality awards
                                 such as:
                                 
                                    
                                    	Malcolm Baldrige National Quality Award

                                    
                                    
                                    	EFQM Excellence Award

                                    
                                    
                                    	Australian Business Excellence Award
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         3.3 Managing an Organisation Based on a Business Excellence Framework 

         
         Quality award frameworks have evolved through the past 30 years from a
            quality-centric viewpoint to a performance excellence viewpoint. In the early
            years of quality award frameworks, many of the criteria used the keyword
            “quality” such as strategic quality planning and customer-driven quality.
         

         
         Today’s criteria mostly replaced the term “quality” with performance or
            excellence. It is not that quality has become less important in an organisation
            but rather the understanding that the pursuit of quality means a pursuit of high
            performance, high productivity and ultimately business excellence. The
            philosophy of total quality has been ingrained in everyday business
            practices.
         

         
         As can be seen, most of these quality awards shared a similar assessment
            criteria framework, such as leadership, strategic planning, information and the
            need to perform data analysis, human resource development, process management,
            customer focus, and business results. Most of these awards also shared similar
            thinking in how organisations should be managed. First and foremost, leadership
            in the organisation is very important in driving all quality initiatives.
            Second, endorsement of good quality by the customer is vital in businesses and
            the customer usually endorses a product or service when it is able to fully
            satisfy his/her needs. Thus, understanding customer needs is an important
            requirement and achieving customer satisfaction is the goal of quality
            management. Third, an organisation must be able to plan for the future. Fourth,
            organisations must recognise that one of their key assets is their employees and
            well-trained employees plus whole-hearted employee participation are vital for
            all quality initiatives. Fifth, process improvement is the key to improving
            quality of products and services. Sixth, an organisation needs to have a good
            management information system so as to facilitate ease of information
            collection, information storage and to enable ease of retrieval of information
            presented in sophisticated form and structure. The practice of data analysis
            prior to decision making must be a norm whenever applicable. Lastly, when all
            six criteria are executed in unison, an organisation will achieve excellent
            performance and ultimately excellent business results.
         

         
         To summarise, if an organisation were to follow the criteria framework of the
            SQA effectively and successfully, the outcomes would be similar to what was
            advocated by Deming in Deming Chain Reaction model. There will be an improvement
            in quality of products or services, costs will decrease, productivity will go
            up, more customers will want to buy the organisation’s outputs, business
            profitability will then be sustainable and employees will share in the company
            success. Such outcomes are desirable goals in the management of any business
            organisations.
         

         
         Students in the business programme will need to understand that for many
            courses they are taking, the knowledge learnt and the skills acquired do
            contribute to some elements of the business excellence framework criteria. It
            would be worthwhile to understand the link between what you learnt in the
            business curriculum and its contribution to business excellence in
            organisations. After all, as business and management professionals, part of your
            role is to help the organisation that you work for to achieve excellence in
            performance and business results.
         

         
         The table below illustrates the linkage of the courses in the business
            programme to the SQA framework.
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         Summary

         
         This chapter introduces various business excellence frameworks that are used
            by many global organisations to manage their operations. Although the intent is
            to win a national quality award or a business excellence award, the process of
            subscribing to the framework criteria and planning and deploying
            processes/practices to meet the framework criteria is a journey by itself to
            elevate an organisation to a higher plateau of performance and ultimately
            business excellence.
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      1  Source: Application guide for The Deming
         Prize 2017, Chapter 13.1
      

   
      
      
      
      Formative Assessment

      
      
         
         
            
            
            
            	Which of the following is not an appropriate use of the
               Baldrige Award criteria?
            

            
            
               	
                  Self-assessment model
                  
                  
               

               	
                  Quality system registration
                  
                  
                  
               

               	
                  Quality award application
                  
                  
               

               	
                  Quality system model
                  
                  
               

            

            Submit

            
               Incorrect. This is appropriate use of the Baldrige
                  Award criteria.
               

               Correct. This is not an appropriate use of the Baldrige
                  Award criteria.
               

               Incorrect. This is appropriate use of the Baldrige
                  Award criteria.
               

               Incorrect. This is appropriate use of the Baldrige
                  Award criteria.
               

            

            
            
            
            
            	Which of the following is not a criterion of the Baldrige
               Award?
            

            
            
               	
                  Customer focus.
                  
                  
               

               	
                  Workforce focus.
                  
                  
               

               	
                  Productivity focus.
                  
                  
                  
               

               	
                  Business results.
                  
                  
               

            

            Submit

            
               Incorrect. This is one of the 7
                  criterions.
               

               Incorrect. This is one of the 7
                  criterions.
               

               Correct. Productivity is a principle associated with
                  Deming’s Philosophy.
               

               Incorrect. This is one of the 7
                  criterions.
               

            

            
            
            
            
            	Which of these activities is recommended to be performed by an
               independent SQA group?
            

            
            
               	
                  Prepare SQA plan for the
                  project
                  
                  
               

               	
                  Review software engineering activities to verify
                  process compliance
                  
                  
               

               	
                  Report any evidence of noncompliance to senior
                  management
                  
                  
               

               	
                  Serve as a member of the quality testing
                  team
                  
                  
                  
               

            

            Submit

            
               Incorrect. This is not one of the activities
                  recommended to be performed.
               

               Incorrect. This is not one of the activities
                  recommended to be performed.
               

               Incorrect. This is not one of the activities
                  recommended to be performed.
               

               Correct. This is one of the activities recommended to
                  be performed.
               

            

            
            
            
            
            	The European Quality Award is similar to the

            
            
               	
                  Leadership Award
                  
                  
               

               	
                  Malcolm Baldrige Award
                  
                  
                  
               

               	
                  Deming Prize
                  
                  
               

               	
                  Shingo Award for operational
                  excellence
                  
                  
               

            

            Submit

            
               Incorrect. This award does not exist.

               Correct. Both the Malcolm Baldrige Award and European
                  Quality Award are awards for business excellence.
               

               Incorrect. The Deming prize is related to quality, not
                  business excellence.
               

               Incorrect. The Shingo award does not resemble the
                  European Quality Award. 
               

            

            
            
            
            
            	According to the European Excellence Award Framework, which of
               the following is not an enabler?
            

            
            
               	
                  People.
                  
                  
               

               	
                  Partnership.
                  
                  
               

               	
                  Policy and strategy.
                  
                  
               

               	
                  Customer.
                  
                  
                  
               

            

            Submit

            
               Incorrect. This is an enabler.

               Incorrect. This is an enabler.

               Incorrect. These are enablers.

               Correct. Customer is a result outcome.

            

            
            
            
            
            	Which of the following statement about the Singapore Quality
               Award (SQA) is true?
            

            
            
               	
                  The criteria are non-prescriptive and
                  adaptive.
                  
                  
               

               	
                  The criteria focus on business
                  results.
                  
                  
               

               	
                  The criteria permit goal-based
                  diagnosis.
                  
                  
               

               	
                  All of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. The means of achieving excellent results are
                  not prescribed, but this is not the only choice that is
                  true.
               

               Incorrect. Organisation musts show outstanding results
                  in financial, customer, product, service, productivity, suppler
                  and corporate social responsibility, but this is not the only
                  choice that is true.
               

               Incorrect. The dimension of approach, deployment and
                  results are assessed to ascertain that an organisation is truly
                  excellent, but this is not the only choice that is
                  true.
               

               Correct. All of the choices are true.

            

            
            
            
            
            	Which of the following is not a criterion for
               SQA?
            

            
            
               	
                  Leadership
                  
                  
               

               	
                  Knowledge
                  
                  
               

               	
                  Competitiveness
                  
                  
                  
               

               	
                  Processes
                  
                  
               

            

            Submit

            
               Incorrect. This is one of the criterions.

               Incorrect. This is one of the criterions.

               Correct. This is not a criterion of SQA. Although
                  competitiveness is not assessed, this can be achieved through
                  business excellence.
               

               Incorrect. This is one of the criterions.

            

            
            
            
            
            
            	Which of the following statement is not true?

            
            
               	
                  The outcome of SQA is similar to the Deming Chain
                  Reaction model.
                  
                  
               

               	
                  Understanding customer needs is an important
                  requirement and achieving customer satisfaction is the goal of
                  quality.
                  
                  
               

               	
                  Process improvement is the key to improving
                  quality of products and services.
                  
                  
               

               	
                  Many of the well-known quality awards around the
                  world are dissimilar in nature.
                  
                  
                  
               

            

            Submit

            
               Incorrect. Both lead to an improvement in quality of
                  products or services.
               

               Incorrect. This statement is fundamentally
                  true.
               

               Incorrect. This is a major enabler that would lead to
                  improved quality.
               

               Correct. This statement is incorrect. Most quality
                  awards share a similar assessment criteria
                  framework.
               

            

            
            
            
         

         
      

      
      
   
      
      
      Study Unit 3
The Business Excellence Framework

   
      
      
      
      Chapter 4: Enterprise Singapore − Business Excellence Framework

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:

         
      
      
      
      
         
         	Interpret the Business Excellence framework established by Enterprise
            Singapore.
         

         
         
         	Distinguish the various criteria of the Business Excellence framework
            established by Enterprise Singapore.
         

         
         
      

      
      
      
         
         Overview

         
         Chapter 4 offers a detail presentation of the Singapore Quality Award or the
            Business Excellence framework criteria. The criteria of the framework and its
            key characteristics will be discussed. Explanation on how an organisation can
            adhere to framework criteria and the meaning of approach, deployment and results
            will be presented. Lastly, the scoring characteristics will be reviewed. 
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the specified article(s) in order to have
            a better understanding of the subject matter covered in this study unit.
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            SPRING Singapore, Revised Business Excellence Framework, 2017 [Source:
               Learning Portal]
            

            
         

      

      
      
         (Source: Pixabay / Public Domain)
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         Enterprise Singapore
         
      

      
      
         
            
               
               International Enterprise Singapore and SPRING Singapore came together on 1
                  April 2018 to form Enterprise Singapore.
               

               
               Enterprise Singapore is the government agency championing enterprise
                  development. Enterprise Singapore works with committed companies to build
                  capabilities, innovate and internationalise. Enterprise Singapore also supports
                  the growth of Singapore as a hub for global trading and startups. As the
                  national standards and accreditation body, Enterprise Singapore continues to
                  build trust in Singapore’s products and services through quality and
                  standards.
               

               
            

         

      

      
      
         (Source: https://www.enterprisesg.gov.sg/)
         
      

      
      
         
         4.1 Overview of the Business Excellence Framework

         
         
            
               [image: ]Lesson Recording

               
               
                  Business Excellence
                  
               

               
            

         

         
         The business excellence framework is a set of seven categories (each category
            has a set of requirements) that is presented as a guide for organisations which
            want to benchmark themselves against the ideals of business excellence. The
            seven main categories identify main functions or areas in an organisation that
            are required to excel in order to attain business excellence. The set of
            requirements within each of the seven categories identifies activities within
            each of the main functions or areas that an organisation needs to excel.
         

         
         The framework is aligned to excellence frameworks such as those used in the
            Malcolm Baldrige National Quality Award, European Foundation for Quality
            Management (EFQM) Excellence Award, Japan Quality Award and the Australian
            Business Excellence Award. The framework comprises seven dimensions or
            categories of excellence.
         

         
         
            Figure 3.1 The Business Excellence Framework
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         The Leadership  category focuses on top management commitment and
            involvement in setting clear directions and visible goals, creating and
            sustaining corporate values and systems, reviewing employees’ performance and
            development, and recognising their participation and achievements. The leader
            also needs to inculcate a mindset of excellence and set clear strategic
            direction for the organisation.
         

         
         The Customers category focuses on how the organisation determines
            customer and market requirements, enhances the customer experience, and
            determines and improves customer satisfaction.
         

         
         The Strategy of the organisation is developed and implemented based on
            the organisation’s external environment and internal capabilities. The strategy
            will be translated into goals and plans that will guide the development of
            People capability and Process capability needed to achieve the desired
            Results.
            
         

         
         The People category focuses on how the organisation realises the full
            potential of the workforce, emphasising on human resource strategy, learning and
            development, employee engagement and well-being, and employee performance and
            recognition. 
         

         
         The Processes category focuses on the key and support processes which
            the organisation deploys to pursue its objectives and goals, including the
            examination of its innovation capabilities, the design process, operational and
            delivery processes, and supplier and partnering processes; so as to add value to
            its performance.
         

         
         To sustain excellent performance, continuous learning, improvement and
            innovation are required of the employees. This is facilitated by
            Knowledge acquisition and performance measurement that forms a closed
            feedback loop to determine performance and drive improvement and innovation, and
            support effective decision making.
         

         
         Lastly, the Results criterion focuses on the organisation’s key
            performance results, such as customer results, financial and market results,
            people results, and operational results.
         

         
         As can be seen from the framework design, the seven categories encompass all
            major functions of a business entity. The key to being able to excel in all
            major functions and activities rests with learning and innovation.
            These are enablers of business excellence. The drive towards business excellence
            using this framework requires three necessary elements, driver, system, and
            results.
         

         
         
            
            	Driver: Senior executives set organisation directions.

            
            
            	System: System comprises a set of well-defined processes for meeting the
               organisation’s performance requirements.
            

            
            
            	Results: Results deliver an ever-improving customer value and organisational
               performance.
            

            
            
         

         
         
         
            
            
               Note: For any organisations working towards business excellence, they must
               ensure that the organisation leadership plans its drive to business
               excellence based on the three elements [driver, system, results], while
               establishing a culture to nurture the two enablers [learning and innovation]
               and then establishes appropriate approaches and deploys them effectively to
               fulfil the requirements of Leadership, Customer, Strategy, People, Processes
               and Knowledge, and finally, systematically monitoring organisation
               performance and collecting performance Results in the areas of financial and
               market, people, customer and operations. This, in essence, is the journey
               towards business excellence for any organisations.
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         Click here for the PDF
         

         
      
      
      
      
         
         4.2 Business Excellence Standards

         
         Besides the main standard related to the Singapore Quality Award, there are
            also three niche standards of the business excellence framework for people,
            innovation and service. They are Niche BE Standard for People that confers the
            Singapore Quality Class (People) and People Excellence Award, Niche BE Standard
            for Innovation that confers the Singapore Quality Class (Innovation) and
            Innovation Excellence Award, and Niche BE Standard for Service that confers
            Singapore Quality Class (Service) and Service Excellence Award. Each of these
            Niche BE standards allows an organisation to focus on capabilities required to
            nurture excellence in key areas such as people, innovation and service
            respectively. Thus, an organisation that embarks on the business excellence
            journey must first pursue the Singapore Quality Class (SQC) as a required
            foundation before continuing with the niche capabilities in Innovation, People
            and Service. The SQC is also a prerequisite for all organisations aiming for the
            Singapore Quality Award.
         

         
         In the revised BE framework (effective April 2017), the Singapore Quality
            Class (SQC) is repositioned as the single mark of excellence for organisations
            that embark on the business excellence journey. Being certified with the SQC
            demonstrates an organisation’s commitment and achievement of sustainable
            business performance and excellent management systems.
         

         
         On being awarded the SQC, an organisation can further opt to deepen its
            capabilities in the niche areas of service, people and innovation. Before an
            organisation acquires any of the niche excellence awards, the organisation could
            first achieve intermediate milestones. These intermediate milestones of
            achievement are the Singapore Quality Class (People), Singapore Quality Class
            (Innovation) and Singapore Quality Class (Service). The intermediate milestone
            for the Singapore Quality Award (SQA) is the Singapore Quality Class
            (SQC).
         

         
         Organisations are certified for attaining a commendable level of performance
            on the various standards. Certified organisations are provided with
            developmental opportunities to learn from the best practices of leading
            organisations. Organisations that demonstrate outstanding performance on the
            various standards are recognised through the Awards. While the SQA is the
            pinnacle award for the overall business excellence standard, an SQA winner does
            not automatically win any of the niche awards. A SQA winner can separately
            pursue up to two niche awards while a SQC certified organisation can similarly
            pursue up to two niche certifications.
         

         
         
            (Source: SPRING Singapore, Business Excellence Framework,
                  2017)
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            (Source: SPRING Singapore, Business Excellence Framework,
                  2017))
            
               	
                  
                     
                        
                           				​
                           [image: images/su3ch4_P04.png]
                        
                        
                        
                     

                  
               
            

         

         
         
         
            
            
               	
                  
                     
                        
                           				​
                           [image: images/su3_caseinpoint_waytoExcellence.png]
                        
                     

                  
               
            

         

         
         
         Click here for the PDF
         

         
         
            
            
               	
                  
                     
                        
                           				​
                           [image: images/su3_newflash_serviceexcellence.png]
                        
                     

                  
               
            

         

         
         
         Click here for the PDF
         

         
         
            
            
               	
                  
                     
                        
                           				​
                           [image: images/su3_caseinpoint_ctcTravel.png]
                        
                     

                  
               
            

         

         
         
         Click here for the PDF
         

         
      
      
      
      
         
         4.3 The Importance of the Business Excellence Framework

         
         The business excellence framework guides organisations to implement, deploy
            and sustain relevant initiatives and programmes that define the characteristics
            of well-managed and high-performing organisations in a challenging environment.
            These characteristics could be termed Attributes of Excellence.
         

         
         The nine key attributes are:

         
         
            
            	Leading with Vision and Integrity 

            
            
            	Creating Value for Customers

            
            
            	Driving Innovation and Productivity

            
            
            	Developing Organisational Capability

            
            
            	Valuing People and Partners

            
            
            	Managing with Agility

            
            
            	Sustaining Outstanding Results

            
            
            	Adopting an Integrated Perspective

            
            
            	Anticipating the Future

            
            
         

         
         
         These Attributes of Excellence are the focus in the six categories of
            leadership, customers, strategy, people, processes and knowledge listed in the
            business excellence framework. By meeting the requirements of the six criteria,
            organisations would have initiatives and programmes in place that could enable
            them to successfully practise these key attributes and thus help to achieve
            stellar performance results.
         

         
         The emphasis on these key attributes may vary among organisations depending on
            the operating environment and challenges. They are often cited as universal key
            attributes for organisational excellence and are applicable to the private and
            public sectors, as well as SMEs and non-SMEs.
         

         
         
            
               
                  
                  
                     Leading with Vision and Integrity
                     
                  

                  
                  Leaders inspire with their vision and values. They are steadfast in their
                     principles but flexible in the details. They co-create the future with
                     stakeholders and set the direction for achieving excellence.
                  

                  
               

            

         

         
         
            
               
                  
                  
                     Creating Value for Customers
                     
                  

                  
                  Value is created when organisations know their customers intimately. They
                     understand the complexity of their evolving needs and expectations and
                     enhance the customer experience through quality offerings.
                  

                  
               

            

         

         
         

         
         

         
         

         
         
            
               
                  
                  
                     Driving Innovation and Productivity 
                     
                  

                  
                  Innovative organisations succeed not by imitation but by re-invention.
                     Employees are passionate about innovation, committed to improvements and
                     processes are highly effective and efficient.
                  

                  
               

            

         

         
         
            
               
                  
                  
                     Developing Organisational Capability
                     
                  

                  
                  Future-ready organisations embrace new knowledge and technologies to keep
                     abreast of global trends. They strengthen internal capabilities and
                     knowledge sharing to identify opportunities for growth and improve
                     decision-making.
                  

                  
               

            

         

         
         
            
               
                  
                  
                     Valuing People and Partners
                     
                  

                  
                  Valuing people and partners creates a culture of empowerment. Employees
                     are highly skilled and deliver high performance. Organisations build strong
                     partnerships for shared ownership and achievement of goals.
                  

                  
               

            

         

         
         
            
               
                  
                  
                     Managing with Agility
                     
                  

                  
                  Competition demands organisations to execute with consistency and respond
                     to changes with agility. This requires flexibility in their operations to
                     manage change and skills in assessing rewards and risks.
                  

                  
               

            

         

         
         

         
         

         
         

         
         
            
               
                  
                  
                     Sustaining Outstanding Results
                     
                  

                  
                  High performing organisations are poised for market leadership and growth.
                     They achieve outstanding financial and customer results while meeting the
                     interests of employees and other stakeholders. They balance short-term gains
                     and long-term returns.
                  

                  
               

            

         

         
         
            
               
                  
                  
                     Adopting an Integrated Perspective
                     
                  

                  
                  An integrated perspective promotes a culture of alignment internally and
                     with external partners. It reaps synergies from optimising linkages among
                     core functions.
                  

                  
               

            

         

         
         
            
               
                  
                  
                     Anticipating the Future
                     
                  

                  
                  High performing organisations anticipate and invest for the future.
                     Leaders are committed to responsible and sustainable business practices.
                     Understanding and balancing these priorities provide key stakeholders and
                     customers with confidence in the organisations’ sustainability.
                  

                  
               

            

         

         
         
            (Source: SPRING Singapore, Business Excellence Framework,
               2017)
            
         

         
      
      
      
      
         
         4.4 The Seven Categories of the Business Excellence Framework and Its Assessment
            Strategy
         

         
         
            {For Section 4.4, materials taken from Source: Enterprise Singapore,
               Business Excellence Framework, 2017}
            
         

         
         Organisations that are ready to achieve the Singapore Quality Award status
            will have to be systematically assessed based on the seven categories of the
            business excellence framework. For each category, there is a set of requirements
            that organisations will have to fulfil and be assessed on the degree of
            fulfilment. A point system is used in the business excellence framework with a
            maximum of 1,000 points spread over the seven categories and their related
            requirements. This section describes the requirements of each category and its
            assessment strategy.
         

         
         
            The Structure of the Business Excellence Framework Criteria
            
         

         
         Before we delve into each category of the business excellence framework, you
            need to understand the structure in which the criteria are presented in the
            business excellence framework.
         

         
         
            
            	The purpose of each of the 7 categories is to provide guidelines to
               organisation to set up appropriate approaches, deploy the approaches
               effectively and in all relevant areas of the organisation.
            

            
            
            	When an organisation is able to meet all the requirements of the 7
               categories consistently and effectively, the entire business system should
               be able to generate positive performance results for the organisation.
            

            
            
            	Six of the seven categories in the business excellence framework focus on
               approaches (initiatives and programmes) and how the approaches are deployed
               effectively [Leadership, Customers, Strategy, People, Processes, Knowledge].
               The assessment is on Approach and Deployment.
            

            
            
            	The last criterion, Results, requires organisation to collect and collate
               relevant performance results over a period of time so as to ascertain that
               the approaches are effective and the deployment has been successful.
               Positive performance results in key areas (financial and market, workforce,
               customers, operations) will reaffirm that the approaches are effective while
               less stellar results are good feedback that may require organisation to
               refine its approaches. Thus, the assessment in the last criterion is on
               Results.
            

            
            
            	When an organisation is able to successfully meet all requirements in the
               business excellence framework and shows sustained positive performance
               results, it is considered to have achieved business excellence in its
               industry.
            

            
            
            	Each category has a specific number of sub-categories to be addressed and
               under each sub-category, specific requirements to be addressed have been
               given to organisation to work towards fulfilling the requirements of the
               sub-category. When requirements in all items under a category are satisfied,
               that will show that the organisation has satisfied the criterion
               itself.
            

            
            
            	The framework has 7 categories, 21 sub-categories and 58 requirements to be
               addressed.
            

            
            
            	Each sub-category in the business excellence framework criteria requires the
               organisation to address specific area (or requirements). For each
               requirement to be addressed (under each sub-category of the criterion), you
               will see that there is a closed loop cycle of Plan-Do-Check-Act. In a
               Plan-Do-Check-Act cycle, one needs to first plan what have to be done
               (approaches) [Plan], then deploy what has been planned (deployment) [Do],
               followed by evaluating the effectiveness of the deployed plan(s) after a
               period of time [Check], and lastly making adjustments to the original
               plan(s) if the evaluation result showed that improvements have to be made to
               original plan(s) [Act].
            

            
            
            	In essence, this closed loop cycle encourages and requires an organisation
               to perform continuous improvement, one of the basic fundamental concepts of
               total quality management.
            

            
            
         

         
         
         With this description of the structure of the 7 categories, we will now look
            at each category, its sub-categories, and the requirements to be
            addressed.
         

         
         
            (1) Leadership
            
         

         
         While it is important for an organisation to define a clear vision and
            mission, it is even more important for it to demonstrate visible leadership that
            inspires its people to attain its vision and succeed. A good leader is able to
            set a purpose that shapes what the organisation aspires to achieve and if
            needed, change the set-up and structure of the organisation to make it a
            reality. Hence, under the business excellence framework, leaders would need
            to:
         

         
         

         
         
            
            	 Develop the mission, vision, values and ethics and be role models of a
               culture of excellence
            

            
            
            	Be personally involved in ensuring that the organisation’s management system
               is developed, implemented and continuously improved
            

            
            
            	Interact with customers, partners and representatives of the community

            
            
            	Instil and reinforce a culture of excellence with the organisation’s
               people
            

            
            
            	Identify and champion organisational change

            
            
         

         
         
         Assessment Strategy:

         
         1 LEADERSHIP (120pts)

         
         [assessment is on approach and deployment]

         
         1.1 Senior Leadership (50pts) ← Sub-Category
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                  Requirements to be addressed
                     
                        
                        	Develops the organisation’s mission, vision and values, and
                           communicates them to key stakeholders 
                        

                        
                        
                        	Engages key stakeholders to drive the organisation’s performance 

                        
                        
                        	Acts as role models and grooms future leaders

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         

         
         

         
         1.2 Organisational Culture (40pts) 

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Develops a culture that supports the organisation’s mission, vision
                           and values to drive growth 
                        

                        
                        
                        	Translates values into desired employee behaviours to enable
                           innovation, learning and achieve the organisation’s goals
                        

                        
                        
                        	Embraces organisational change for sustainability

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         1.3 Corporate Governance and Social Responsibility (30pts) 

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Establishes a governance system to ensure accountability and
                           transparency
                        

                        
                        
                        	Implements policies and involves stakeholders to contribute to the
                           community and the environment
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         
            (2) Customers
            
         

         
         The organisation should constantly seek to engage its customers, with a focus
            on meeting customers’ current and future needs, building relationships, and
            ensuring customer loyalty. This engagement is an important outcome of a
            customer-focused culture. An organisation needs to engage customers to co-create
            products, services or experiences, improve their loyalty and enhance their
            customer experience. The voice of the customer and the customer results provide
            vital information for understanding the customers and the marketplace. This
            information may affect the sustainability of the organisation in the
            marketplace.
         

         
         

         
         Assessment Strategy:

         
         2 CUSTOMERS (100pts)

         
         [assessment is on approach and deployment]

         
         2.1 Customer Requirements (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Segments markets and customers and understands their current and
                           future requirements
                        

                        
                        
                        	Incorporates market and customer requirements into the strategic
                           plans
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         2.2 Customer Experience (40pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Incorporates customer expectations in designing touch points,
                           products, processes and services 
                        

                        
                        
                        	Ensures customer feedback is addressed and analysed

                        
                        
                        	Provides ease of access for customers to seek assistance and
                           information to enhance the customer experience
                        

                        
                        
                        	Sets performance standards at customer touch points to ensure
                           consistent service delivery
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         

         
         

         
         2.3 Customer Satisfaction (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Determines and improves customer satisfaction for various customer
                           segments
                        

                        
                        
                        	Determines current and future drivers of customer satisfaction 

                        
                        
                        	Incorporates customer insights and feedback into the strategic
                           improvement plans
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         
            (3) Strategy
            
         

         
         The organisation should realise its vision and mission through a well-defined
            strategy that takes into account the market or industry conditions in which it
            operates. All its policies, plans and processes should be in line with this
            strategy.
         

         
         Hence, the strategic planning process should be:

         
         
            
            	Results-oriented and based on the present and future needs and expectations
               of all the stakeholders of the organisation
            

            
            
            	Based on information from performance measures, research, learning and other
               related external activities
            

            
            
         

         
         
         

         
         

         
         

         
         

         
         

         
         

         
         

         
         Assessment Strategy:

         
         3 STRATEGY (80pts)

         
         [assessment is on approach and deployment]

         
         3.1 Strategy Development (40pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Determines organisational challenges and anticipates external
                           changes and risks
                        

                        
                        
                        	Develops long- and short-term strategies to achieve organisational
                           goals
                        

                        
                        
                        	Engages key stakeholders in the strategy development process

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         3.2 Strategy Implementation (40pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Develops and implements long- and short-term action plans

                        
                        
                        	Manages organisational risks associated with plans

                        
                        
                        	Allocates resources in a timely manner to achieve strategic
                           goals
                        

                        
                        
                        	Engages key stakeholders in the strategy implementation

                        
                        
                        	Measures performance against plans and targets

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         
            (4) People
            
         

         
         In order to excel, the organisation should develop and tap the full potential
            of its employees at the individual, team and organisational levels. Fairness and
            equality among employees must be practised and people at every level should be
            involved and empowered to make changes. Employees should be cared for, rewarded
            and recognised so that they are motivated to perform to their best ability and
            stay committed to the organisation. This can be done through the
            following:
         

         
         
            
            	Human resource planning, development and management should be done in
               alignment with the organisation’s strategic goals
            

            
            
            	 ‘High-performance work’ should be enabled. Such work is characterised by
               flexibility, innovation, knowledge and skills-sharing, good communication
               and information flow, customer focus and alignment with organisational
               needs
            

            
            
            	Compensation and recognition systems should be in place. These can be in the
               form of profit-sharing or rewards for best team performance
            

            
            
            	Learning and development opportunities should be provided

            
            
            	A knowledge management system should be established so that knowledge can be
               shared to maintain the high performance of employees even through transition
               periods
            

            
            
            	A supportive work environment should be in place through facilities such as
               recreational activities and career counselling
            

            
            
            	Workplace safety standards should be enforced

            
            
         

         
         
         Assessment Strategy:

         
         4 PEOPLE (90pts)

         
          [assessment is on approach and deployment]

         
          4.1 Human Resource Planning (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Anticipates HR needs and develops HR plans and policies which are
                           aligned to strategic goals and organisational values
                        

                        
                        
                        	Establishes a recruitment and selection process to meet
                           organisational needs
                        

                        
                        
                        	Identifies and grooms employees for high performance

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         4.2 Employee Learning and Development (20pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Engages employees to identify current and new competencies required
                           to meet strategic goals
                        

                        
                        
                        	Provides learning and development opportunities to employees to
                           achieve organisational and personal growth
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         4.3 Employee Engagement and Well-being (20pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Supports individual and team participation to achieve strategic
                           goals
                        

                        
                        
                        	Develops a work environment that enhances employee health and
                           well-being
                        

                        
                        
                        	 Measures employee satisfaction, engagement and well-being

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         4.4 Employee Performance and Recognition (20pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Supports high performance, productive and innovative behaviours to
                           achieve organisational goals
                        

                        
                        
                        	Reinforces desired behaviours and organisational values

                        
                        
                        	 Rewards and recognises employees to achieve organisational
                           goals
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         
            (5) Processes
            
         

         
         Process management ensures that the organisation’s work systems are designed
            to create value for its customers, prepare for potential emergencies, and
            achieve organisational success and sustainability. Effective process management
            includes:
         

         
         
            
            	Designing work processes in line with the organisation’s goals and
               competencies
            

            
            
            	Maintaining clear and detailed information of all key processes of the
               organisation including all work processes and their specific
               requirements
            

            
            
            	Considering cycle time, productivity and delivery processes when designing
               the work processes; this may include detailed mapping of processes and
               redesigning some of them to achieve better outcomes
            

            
            
            	Improving processes using information from organisational performance
               reviews, sharing successful strategies across the organisation, and
               performing process analysis and research, benchmarking and customer
               reviews
            

            
            
         

         
         
         Assessment Strategy:

         
         5 PROCESSES (90pts)

         
         [assessment is on approach and deployment]

         
          5.1 Innovation Capabilities (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Develops and implements innovative ideas to create value

                        
                        
                        	Involves key stakeholders in generating and implementing innovative
                           ideas and solutions
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         

         
         5.2 Process Management (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Manages key and support processes to meet customer and operational
                           requirements
                        

                        
                        
                        	Drives process improvement to enhance productivity and achieve
                           higher organisational performance
                        

                        
                        
                        	 Sustains key processes in times of emergencies to ensure business
                           continuity
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
          5.3 Supplier and Partner Management (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Identifies and manages key suppliers and partners to achieve
                           organisational goals
                        

                        
                        
                        	Engages key suppliers and partners to co-create products and
                           services
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         
            (6) Knowledge
            
         

         
         This category has been described as the ‘brain centre’ for aligning the
            organisation’s operations with its strategic objectives. In order to have an
            effective measurement, analysis and knowledge management system, the following
            are important:
         

         
         
            
            	Good use of performance measurement by managers to track work-group and
               process level performance weighed against the organisation’s targets
            

            
            
            	The use of comparative and benchmarking data and information to know where
               the organisation stands in relation to others, and to better understand the
               organisation’s processes and performance
            

            
            
            	Conduct of organisational reviews that cover all areas of performance. This
               will help guide improvements that are in line with the organisation’s goals
               and core competencies
            

            
            
            	Ensure effective knowledge management, by making readily available data,
               information, software and hardware for the workforce through the intranet
               and user-friendly systems
            

            
            
            	Continuously learn, innovate and adapt through the use of technology,
               information and knowledge
            

            
            
         

         
         
         Assessment Strategy:

         
         6 KNOWLEDGE (70pts)

         
          [assessment is on approach and deployment]

         
         6.1 Knowledge Management (35pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	 Collects and manages information for strategy development,
                           decision-making and organisational learning
                        

                        
                        
                        	Ensures the accuracy, accessibility and security of information

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         6.2 Analytics for Performance Management (35pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Leverages on knowledge and information to create new value

                        
                        
                        	Uses comparative and benchmarking knowledge to improve
                           performance
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         
            (7) Results
            
         

         
         The Results category provides a result focus that encompasses the
            organisation’s customer results, financial and marketplace performance,
            workforce results and operational results. Through this focus, the organisation
            sustains the superior value of its offerings as affirmed by its customers and
            the marketplace, and high organisational performance. This category provides the
            measures of progress made by the organisation in achieving its vision,
            strategies and goals.
         

         
         Assessment Strategy:

         
         7 RESULTS (450pts)

         
          [assessment is on results]

         
          7.1 Customer Results (110pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Customer satisfaction and experience

                        
                        
                        	Product and service performance 

                        
                        
                     

                     
                     
                  

                  
                  Different market and customer segments should be addressed

                  
               

            

         

         
         7.2 Financial and Market Results (120pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Financial performance, including financial results and economic
                           value
                        

                        
                        
                        	Marketplace performance, including growth and market share, position
                           and acceptance 
                        

                        
                        
                     

                     
                     
                  

                  
                  Competitors and industry standards should be considered

                  
               

            

         

         
          7.3 People Results (110pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Human Resource Planning 

                        
                        
                        	Employee learning and development

                        
                        
                        	Employee engagement and well-being 

                        
                        
                        	Employee performance and recognition 

                        
                        
                     

                     
                     
                  

                  
                  Different categories of employees should be addressed

                  
               

            

         

         
         7.4 Operational Results (110pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Process performance

                        
                        
                        	Suppliers and partners performance

                        
                        
                        	Governance system and contribution to the community, society and the
                           environment
                        

                        
                        
                     

                     
                     
                  

                  
                  Results not addressed in sub-categories 7.1, 7.2 and 7.3 which relate to
                     the organisation’s key performance requirements should be considered
                  

                  
               

            

         

         
         
            Criteria Weights
            
         

         
         The seven criteria of the business excellence framework have been allocated a
            total of 1,000 points. The overall points allocated for the driver and systems
            portion is 55% and the results portion is 45%.
         

         
         
         
            
               
               
                  
                  
                  
               
               
                  
                  
                     
                     	Categories, Sub-Categories and Number of Requirements
                     
                     
                     	Requirements Points
                     
                     
                     	Criteria Points
                     
                     
                  

                  
                  
               
               
               
                  
                  
                     
                     	1 Leadership 
                     
                     
                     	 
                     
                     
                     	120
                     
                     
                  

                  
                  
                  
                     
                     	1.1 Senior Leadership (3)
                     
                     
                     	50
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	1.2 Organisational Culture (3) 
                     
                     
                     	40
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	1.3 Corporate Governance and Social Responsibility (2) 
                     
                     
                     	30
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	2 Customers
                     
                     
                     	 
                     
                     
                     	100
                     
                     
                  

                  
                  
                  
                     
                     	2.1 Customer Requirements (2) 
                     
                     
                     	30
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	2.2 Customer Experience (4)
                     
                     
                     	40
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	2.3 Customer Satisfaction (3)
                     
                     
                     	30
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	3 Strategy 
                     
                     
                     	 
                     
                     
                     	80
                     
                     
                  

                  
                  
                  
                     
                     	3.1 Strategy Development (3)
                     
                     
                     	40
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	3.2 Strategy Implementation (5)
                     
                     
                     	40
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	4 People 
                     
                     
                     	 
                     
                     
                     	90
                     
                     
                  

                  
                  
                  
                     
                     	4.1 Human Resource Planning (3)
                     
                     
                     	30
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	4.2 Employee Learning and Development (2) 
                     
                     
                     	20
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	4.3 Employee Engagement and Well-Being (3)
                     
                     
                     	20
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	4.4 Employee Performance and Recognition (3)
                     
                     
                     	20
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	5 Processes 
                     
                     
                     	 
                     
                     
                     	90
                     
                     
                  

                  
                  
                  
                     
                     	5.1 Innovation Capabilities (2)
                     
                     
                     	30
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	5.2 Process Management (3)
                     
                     
                     	30
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	5.3 Supplier and Partner Management (2)
                     
                     
                     	30
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	6 Knowledge
                     
                     
                     	 
                     
                     
                     	70
                     
                     
                  

                  
                  
                  
                     
                     	6.1 Knowledge Management (2)
                     
                     
                     	35
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	6.2 Analytics for Performance Management (2)
                     
                     
                     	35
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	7 Results 
                     
                     
                     	 
                     
                     
                     	450
                     
                     
                  

                  
                  
                  
                     
                     	7.1 Customer Results (2)
                     
                     
                     	110
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	7.2 Financial and Market Results (2) 
                     
                     
                     	120
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	7.3 People Results (4)
                     
                     
                     	110
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	7.4 Operational Results (3) 
                     
                     
                     	110
                     
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	 
                     
                     
                  

                  
                  
                  
                     
                     	Total Points:
                     
                     
                     	 
                     
                     
                     	1000
                     
                     
                  

                  
                  
               
               
            

            
         

         

         
         
         
            [image: ]Read
               
               SPRING Singapore, Business Excellence Framework, 2017 [Source:
                  Learning Portal]
               

               
            

         

         
         
            
               [image: ]Activity 3.1
                  
                  Application Question:

                  
                  Using the article below, complete the table by identifying the
                     following:
                     
                        
                        	Sub-categories of Customers, People, Processes and Knowledge
                           categories.
                        

                        
                        
                        	Requirements to be addressed – indicate what is required to be
                           carried out by the diving company Living Seas in order to ensure
                           safety under the sea for their recreational divers.
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                  Click here for the PDF
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                                    [image: images/su3ch4_activity.JPG]
                                 
                              

                           
                        
                     

                  

                  
                  
                  Solution
                        
                           
                           
                              
                              The following needs to be considered in your answer
                                 development:
                              

                              
                              
                                 
                                 	Clear distinction required between “Categories”,
                                    “Sub-Categories” and “Requirements to be addressed”.
                                 

                                 
                                 
                                 	Refer to Section 4.4 for The Seven Categories of the Business
                                    Excellence Framework and its Assessment Strategy.
                                 

                                 
                                 
                                 	Require in-depth analysis of the article for evidence that is
                                    less apparent.
                                 

                                 
                                 
                              

                              
                              
                              The possible list of Business Excellence Sub-Categories and
                                 Requirements to be addressed that can be identified from the article
                                 is as follows: [based on the 1994 Business Excellence
                                 Framework]
                              

                              
                              
                                 3. Information
                                 
                              

                              
                              3.1 Management of Information and Knowledge

                              
                              
                                 
                                 	types of information under management – staff to diver ratio,
                                    equipment specification, etc.
                                 

                                 
                                 
                              

                              
                              
                              3.2 Comparison and Benchmarking

                              
                              
                                 
                                 	information from competitors and industry is used to improve
                                    processes – dive training
                                 

                                 
                                 
                              

                              
                              
                              
                                 4. People
                                 
                              

                              
                              4.1 HR Planning

                              
                              
                                 
                                 	HR requirements and plans are based on firm’s needs, qualified
                                    dive instructors
                                 

                                 
                                 
                              

                              
                              
                               4.2 Employee Engagement

                              
                              
                                 
                                 	encourage and support individual employees to achieve
                                    organisation’s objective 
                                 

                                 
                                 
                                 	to be a top dive school in Singapore

                                 
                                 
                              

                              
                              
                              
                                 5. Processes
                                 
                              

                              
                               5.2 Process Management and Improvement

                              
                              
                                 
                                 	well-defined key delivery processes and support processes – dive
                                    training and associated licensing and certification
                                 

                                 
                                 
                                 	well-managed key processes to meet process requirement and
                                    maintain process performance – in-house processes are clearly
                                    defined and adhered to
                                 

                                 
                                 
                              

                              
                              
                              
                                 6. Customer
                                 
                              

                              
                              6.1 Customer Requirements

                              
                              
                                 
                                 	defined customer segments – recreational divers

                                 
                                 
                                 	listen and understand customer requirements – need for qualified
                                    and trained dive professionals
                                 

                                 
                                 
                                 	incorporate customer requirements into strategic and improvement
                                    plans – to become one of the best qualified dive schools
                                 

                                 
                                 
                              

                              
                              
                               6.2 Customer Relationship

                              
                              
                                 
                                 	provide easy access for customers to conduct business – raise
                                    customers’ awareness of good and safe diving
                                 

                                 
                                 
                              

                              
                              
                              6.3 Customer Satisfaction

                              
                              
                                 
                                 	determine customer satisfaction – good service and safe diving,
                                    not to go for cheap option
                                 

                                 
                                 
                              

                              
                              
                              For the Sub-Categories and Requirements to be addressed that can
                                 be identified, you should provide appropriate recommendation to the
                                 diving company on how safety can be carried out, improved or
                                 enhanced.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         4.5 Key Characteristics of the Business Excellence Framework

         
         
            
               
                  
                  
                     The criteria are non-prescriptive
                     
                  

                  
                  The criteria are made up of performance-oriented requirements which are
                     non-prescriptive. They do not describe how an organisation is to be managed
                     or organised. Instead, the focus is on outcomes derived by adopting
                     appropriate methods, tools or techniques, the selection of which may depend
                     on many factors such as the organisation’s size, type, stage of development
                     and capabilities.
                  

                  
                  
                     The criteria are comprehensive
                     
                  

                  
                  The criteria address all internal and external requirements of an
                     organisation, including how all processes are managed with internal and
                     external stakeholders, customers, employees and partners. Existing and new
                     or evolving strategies may be described when addressing the same set of
                     criteria requirements.
                  

                  
                  
                     The criteria emphasise learning cycles
                     
                  

                  
                  The criteria encourage learning and improvement cycles in all parts of an
                     organisation. The cycles generally include four stages: strategising or
                     planning, execution of plans, assessment of progress and improvements based
                     on assessment findings.
                  

                  
                  
                     The criteria emphasise alignment
                     
                  

                  
                  The criteria support a systems perspective to maintain alignment of goals
                     within the organisation. This is achieved through understanding the
                     cause-effect linkages among the criteria, and connecting strategies and
                     measures that reinforce overall organisational goals. These strategies and
                     measures drive overall performance.
                  

                  
                  
                     The criteria support goal-based diagnosis
                     
                  

                  
                  The criteria and the scoring guidelines form a two-part diagnostic
                     (assessment) system. The criteria are a set of performance-oriented
                     requirements and the scoring guidelines spell out the dimensions (approach,
                     deployment and results) used to assess an organisation. An assessment thus
                     provides the organisation with a profile of the strengths and areas for
                     improvement relative to the criteria requirements. This diagnostic
                     assessment is a useful management tool that goes beyond most performance
                     reviews.
                  

                  
               

            

         

         
         
            (Source: SPRING Singapore, Business Excellence Framework,
               2017)
            
         

         
      
      
      
      
         
         4.6 Application and Assessment Process 

         
         
            {For Section 4.6, materials are taken from General Guide to Business
               Excellence Standards & Self-Assessment, 2010 and BE Certification
               Application Guide, 2014}
            
         

         
         Organisations which want to apply for the Singapore Quality Award will have to
            go through a lengthy preparation process in which approaches have to be
            deployed to fulfil all the requirements listed in each of the first
            six criteria of the business excellence framework (minus Results). Performance
            results (for the seventh criterion) will have to be collected and collated over
            a period of at least 3 years or more in order to show sustainable excellence.
            Once these preparatory works are completed, the organisation (or applicant) will
            have to prepare an application report.
         

         
         The application report provides an overview of the organisation’s business,
            followed by detailed explanation and illustration on how each requirement in
            each Requirements to be addressed category has been met by the
            organisation’s chosen approach(es) and how these approach(es) have been
            effectively deployed to all relevant operations/functions. As for the Result
            category, the application report has to illustrate how performance results in
            all relevant areas have consistently improved over a sustained period of
            business cycles.
         

         
         Once the application report is submitted to Enterprise Singapore, it will be
            subjected to a thorough assessment process. The application and assessment
            process at Enterprise Singapore is shown below.
         

         
         
            Figure 3.2 BE Certification Application and Assessment Process(Source: SPRING Singapore, BE Certification Application Guide,
                  2014)
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         The rubric below is used as a guide for assessment of application reports. An
            organisation may be having excellent approaches but if they were not well
            deployed, they limit the performance of the organisation. Likewise, having well
            deployed and innovative approaches may not guarantee stellar performance
            results. Without sustained positive performance results, an organisation cannot
            be considered to have achieved business excellence.
         

         
         
            (Source: Business Excellence Framework)
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         Summary

         
         This chapter presents a detailed discussion on the business excellence
            framework established by Enterprise Singapore. The framework provides guidance
            for organisations which want to embark on the business excellence journey by
            inculcating and practising a set of nine Attributes of Excellence. The framework
            has 7 categories, consisting of various sub-categories and requirements to be
            addressed.
         

         
         The business excellence framework through its categories and requirements to
            be addressed guides an organisation in its quest for business excellence. Along
            the journey to business excellence, the organisation will strengthen Attributes
            of Excellence that are instrumental in achieving performance excellence. These
            attributes are Leading with Vision and Integrity, Creating Value for Customers,
            Driving Innovation and Productivity, Developing Organisational Capability,
            Valuing People and Partners, Managing with Agility, Sustaining Outstanding
            Results, Adopting an Integrated Perspective, and Anticipating the Future.
         

         
         Every organisation will find its own approaches/methods to satisfy the
            requirements to be addressed. Besides having effective approaches to fulfil
            requirements to be addressed, effective deployment of these approaches is a must
            in order to ensure that they will together generate positive performance results
            for the organisation. The assessment approach thus looks into approach,
            deployment and finally results.
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      Chapter 5: Self-Assessment for Business Excellence - Using Self-Diagnostic Tool
         (SDT)
      

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to: 

         
         
            
            	Explain the need for and benefits of using Self-Diagnostic Tool (SDT)
               related to business excellence standards.
            

            
            
            	Differentiate different business excellence standards.

            
            
            	Practise organisational self-assessment of business excellence.

            
            
         

         
         
      
      
      
      
         
         Overview

         
         Chapter 5 discusses the use of Self-Diagnostic Tool (SDT) to carry out
            self-assessment and to evaluate an organisation’s journey to business
            excellence. Using the business excellence framework as the foundation,
            Self-Diagnostic Tool (SDT) can be designed to provide a quick evaluation of an
            organisation’s business excellence.
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the specified article(s) in order to have
            a better understanding of the subject matter covered in this study unit.
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         (Source: Pixabay / Public Domain)
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      The Self-Diagnostic Tool (SDT) comes in the form of questionnaire format with
         scale measurements whereby the questions asked in the questionnaire relate to the
         business excellence framework categories and their sub-categories’ requirements. One
         has to bear in mind that such Self-Diagnostic Tool (SDT) provides a quick evaluation
         and not a thorough evaluation as needed for award applications. Nevertheless, such
         self-assessments of business excellence allow an organisation to gauge its
         performance and which areas require improvements.
      

      
      In this chapter, Self-Diagnostic Tool (SDT) for the overall business excellence
         standard as well as niche standards in people, innovation and service will be
         presented.
      

      
      
         
         5.1 Business Excellence Standard and Niche Standards in People, Innovation and
            Service
         

         
         
            
               [image: ]Lesson Recording

               
               
                  Business Excellence - Niche Standards
                  
               

               
            

         

         
         
            
               
                  
                  The business excellence initiative at Enterprise Singapore helps
                     organisations develop and enhance their management capabilities, so as to
                     achieve high performance and be more competitive. It also recognises
                     organisations for their performance on the business excellence journey. This
                     initiative provides a comprehensive framework to manage organisations for
                     business excellence. Supporting this framework are three business excellence
                     niche standards for people, innovation and service. Each of these standards
                     focuses on the organisational capabilities required for a key enabler of
                     business excellence, such as people, innovation and service. Based on their
                     needs and strategy, organisations could use any of the business excellence
                     standards to enhance their capabilities.
                  

                  
                  The overall business excellence standard, based on the business excellence
                     framework, provides organisations with a holistic approach in managing
                     people, systems, processes, and customers to achieve high
                     performance.
                  

                  
               

            

         

         
         
            (Source: SPRING Singapore, General Guide to Business
               Excellence Standards & Self-Assessment, 2010)
            
         

         
         
            Figure 3.3 The Business Excellence Framework
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                  Singapore Quality Class (SQC) is the certification for the overall
                     Business Excellence standard. The SQC provides organisations with a holistic
                     model for managing business excellence.
                  

                  
                  The Niche BE standard for People provides organisations with a total
                     approach for recruiting, managing and engaging employees for high
                     performance, aligned to the mission, vision and values. It examines specific
                     requirements within the seven categories of BE that highlight employee
                     practices and systems. It also examines how the organisation's
                     people-centric philosophy is cascaded to other areas including the
                     management of customers, processes and knowledge.
                  

                  
                  The Niche BE standard for Innovation enables organisations to develop
                     capabilities in harnessing innovative ideas and creating value from them.
                     This includes higher revenue, profits, productivity, customer satisfaction
                     or other measures of success for various stakeholders. It examines specific
                     requirements within the seven categories of BE that highlight innovation
                     capabilities, while ensuring that the basic requirements of a well-run
                     organisation are not overlooked.
                  

                  
                  The Niche BE Standard for Service enables organisations to develop a
                     customer-centric approach for high performance. This is translated to
                     enhanced market positioning, financials, customer satisfaction or other
                     measurements of success. It examines specific requirements within the seven
                     categories of BE that highlight capabilities in service leadership and
                     service agility. It also examines how the organisation's strategy, people,
                     processes, and knowledge management can be orientated to enhance customer
                     delight and customer experience.
                  

                  
               

            

         

         
         
            (Source: SPRING Singapore, Business Excellence
               Self-Diagnostic Tool, 2017)
            
         

         
         

         
         
            
               
                  
                  The BE framework covers all the criterial factors for excellence and these
                     are addressed in the seven categories – Leadership, Customers, Strategy,
                     People, Process, Knowledge and Results.
                  

                  
                  Depending on organisations’ needs and strategies, organisations may choose
                     from the certification and award programmes under the BE initiative to
                     enhance their capabilities:
                  

                  
                  
                     BE Certifications
                     
                  

                  
                  Organisations on the BE journey are required to pursue the Singapore
                     Quality Class (SQC) as a required foundation, before deepening their niche
                     capabilities in Innovation, People and Service.
                  

                  
                  The assessment of the organisation, using the BE Framework, is based on a
                     1,000 point-scale. Organisations seeking to be certified to the:
                  

                  
                  
                     
                     	SQC must score at least 400 points

                     
                     
                     	SQC with Niche must fulfil both the minimum requirements of the SQC, and
                        score at least 40 points on a 100 point-scale for each respective niche
                        criterion.
                     

                     
                     
                     	SQC STAR* must score at least 550 points upon renewal of the SQC.

                     
                     
                  

                  
                  
                  The SQC has a validity of 3 years and organisations can pursue up to a
                     maximum of 2 Niches. The same applies to the SQC STAR*, which has a validity
                     of 4 years.
                  

                  
                  
                     BE Awards
                     
                  

                  
                  The BE Awards have a validity of 5 years and organisations can pursue up
                     to 2 Niche Awards. Organisations must score at least 700 points out of a
                     1000 point-scale to attain the following awards: 
                  

                  
                  
                     
                     	Singapore Quality Award (SQA)

                     
                     
                     	Innovation Excellence Award (IEA)

                     
                     
                     	People Excellence Award (PEA)

                     
                     
                     	Service Excellence Award (SEA)

                     
                     
                  

                  
                  
                  SQA with Special Commendation recognises past award winners for scaling
                     greater heights of excellence and sustained global leadership and requires a
                     score of 800 points out of a 1000 point-scale.
                  

                  
                  The BE certifications are open for applications throughout the year while
                     the BE awards are conferred annually through a separate awards cycle. In the
                     event that an organisation attains more than 700 points in the certification
                     assessment, it will still receive a certification and may apply for an award
                     in a subsequent awards cycle.
                  

                  
               

            

         

         
         
            (Source: SPRING Singapore, Business Excellence Framework,
               2017)
            
         

         
         
            Scoring System of the Business Excellence Framework
            
         

         
         In the business excellence framework, there is a strong emphasis on results,
            as the ultimate test of excellence is in the results achieved. The results
            provide an important reference point on the effectiveness of the systems
            adopted, and the success of the organisation in attaining excellence. The main
            categories and their related sub-categories for the overall business excellence
            standard are presented in Table 1 below.
         

         
         
         
            
               Table 3.1  Scoring Guide for Business Excellence Standards
               (Source: SPRING Singapore, Business Excellence Framework,
                     2017)
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            (Source: SPRING Singapore, Business Excellence Framework,
                  2017)
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         5.2 Self-Diagnostic Tool (SDT) for Evaluating Business Excellence

         
         Self-assessment allows an organisation to identify its strengths and areas for
            improvement. It provides a basis for comparison, both internally and externally,
            and shows the progress which has been made over time.
         

         
         Organisations can undertake to do a self-assessment instead of formally
            applying for the business excellence awards. An organisation should first form a
            self-assessment team that comprises six to eight members, who represent key
            staff in the organisation. Alternatively, the organisation could form different
            assessment teams to examine the different criteria categories in the
            Self-Diagnostic Tool (SDT). The self-assessment teams should examine all areas
            based on the assessment criteria.
         

         
         Senior executives’ commitment to the process includes providing direction to
            the process, active participation, and spending time prioritising the output of
            the self-assessment for planning purposes.
         

         
         As there are one overall business excellence standard and three niche
            standards, Enterprise Singapore has established a 4-part Self-Diagnostic Tool
            (SDT) for them. Organisations can use the relevant Self-Diagnostic Tool (SDT) to
            assess the organisations’ performance in relation to the various business
            excellence standards. The findings of the self-assessment could be used for the
            purpose of certification (but not for award).
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         Each part of Self-Diagnostic Tool (SDT) comprises statements that address
            specific category requirements of the business excellence standard. Consider
            both approach and I for each statement in Self-Diagnostic Tool (SDT), and
            take the lower of the two scores for each statement. The statements are to be
            rated on a scale from 0% to 100% based on the Scoring Rubric. The sum of the
            scores for all items in each criteria is then indicated in the Self-Diagnostic
            Tool (SDT).
         

         
         The appropriate rating for each statement should be determined by referring to
            the Scoring Rubric provided in the Self-Diagnostic Tool (SDT). The organisation
            may decide on the rating for each statement based on the description for the
            relevant approach, deployment or results dimensions which best fit the situation
            in the organisation.
         

         
         A copy of the Self-Diagnostic Tool (SDT) should be given to each member of the
            self-assessment team(s). The self-assessment team(s) will need to convene one or
            more planning sessions to decide on the procedures and schedule for carrying out
            the self-assessment exercise. They will need to review the Self-Diagnostic Tool
            (SDT) to identify the basic information that needs to be gathered to facilitate
            the process of self-assessment.
         

         
         The Scoring Rubric provides more detailed explanation on how to assess each
            criterion and its items as shown below:
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         The Overview section of the Self-Diagnostic Tool (SDT) provides the overall
            scoring of the self-assessment.
         

         
         The team members may then carry out the self-assessment of the organisation.
            Based on the information gathered, observations and judgement, the individual
            team members may decide on the appropriate rating for each statement. After each
            team member has completed the individual assessment, the team members may have
            consensus meetings to discuss the ratings they have given for each
            statement.
         

         
         Where the ratings given by the team members for a particular statement are
            different, the team members should discuss and agree on the appropriate rating.
            The finalised rating should thus be decided by consensus.
         

         
         
            Guidelines on completing self-assessment using the Self-Diagnostic Tool
               (SDT)
            
         

         
         The self-assessment is a structured, analytical method for evaluating an
            organisation’s performance system. Members of the organisation which is doing
            the self-assessment will provide their own score to each of the statements in
            the Self-Diagnostic Tool (SDT).
         

         
         In using the “% SCORE” column of the Self-Diagnostic Tool (SDT), the
            user can enter the score by selecting the drop-down list as shown in the next
            diagram. The Criteria Score for each of the 7 criteria in the Self-Diagnostic
            Tool (SDT) is obtained by adding up the scores for all the items under the
            particular criteria. For example, the Criteria Score for Leadership under the
            business excellence standard will be the sum of the item scores of items 1.1,
            1.2 and 1.3. An example of how the results may be tabulated for self-assessment
            score is given below:
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         After all the scores have been entered, the Self-Diagnostic Tool (SDT) will
            automatically compute the total score in the Overview section of the
            tool. The sum total of the criteria scores would provide on overall indication
            of the organisation’s performance. The total is based upon a maximum score of
            1,000 points.
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         5.3 Self-Diagnostic Tool (SDT) for Business Excellence Standard [Certification
            for SQC]
         

         
         The Business Excellence Standard is the overall standard based on the business
            excellence framework. This standard provides organisations with a total and
            systematic approach to managing people, systems, processes and customers to
            achieve excellent performance. Certification to this standard, i.e. Singapore
            Quality Class (SQC), is determined by the organisation’s performance using this
            Self-Diagnostic Tool (SDT). Achieving certification is not the same as achieving
            the Award.
         

         
         An organisation requires a score of at least 400 out of 1000 points in the
            self-assessment exercise to qualify for the SQC, after the self-assessment score
            has been verified by Enterprise Singapore through a site visit
            assessment.
         

         
         From April 2017, organisations on the BE journey are required to pursue the
            Singapore Quality Class (SQC) as a required foundation, before deepening their
            niche capabilities in Innovation, People and Service.
         

         
         
            Carrying out the Self-assessment
            
         

         
         As mentioned earlier, the self-assessment and the Self-Diagnostic Tool (SDT)
            provide a structured, analytical method for evaluating an organisation’s
            performance.
         

         
         It is important to identify the people to carry out the self-assessment so as
            to provide a reliable and objective score for each of the statements and
            categories in the Self-Diagnostic Tool (SDT). When an organisation elects to do
            a self-assessment, it will either assign selected individual management staff
            members who are familiar with the operations/activities of each criterion to
            work individually on rating the specific category statements. Alternatively,
            teams could be assigned to rate on specific category statements. When teams are
            used to do self-assessment, the final rating for each statement should be
            arrived at through consensus.
         

         
         

         
         

         
         
            Evaluating an Organisation’s Self-Assessment Scoring
            
         

         
         The self-assessment process will continue until all statements are rated.
            There is a distinct difference between assessments carried out on organisations
            which want to achieve Awards as compared to achieving Certifications. An
            assessment to ascertain whether an organisation should be given an Award is done
            by having a team of external assessors (selected by Enterprise Singapore) to
            evaluate the applicant’s written report that comprehensively describes in detail
            how the organisation has ample approaches that are well deployed and with
            sustainable performance results that make it worthy to be considered for an
            Award.
         

         
         For certification, a shortened version of an application report is submitted
            and, alternatively, the organisation could also submit presentation slides to
            explain how the various criteria had been addressed. In addition, a results page
            has to be submitted to indicate the major KPIs and performance results. Unlike a
            detailed application report, employees of the organisation going for
            certification will do its own assessment (self-assessment) using the
            Self-Diagnostic Tool (SDT).
         

         
         Like the Award assessment process, the certification process will also have a
            site visit by a team of external assessors. The site visit is to verify the
            ratings/scores given in SQC section of the Self-Diagnostic Tool (SDT). The
            verification includes interviews with management and employees plus audit of
            operations and activities. The objectives of site visit are:
         

         
         
            
            	Allow organisations to provide insights and information beyond what they
               have rated in the SQC section of the Self-Diagnostic Tool (SDT).
            

            
            
            	Enable assessors to verify and clarify the ratings given in SQC section of
               the Self-Diagnostic Tool (SDT) through observation, interviews and document
               review.
            

            
            
            	Understand the processes/approaches/touch points and extent of deployment
               first hand.
            

            
            
            	Gather new inputs / additional data / results / updates / awards / third
               party endorsements, etc.
            

            
            
            	Identify best practices and verify actual results/performance.

            
            
            	Arrive at a final score/rating.

            
            
         

         
         
         After the site visit, the external assessors will review site visit findings
            and conduct re-scoring if necessary. Assessors must then make a recommendation
            on whether the organisation has met the requirements for certification and
            complete an endorsement summary. External assessors will prepare a feedback
            report stating the areas of improvement and the strengths of the organisation in
            relation to the seven categories and their related items.
         

         
      
      
      
      
         
         5.4 Additional Requirements in the Self-Diagnostic Tool (SDT) for Niche Business
            Excellence Standards
         

         
         Organisations on the BE journey are required to pursue the Singapore Quality
            Class (SQC) as a required foundation before deepening their niche capabilities
            in Innovation, People, and Service. Organisations seeking to be certified to the
            SQC with Niche must fulfil both requirements of the SQC (must score at least 400
            points), and score at least 40 points on a 100 point-scale for each respective
            niche criteria.
         

         
         For BE Awards, organisations must score at least 700 points out of a 1000
            point-scale to attain the Singapore Quality Award (SQA), and they can pursue up
            to two Niche Awards:
            
               
               	Innovation Excellence Award (IEA)

               
               
               	People Excellence Award (PEA)

               
               
               	Service Excellence Award (SEA)

               
               
            

            
            
         

         
         
            Innovation Niche
            
         

         
         The Niche BE standard for Innovation allows organisations to develop
            capabilities in harnessing innovative ideas and creating value from those ideas.
            This niche standard examines specific requirements within the seven categories
            of the BE that highlight innovation capabilities.
         

         
         The additional requirements for Innovation Niche are contained in the
            Innovation tab of the Self-Diagnostic Tool (SDT) and it consists of the
            following criteria:
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            People Niche
            
         

         
         The Niche BE standard for People provides organisations with a total approach
            for recruiting, managing and engaging employees for high performance, and the
            approaches are aligned to the organisation’s mission, vision and values.
         

         
         The additional requirements for People Niche are contained in the People tab
            of the Self-Diagnostic Tool (SDT) and it consists of the following
            criteria:
         

         
         
         
            
               
               
                  
                  
               
               
                  
                  
                     
                     	
                        
                           
                           
                              
                              	Leadership

                              
                              
                              	Customers
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            Service Niche
            
         

         
         The Niche BE standard for Service enables organisations to develop
            customer-centric approach for high performance where it examines requirements
            within the BE categories that highlight capabilities in service leadership and
            service agility. The Service Niche criteria also examine how the organisation’s
            strategy, people, processes and knowledge management can be oriented to enhance
            customer delight and customer experience.
         

         
         The additional requirements for Service Niche are contained in the Service tab
            of the Self-Diagnostic Tool (SDT) and it consists of the following
            criteria:
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               [image: ]Activity 3.2
                  
                  Application Question:

                  
                  Identify a Singapore-based business organisation or Singapore-based
                     subsidiary of a multinational corporation that has yet to embark or has
                     already embarked on a business excellence journey.
                  

                  
                  The following is a simplified business excellence self-assessment tool
                     (see Table 3). Practise what you have learnt about organisational
                     self-assessment of business excellence by using the tool to rate the chosen
                     business organisation. You can assign the rating based on a simple scale of
                     1 (Unlikely) to 5 (Excellent).
                  

                  
                  Once completed, compute the overall rating.

                  
                  Solution
                        
                           
                           
                              
                              The following needs to be considered in your answer development: 

                              
                              
                                 
                                 	Organisation chosen must be sizable in their operation. A
                                    foreign MNC based in Singapore is acceptable.
                                 

                                 
                                 
                                 	Organisation chosen must not be one that has achieved Business
                                    Excellence Award or Business Excellence (Niche) Award.
                                 

                                 
                                 
                                 	Assessment and rating must be objective, fair, well supported
                                    and justified.
                                 

                                 
                                 
                                 	Rating number assigned must be supported and based on evidence
                                    present in the organisation. For example, if a rating of 5
                                    (Excellent) is awarded the organisation from S/NO 1, there must
                                    be:
                                    
                                       
                                       	The Vision Statement stated in company website,
                                          corporate office, etc.
                                       

                                       
                                       
                                       	The Vision Statement is clear, unambiguous and easily
                                          understood by employees of all levels of the
                                          organisation.
                                       

                                       
                                       
                                       	A process has been engaged in communicating it to
                                          managers and employees; on an on-going basis as well as
                                          during the orientation for a newly joined employee.
                                       

                                       
                                       
                                    

                                    
                                    
                                 

                                 
                                 
                              

                              
                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
         
            
               Table 3.2  Simplified Business Excellence Self-assessment Tool
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         Summary

         
         This chapter provides a comprehensive review of the holistic business
            excellence standard. There are four business excellence standards, the Singapore
            Quality Class (SQC) and three Niche BE standards of Innovation, People and
            Service.
         

         
         Organisations must pursue the Singapore Quality Class (SQC) as a required
            foundation before proceeding to apply for certifications in the niche standards.
            Organisations can apply for certification (Singapore Quality Class – SQC),
            through a Self-Diagnostic Tool (SDT) and a certification assessment, or the
            Singapore Quality Award (SQA).
         

         
         Organisations seeking to be certified to the SQC must score at least 400
            points on a 1000 point-scale of the BE framework. As for SQC with Niche,
            organisations must fulfil both SQC requirements and score at least 40 points in
            their chosen niche criteria. Should an organisation receive more than 700 points
            in the certification assessment, it will receive a certification and may apply
            for an award in the subsequent award cycle.
         

         
      
      
      
   
      
      
      
      Formative Assessment

      
      
         
         
            
            
            
            	Which of the following best describes the Enterprise Singapore
               Business Excellence Framework?
            

            
            
               	
                  A set of criteria serving as a guide for
                  organisations achieving quality in its products and
                  services.
                  
                  
               

               	
                  A set of criteria serving as a guide for
                  organisations achieving operational
                  excellence.
                  
                  
               

               	
                  A set of criteria serving as a guide for
                  organisations achieving business excellence.
                  
                  
                  
               

               	
                  All of the listed choices
                  
                  
               

            

            Submit

            
               Incorrect. Business excellence involves achieving
                  excellence organisational-wide beyond quality products and
                  services.
               

               Incorrect. Business excellence involves achieving
                  excellence organisational-wide beyond operational
                  processes.
               

               Correct. This statement best describes the Enterprise
                  Singapore Business Excellence Framework.
               

               Incorrect. There is only one correct
                  choice.
               

            

            
            
            
            
            	Which of the following is the focus of the Results category in
               the Enterprise Singapore Business Excellence Framework?
            

            
            
               	
                  Customer results.
                  
                  
               

               	
                  Financial and marketplace
                  performance.
                  
                  
               

               	
                  Workforce results.
                  
                  
               

               	
                  All of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. There are two other listed choices that are
                  also true.
               

               Incorrect. There are two other listed choices that are
                  also true.
               

               Incorrect. There are two other listed choices that are
                  also true.
               

               Correct. The Results category in the Enterprise
                  Singapore Business Excellence Framework focuses on all these
                  areas.
               

            

            
            
            
            
            	Which are the 7 criteria associated with the Enterprise
               Singapore Business Excellence Framework?
            

            
            
               	
                  Leadership, Strategy, Knowledge, People,
                  Processes, Customers, Results
                  
                  
                  
               

               	
                  Strategy, Planning, Innovation, People, Processes,
                  Customers, Results
                  
                  
               

               	
                  Strategy, Planning, Knowledge, Employees,
                  Processes, Customers, Results
                  
                  
               

               	
                  Leadership, Planning, Innovation, People,
                  Processes, Customers, Profitability
                  
                  
               

            

            Submit

            
               Correct. These are the 7 criteria associated with the
                  Enterprise Singapore Business Excellence
                  Framework.
               

               Incorrect. Planning and Innovation are not
                  criteria.
               

               Incorrect. Planning and Employees are not
                  criteria.
               

               Incorrect. Planning, Innovation and Profitability are
                  not criteria.
               

            

            
            
            
            
            	Which of the following characteristics of the Enterprise
               Singapore Business Excellence Framework is correct?
            

            
            
               	
                  The criteria emphasises the learning
                  cycle.
                  
                  
               

               	
                  The criteria are
                  non-prescriptive.
                  
                  
               

               	
                  "The criteria" is a means for a goal-based
                  diagnosis.
                  
                  
               

               	
                  All of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. There are two other listed choices that are
                  also true.
               

               Incorrect. There are two other listed choices that are
                  also true.
               

               Incorrect. There are two other listed choices that are
                  also true.
               

               Correct. All of the listed choices are
                  true.
               

            

            
            
            
            
            	Which of the following statement is true?

            
            
               	
                  The Business Excellence Awards has a validity of 5
                  years.
                  
                  
               

               	
                  If an organisation attains more than 700 points in
                  a certification assessment, it will receive a certification and
                  may apply for an award in the subsequent awards
                  cycle.
                  
                  
               

               	
                  Organisations must score at least 700 points out
                  of a 1000-point scale to attain the Singapore Quality
                  Awards.
                  
                  
               

               	
                  All of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. There are two other listed choices that are
                  also true.
               

               Incorrect. There are two other listed choices that are
                  also true.
               

               Incorrect. There are two other listed choices that are
                  also true.
               

               Correct. All the statements listed are
                  true.
               

            

            
            
            
            
            	Which of the following statement is true for a self-assessment
               tool for evaluating business excellence?
            

            
            
               	
                  Self-assessment tool for evaluating business
                  excellence allow an organisation to identify its strengths and
                  areas for improvement.
                  
                  
               

               	
                  Self-assessment tool for evaluating business
                  excellence provide a basis for internal and external
                  comparison.
                  
                  
               

               	
                  Self-assessment tool for evaluating business
                  excellence allow an organisation to monitor and show progress
                  made over time.
                  
                  
               

               	
                  All of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. There are two other listed choices that are
                  also true.
               

               Incorrect. There are two other listed choices that are
                  also true.
               

               Incorrect. There are two other listed choices that are
                  also true.
               

               Correct. All of the listed choices are
                  true.
               

            

            
            
            
         

         
      

      
      
   
      
      
      Study Unit 4
Leadership, Strategy, People, Customer and Process Management

   
      
      
      
      Chapter 6: Leadership, Strategic Planning and High Performance Workforce Management

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:

         
         
            
            	Discuss the relationships between enabling activities and organisational
               results.
            

            
            
            	Relate knowledge to the execution of improvements in critical activities to
               achieve business excellence.
            

            
            
         

         
         
      
      
      
      
         
         Overview

         
         Chapter 6 looks at the different functional areas and activities in the
            organisation that will impact organisations on the journey towards business
            excellence. In particular, this chapter will examine how the functional areas
            and activities that will have an impact on the requirements to be addressed for
            each of the 7 categories in the business excellence framework should operate to
            enable the fulfilment of the criteria. In this chapter, we will look at
            Leadership, Strategy and People.
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the reference articles in order to have a
            better understanding of the subject matter covered in this study unit.
         

         
      
      
      
      
         (Source: Pixabay / Public Domain)
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      Leadership is the ability to positively influence people and systems under one’s
         authority to have a meaningful impact and achieve important results. Strategic
         planning is the process of envisioning an organisation’s future and developing the
         necessary goals, objectives, and action plans to achieve that future. Workforce
         management (which has also been widely known as human resource management or HRM)
         consists of those activities designed to provide for and coordinate the people of an
         organisation. 
      

      
      Leadership, Strategic Planning and High Performance Workforce Management relate to
         the categories of Leadership, Strategy and People in the business excellence
         framework. At the end of this chapter, a table illustrates some of the courses in
         the Business programme that provide the knowledge and the skills needed for students
         to be able to work in these functions when they graduate. 
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               Leadership
               
            

            
         

      

      
      
         
         6.1 Leadership

         
         Each of the seven categories in the business excellence framework has a set of
            sub-categories followed by its respective requirements to be addressed.
         

         
         1 LEADERSHIP (120pts)

         
         [assessment is on approach and deployment]

         
         1.1 Senior Leadership (50pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Develops the organisation’s mission, vision and values, and
                           communicates them to key stakeholders 
                        

                        
                        
                        	Engages key stakeholders to drive the organisation’s performance 

                        
                        
                        	Acts as role models and grooms future leaders

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         

         
         

         
         

         
         

         
         

         
         1.2 Organisational Culture (40pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Develops a culture that supports the organisation’s mission, vision
                           and values to drive growth 
                        

                        
                        
                        	Translates values into desired employee behaviours to enable
                           innovation, learning and achieve the organisation’s goals
                        

                        
                        
                        	 Embraces organisational change for sustainability 

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         1.3 Corporate Governance and Social Responsibility (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Establishes a governance system to ensure accountability and
                           transparency
                        

                        
                        
                        	Implements policies and involves stakeholders to contribute to the
                           community and the environment
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         There is a relation between the leadership category and Deming’s 14
            Points.
         

         
         1. Create and publish a company mission statement and commit to it.

         
         7. Teach and institute leadership.

         
         12. Remove barriers that rob people of pride of workmanship.

         
         14. Take action to accomplish the transformation.

         
         
            How can an organisation address the framework criterion on
               Leadership?
            
         

         
         From the previous chapter, it is known that each sub-category in the business
            excellence framework categories requires the organisation to address specific
            areas (or requirements) and it is a closed loop cycle of Plan-Do-Check-Act. In
            the Leadership category, there are 3 sub-categories: Senior Leadership,
            Organisation Culture, and Corporate Governance and Social Responsibility.
         

         
         To satisfy the requirements to be addressed under these 3 sub-categories, an
            organisation needs to effectively deploy approaches to establish the
            following:
         

         
         
            
            	Create and deploy a customer-focused strategic vision and clear quality
               values
            

            
            
            	Create a sustainable environment for performance improvement, accomplishment
               of the mission, innovation, agility, and learning
            

            
            
            	Demonstrate personal commitment to organisational values, develop future
               leaders, and reinforce high performance
            

            
            
            	Create a focus on action and communicate with, empower, and motivate all
               employees
            

            
            
            	Address organisational governance to include management and fiscal
               accountability, protection of stakeholder interests, and conduct evaluations
               to improve the leadership system
            

            
            
            	Create an environment that fosters legal and ethical behaviour

            
            
            	Integrate public responsibilities, resource-sustaining processes, and
               community support into business practices
            

            
            
         

         
         
         Besides the above general concepts on meeting requirements in leadership
            category, leaders should drive the following activities in their
            organisations:
         

         
         
            
            	Defining and communicating business directions

            
            
            	Ensuring that goals and expectations are met

            
            
            	Reviewing business performance and taking appropriate action

            
            
            	Creating an enjoyable work environment

            
            
            	Soliciting input and feedback from customers

            
            
            	Ensuring that employees are effective contributors

            
            
            	Motivating, inspiring, and energising employees

            
            
            	Recognising employee contributions

            
            
            	Providing honest feedback

            
            
         

         
         
         In order to facilitate a leader in driving the above common activities, you
            might conceptualise and think of a leader having the following
            competencies:
         

         
         
            
            	
               Navigator—creates shared meaning and provides direction towards a
               vision, mission, goal, or end-result.
            

            
            
            	
               Communicator—effectively listens and articulates messages to provide
               shared meaning.
            

            
            
            	
               Mentor—provides others with a role to guide their actions.
            

            
            
            	
               Learner—continuously develops personal knowledge, skills, and
               abilities through formal study, experience, reflection, and recreation.
            

            
            
            	
               Builder—shapes processes and structures to allow for the achievement
               of goals and outcomes.
            

            
            
            	
               Motivator—influences others to take action in a desirable
               manner.
            

            
            
         

         
         
         Practising good corporate citizenship refers to having leadership and support
            of publicly important purposes, including improving education, community health,
            environmental excellence, resource conservation, community service, and
            professional practices. However, good corporate citizenship has to be carried
            out within the limits of an organisation’s resources.
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         Click here for the PDF
         

         
         
            
               [image: ]Activity 4.1
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Briefly describe the key roles that senior executives play as leaders of
                     their organisations.
                  

                  
                  Solution
                        
                           
                           
                              
                              Senior executives play nine key roles as leaders in any
                                 organisation. The roles and responsibilities are closely associated
                                 with defining and communicating business direction, goals and
                                 expectations; performance review, evaluation and problem-solving;
                                 creating a stimulating work environment; soliciting and using
                                 customer feedback; developing a motivating climate for employees and
                                 recognising contributions; and providing honest feedback.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         6.2 Some Excellence Indicators for Leadership Criteria

         
         
            Excellence Indicators
            
         

         
         
            
               
                  
                  
                     
                     	Senior leaders have developed a clear vision, mission and set of values
                        which drive excellence and they personally exemplify the values.
                     

                     
                     
                     	Senior leaders are personally involved in communicating the
                        organisation’s directions to key stakeholders and in engaging them for
                        regular feedback.
                     

                     
                     
                     	Senior leaders drive the organisation’s performance and engage key
                        stakeholders to contribute to such efforts.
                     

                     
                     
                     	Senior leaders advocate an organisational culture which embraces
                        organisational change, and employees are empowered to innovate and take
                        responsible risks.
                     

                     
                     
                     	Senior leaders role model desired behaviours and are committed to
                        grooming future leaders for organisational sustainability.
                     

                     
                     
                     	Employees are committed to the organisation’s mission and vision, and
                        demonstrate the values in their work.
                     

                     
                     
                     	The organisation has a well-defined corporate governance system to
                        ensure business continuity and risk management, as well as
                        accountability and transparency that is consistent with statutory and
                        regulatory requirements or guidelines.
                     

                     
                     
                     	The organisation has well-defined policies and programmes to contribute
                        to the sustainable development of the community and environment which it
                        operates in.
                     

                     
                     
                  

                  
                  
               

            

         

         
         
            (Source: SPRING Singapore, Business Excellence Framework,
               2017)
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         6.3 Strategy

         
         In the Strategy category, there are two sub-categories: Strategy Development
            and Strategy Implementation.
         

         
         3 STRATEGY (80pts)

         
          [assessment is on approach and deployment]

         
          3.1 Strategy Development (40pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Determines organisational challenges and anticipates external
                           changes and risks 
                        

                        
                        
                        	Develops long- and short-term strategies to achieve organisational
                           goals
                        

                        
                        
                        	Engages key stakeholders in the strategy development process

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
          3.2 Strategy Implementation (40pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Develops and implements long- and short-term action plans 

                        
                        
                        	Manages organisational risks associated with plans

                        
                        
                        	Allocates resources in a timely manner to achieve strategic
                           goals
                        

                        
                        
                        	Engages key stakeholders in the strategy implementation

                        
                        
                        	Measures performance against plans and targets

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         
            How can an organisation address the framework criterion on
               Strategy?
            
         

         
         
            
            “A strategy is a pattern or plan that integrates an organisation’s major
               goals, policies, and action sequences into a cohesive whole.” 
            

            
            (Source: The Management and Control of Quality,
               2011)
            

            
         

         
         A formal strategy includes:

         
         
            
            	Goals to be achieved

            
            
            	Policies to guide or limit action

            
            
            	Action sequences, or programmes, that accomplish the goals

            
            
         

         
         
         To satisfy the requirements to be addressed under this category, an
            organisation needs to effectively deploy approaches to establish the
            following:
         

         
         
            
            	Systematic planning systems for strategy development and deployment

            
            
            	Understand the competitive environment and the factors and strategic
               challenges that determine success, and gather and analyse a variety of
               external and internal data
            

            
            
            	Align short-term action plans with long-term strategic objectives,
               communicate them, and track progress
            

            
            
            	Derive human resource plans from strategic objectives and action plans

            
            
            	Identify key measures and indicators for tracking progress, reinforce
               organisational alignment, and compare performance with competitors
            

            
            
         

         
         
         
            Figure 4.1 Strategic Planning Process (Source: The Management and Control of Quality, 2011)
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                     Test your knowledge:
                     
                  

                  
                  What is Strategic Planning? How is it different from Planning?

                  
                  Solution
                        
                           
                           
                              
                              Strategic planning is an organisation's process of defining its
                                 strategy, or direction, and making decisions on allocating its
                                 resources to pursue this strategy. It may also extend to control
                                 mechanisms for guiding the implementation of the strategy.
                              

                              
                              Strategic planning is different from planning in its “strategic”
                                 focus and intent. Once the company's mission, vision, and guiding
                                 principles have been determined, the organisation must assess the
                                 gap as to where it is now, and where it wants to be as described in
                                 its vision. Using this assessment, it must then develop goals,
                                 strategies, and objectives that will enable it to bridge this gap. 
                              

                              
                              Key business factors include: 

                              
                              
                                 
                                 	the nature of a company's products and services, its principal
                                    customers, major markets, and key customer quality requirements 
                                 

                                 
                                 
                                 	position in market and competitive environment

                                 
                                 
                                 	facilities and technologies

                                 
                                 
                                 	suppliers

                                 
                                 
                                 	other factors, such as the regulatory environment, industry
                                    changes, etc.
                                 

                                 
                                 
                              

                              
                              
                              Strategic plans must be consistent with the important business
                                 factors of the company. For example, plans for a company in a highly
                                 competitive, fast-changing market might include fast cycle time and
                                 more attention to understanding emerging customer needs than plans
                                 for a company with a low-cost focus on a mature market.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            What is a Mission statement?
            
         

         
         It is a definition of products and services, markets, customer needs, and
            distinctive competencies of the organisation and explains the purpose of why the
            organisation is in existence.
         

         
         

         
         

         
         

         
         

         
         An example of a Mission:

         
         
            
            “…to provide worldwide responsiveness to our customers by offering the
               highest quality, lowest total cost, customised, integrated, design, supply
               chain, and manufacturing solutions through long-term partnerships based on
               integrity and ethical business practices.”
            

            
            (electronic products manufacturing firm)

            
         

         
         
            What is a Vision statement?
            
         

         
         It is a statement that describes where the organisation is headed and what it
            intends to be in the future. It should be brief and memorable (grab attention),
            inspiring and challenging (creates excitement), descriptive of an ideal state
            (provides guidance and direction), and appealing to all stakeholders (employees
            can identify with it).
         

         
         An example of a Vision:

         
         
            
            “Be the best and continuously improve” 

            
            (electronic products manufacturing firm)
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            What are Values?
            
         

         
         An organisation’s core values are established to shape norms and culture
            within the organisation. They define attitudes and policies for all employees,
            which are reinforced through conscious and subconscious behaviour at all levels
            of the organisation.
         

         
         An example of Values:

         
         
            
            “Integrity, environmental health and safety, customer, excellence, people,
               profitability, accountability” 
            

            
            (steel manufacturing firm)

            
         

         
         
            What is Environment Assessment?
            
         

         
         It is an analytical process whereby organisation management will evaluate
            customer and market requirements, expectations, and opportunities, as well as
            technological and other innovations in the industry, current and future. It also
            looks into the current strengths and weaknesses of a firm. Risk evaluation is
            also part of the assessment and includes financial, societal, ethical,
            regulatory and other potential risks. It will also review external factors such
            as changes in global or national economy, and factors unique to the
            organisation, such as partner and supply chain needs.
         

         
         
            What are Strategies, Strategic Objectives, Action Plans, and Strategy
               Deployment?
            
         

         
         
            Strategies are broad statements that set the direction for the
            organisation to take in realising its mission and vision.
         

         
         
            Strategic objectives are what an organisation must change or improve to
            remain or become competitive.
         

         
         
            Action plans are things that an organisation must do to achieve its
            strategic objectives.
         

         
         
            Strategy deployment includes developing detailed action plans, defining
            resource requirements and performance measures, and aligning work unit,
            supplier, or partner plans with overall strategic objectives.
         

         
         Strategic objectives and action plans often require significant changes in
            human resource requirements, such as redesigning the work organisation or jobs
            to increase employee empowerment and decision making, promoting greater
            labour/management cooperation, modifying compensation and recognition systems,
            or developing new education and training initiatives.
         

         
         
            
               [image: ]Activity 4.3
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Define mission, vision, and guiding values. What is the purpose of
                     each?
                  

                  
                  Solution
                        
                           
                           
                              
                              The purpose, or mission, of the organisation is a statement of
                                 "why the organisation is in business." In the past, the purpose of
                                 the organisation was frequently stated in terms of products or
                                 services produced or profitability to stockholders. TQ-focused firms
                                 often state their purpose in terms of their customer focus and their
                                 commitment to strive for higher levels of quality.
                              

                              
                              The vision statement is a statement of guiding values, principles,
                                 and direction of expected growth of an organisation or some segment
                                 of it, and is generally developed by key managers and others who are
                                 responsible for planning and carrying out that vision. Vision
                                 statements may be developed at any level within the organisational
                                 hierarchy from top to bottom. This is a very worthwhile activity, as
                                 long as the statements are coordinated so as to fit with those of
                                 the next higher level and the overall organisation's vision.
                              

                              
                              Values, or guiding principles, guide the journey to that vision by
                                 defining attitudes and policies for all employees, which are
                                 reinforced through conscious and subconscious behaviour at all
                                 levels of the organisation.
                              

                              
                              The mission, vision, and guiding principles serve as the
                                 foundation for strategic planning. Top management and others who
                                 lead, especially the CEO, must articulate them. They also have to be
                                 transmitted, practised, and reinforced through symbolic and real
                                 action before they become "real" to the employees, and the people,
                                 groups, and organisations in the external environment that do
                                 business with the firm.
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         6.4 Some Excellence Indicators for Strategy Criteria

         
         
            Excellence Indicators
            
         

         
         
            
               
                  
                  
                     
                     	The strategy is systematically developed based on the external
                        environment (e.g., customer feedback, market intelligence, industry
                        trends), internal capabilities (e.g. data on operational performance,
                        quality indicators) and with inputs from stakeholders.
                     

                     
                     
                     	The long- and short-term goals and plans are comprehensive, quantifiable
                        and forward-looking.
                     

                     
                     
                     	The strategy development process produces an overall business plan, and
                        goes beyond a financial or budget plan. The process is robust and
                        responsive to changing needs.
                     

                     
                     
                     	The strategy implementation process involves cascading plans to all
                        levels, and translating corporate goals into department and individual
                        goals. Relevant and well-defined indicators are identified to track the
                        achievement of the plans and goals.
                     

                     
                     
                  

                  
                  
               

            

         

         
         (Source: SPRING Singapore, Business Excellence Framework,
            2017)
         

         
      
      
      
      
         
         6.5 High Performance Workforce Management

         
         
            
               [image: ]Lesson Recording

               
               
                  High Performance Workforce
                  
               

               
            

         

         
         

         
         

         
         To satisfy customers, organisations must first satisfy employees. Total
            quality management requires good management practices to cater to employees and
            to processes.
         

         
         
            
            “We’ve got nothing, technology-wise, that anyone else can’t
               have.
            

            
            There’s no secret Toyota Quality Machine out there.

            
            The quality machine is the workforce ‒ the team members on
               the paint line, the suppliers, the engineers ‒ everybody who has a hand in
               production here takes the attitude that we’re making world-class
               vehicles.”
            

            
            (Quote from Toyota Company... Source: The Management and
               Control of Quality, 2011)
            

            
         

         
         In the People category, there are 4 sub-categories: Human Resource Planning,
            Employee Learning and Development, Employee Engagement and Well-being and
            Employee Performance and Recognition.
         

         
         4 PEOPLE (90pts)

         
         [assessment is on approach and deployment]

         
          4.1 Human Resource Planning (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Anticipates HR needs and develops HR plans and policies which are
                           aligned to strategic goals and organisational values
                        

                        
                        
                        	Establishes a recruitment and selection process to meet
                           organisational needs
                        

                        
                        
                        	 Identifies and grooms employees for high performance 

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         

         
         4.2 Employee Learning and Development (20pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Engages employees to identify current and new competencies required
                           to meet strategic goals
                        

                        
                        
                        	Provides learning and development opportunities to employees to
                           achieve organisational and personal growth
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
          4.3 Employee Engagement and Well-being (20pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Supports individual and team participation to achieve strategic
                           goals
                        

                        
                        
                        	Develops a work environment that enhances employee health and
                           well-being
                        

                        
                        
                        	Measures employee satisfaction, engagement and well-being 

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         4.4 Employee Performance and Recognition (20pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Supports high performance, productive and innovative behaviours to
                           achieve organisational goals
                        

                        
                        
                        	Reinforces desired behaviours and organisational values

                        
                        
                        	Rewards and recognises employees to achieve organisational
                           goals
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         There is a relation between the People category and Deming’s 14 Points.

         
         6. Institute training.

         
         8. Drive out fear and create trust.

         
         9. Optimise team and individual efforts.

         
         10. Eliminate exhortations for work force.

         
         12. Remove barriers that rob people of pride of workmanship.

         
         13. Encourage education and self-improvement.
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            How can an organisation address the framework criterion on
               People?
            
         

         
         To satisfy the requirements to be addressed under these 4 sub-categories, an
            organisation needs to effectively deploy approaches to establish the following:
            
               
               	Understand the key factors that drive workforce engagement,
                  satisfaction, and motivation.
               

               
               
               	Design and manage work and jobs to promote effective communication,
                  cooperation, skill sharing, empowerment, innovation, and the ability to
                  benefit from diverse ideas and thinking of employees.
               

               
               
               	Develop an organisational culture conducive to high performance and
                  motivation.
               

               
               
               	Create an environment that ensures and improves workplace health,
                  safety, and security, and supports the workforce via policies, services,
                  and benefits.
               

               
               
               	Develop a performance management system based on compensation,
                  recognition, reward, and incentives that supports high performance work
                  and workforce engagement.
               

               
               
               	Assess workforce engagement and satisfaction and use results for
                  improvement.
               

               
               
               	Assess workforce capability and capacity needs and use the results to
                  capitalise on core competencies, address strategic challenges, recruit
                  and retain skilled and competent people, and accomplish the work of the
                  organisation.
               

               
               
               	Make appropriate investments in development and learning, both for the
                  workforce and the organisation’s leaders.
               

               
               
            

            
            
            
               
               	Manage career progression for the entire workforce and succession
                  planning for management and leadership positions.
               

               
               
            

            
            
         

         
         
            What is Workforce Management?
            
         

         
         Workforce management (which has also been widely known as human resource
            management [HRM]) consists of those activities designed to provide for and
            coordinate the people of an organisation. These will include determining the
            organisation’s workforce needs; assisting in the design of work systems;
            recruiting, selecting, training and developing, counselling, motivating, and
            rewarding employees; acting as a liaison with unions and government
            organisations; handling other matters of employee well-being.
         

         
         The objectives of an effective workforce management system are to build a
            high-performance workplace and maintain an environment for performance
            excellence to enable employees and the organisation to achieve strategic
            objectives and adapt to change.
         

         
         

         
         

         
         

         
         
            
               [image: ]Activity 4.4
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Explain why there is a logical relationship between customer satisfaction
                     and employee satisfaction.
                  

                  
                  Solution
                        
                           
                           
                              
                              There is a logical relationship between customer satisfaction and
                                 employee satisfaction because research has shown that as workforce
                                 satisfaction increased, so did customer satisfaction and loyalty to
                                 the organisation. If people were satisfied with their working
                                 conditions and jobs, they stayed with the company, became familiar
                                 with customers and their needs, had the opportunity to correct
                                 errors because the customers knew and trusted them, and had outcomes
                                 of higher productivity and high service quality.
                              

                              
                              Customers of these firms became more loyal, thus providing more
                                 repeat business, were willing to complain about service problems so
                                 that employees could fix them, and benefited from the relationship
                                 by seeing lower costs and better service, thus leading to a new
                                 cycle of increased customer satisfaction.
                              

                              
                              An extensive research study by the Gallup Organisation of 7,939
                                 business units in 36 companies showed that employee satisfaction and
                                 engagement were positively related not only to customer satisfaction
                                 and loyalty, but also to productivity, profit, turnover, and
                                 safety.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            Workforce Engagement 
            
         

         
         One important aspect of workforce management is to facilitate workforce
            engagement. Organisations with high levels of workforce engagement are often
            characterised by high-performing work environments in which people are motivated
            to do their utmost for the benefit of their customers and for the success of the
            organisation.
         

         
         Workforce engagement is the extent of workforce commitment, both emotional and
            intellectual, to accomplishing the work, mission, and vision of the
            organisation. Engaged workers find personal meaning and motivation in their
            work, have a strong emotional bond to their organisation, are actively involved
            in and committed to their work, feel that their jobs are important, know that
            their opinions and ideas have value, and often go beyond their immediate job
            responsibilities for the good of the organisation.
         

         
          One important outcome of workforce engagement is employee involvement.
            Employee involvement is any activity by which employees participate in
            work-related decisions and improvement activities, with the objectives of
            tapping the creative energies of all employees.
         

         
         Employee involvement approaches can range from simple sharing of information
            or providing input on work-related issues and making suggestions to
            self-directed responsibilities such as setting goals, making business decisions,
            and solving problems, often in cross-functional teams.
         

         
         High-performance work refers to work approaches used to systematically pursue
            ever-higher levels of overall organisational and human performance.
            High-performance work is characterised by flexibility, innovation, knowledge and
            skill sharing, alignment with organisational directions, customer focus, and
            rapid response to changing business needs and marketplace requirements.
         

         
         The design of work should provide employees with both the intrinsic and
            extrinsic motivation to achieve quality and operational performance objectives,
            thus leading to high performance work. An organisation needs to facilitate
            effective work and job design. Work design refers to how employees are organised
            in formal and informal units, such as departments and teams.
         

         
         Work design includes 1) job enlargement – expanding workers’ jobs, 2) job
            rotation – having workers learn several tasks and rotate among them, 3) job
            enrichment – granting more authority, responsibility, and autonomy. Job design
            refers to responsibilities and tasks assigned to individuals.
         

         
         Employee involvement is also facilitated by employee empowerment. Employee
            empowerment is giving people authority to make decisions based on what they feel
            is right, to have control over their work, to take risks and learn from
            mistakes, and to promote change. Only with such autonomy can employees pursue
            continuous improvement and make innovative changes to work processes that will
            enhance quality.
         

         
         Empowerment needs to be nurtured and be supported by the right resources and
            policies. These include providing education, resources, and encouragement,
            removing restrictive policies/procedures, fostering an atmosphere of trust,
            sharing information freely, making work valuable, training managers to be
            “hands-off” leaders, and training employees to embrace allowed latitude in work
            and responsibility.
         

         
         Employee involvement is facilitated by employee empowerment. Putting employees
            in teams is another approach to facilitate employee involvement. A team is a
            small number of people with complementary skills who are committed to a common
            purpose, a set of performance goals, and an approach for which they hold
            themselves mutually accountable. Teams can be classified into:
            
               
               	Management teams

               
               
               	Natural work teams

               
               
               	Self-managed teams

               
               
               	Virtual teams 

               
               
               	Quality circles

               
               
               	Problem solving teams

               
               
               	Project teams

               
               
            

            
            
         

         
         Teams are generally formed in organisational settings by direction from a
            manager, leader, or governing body. They are typically given a broad objective.
            The team may also be given a timeframe and resource limits, if it is a project
            team. Successful teams share similar attributes:
         

         
         
            
            	Clarity in team goals

            
            
            	Improvement plan

            
            
            	Clearly defined roles

            
            
            	Clear communication

            
            
            	Beneficial team behaviours

            
            
            	Well-defined decision procedures

            
            
            	Balanced participation

            
            
            	Established ground rules

            
            
            	Awareness of group process

            
            
            	Use of scientific approach

            
            
         

         
         
         
            Workplace Environment
            
         

         
         Having motivated and committed employees is a good beginning. The environment
            in which the workforce operates has to be cultivated to support employees’
            physical and mental health, provide safety for employees, and could enhance the
            overall well-being of the employees. It is not only the physical aspects of the
            environment but also having the correct workforce policies that minimise
            workplace stress and enhance employee mental health.
         

         
         
            Performance and Recognition
            
         

         
         Compensation and recognition refer to all aspects of pay and reward, including
            promotions, bonuses, and recognition (either monetary or non-monetary), to
            individual and group. Compensation includes merit versus capability/performance
            based plans and gain sharing. Recognition includes monetary or non-monetary
            forms, either formal or informal, and to individual or to group.
         

         
         Some effective reward strategies include giving both individual and team
            awards, involving everyone, tying rewards to quality, allowing peers and
            customers to nominate and recognise superior performance, publicising
            extensively to reinforce the practices, and making recognition fun.
         

         
         To recognise and encourage good performance, an organisation needs to be able
            to manage performance. Performance management focuses on company goals such as
            quality and behaviours like teamwork. Good performance management provides
            360-degree feedback and good descriptions to employees on their strengths and
            weaknesses.
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            Learning and Development
            
         

         
         High performance workforce can only be sustained with employees given guidance
            and access to continuous learning and development. An organisation should have
            regular assessment of workforce capability and capacity needs; hiring, training
            and retention of employees; and career progression and succession
            planning.
         

         
          Workforce capability refers to an organisation’s ability to accomplish its
            work processes through the knowledge, skills, abilities, and competencies of its
            people. Workforce capacity refers to an organisation’s ability to ensure
            sufficient staffing levels to accomplish its work processes and successfully
            deliver products and services to customers.
         

         
         Meeting and exceeding customer expectations begin with having the right people
            whose skills and attitudes will support and enhance the organisation’s
            objectives. In a culture of performance excellence, employees need to understand
            the importance of customer satisfaction, to be given the training and
            responsibilities to achieve it, and to feel that they do indeed make a
            difference.
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         6.6 Some Excellence Indicators for People Criteria

         
         
            Excellence Indicators
            
         

         
         
            
               
                  
                  
                     
                     	Human Resource (HR) plans support the organisation’s strategic goals.
                        The plans cover areas such as talent management and retention as well as
                        employee engagement, satisfaction and development.
                     

                     
                     
                     	There are talent management plans and programmes to groom future leaders
                        at all levels.
                     

                     
                     
                     	The learning and development needs of employees are identified and
                        effectively addressed to drive organisational productivity and personal
                        growth.
                     

                     
                     
                     	The organisation understands the contribution of the employees to the
                        organisation’s success, their needs and expectations, and how best to
                        care for them.
                     

                     
                     
                     	The organisation encourages and measures employee participation and
                        engagement to ensure high levels of satisfaction.
                     

                     
                     
                     	There is a performance management system that effectively measures,
                        recognises and rewards high performance and innovative behaviours.
                     

                     
                     
                  

                  
                  
               

            

         

         
         
            (Source: SPRING Singapore, Business Excellence Framework,
               2017)
            
         

         
      
      
      
      
         
         6.7 Linkage of Courses in the Business Programme to Business Excellence
            Framework
         

         
         The table below illustrates the linkage of the courses in the business
            programme to the business excellence framework. 
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         Summary

         
         This chapter introduces functional areas and activities that impact on three
            of the seven categories in the business excellence framework. The functional
            areas are Leadership, Strategic Planning and High Performance Workforce
            Management. They relate to the category of Leadership, Strategy and People
            respectively in the business excellence framework. The chapter discussed the
            general approaches that organisations could implement to satisfy the
            requirements of these three categories in the business excellence framework.
            These approaches are planned and mounted by critical functional areas in an
            organisation. Students in our business programme will have the opportunity to
            acquire in-depth knowledge and skills needed to manage these functional areas
            through the courses that are presented in the business curriculum.
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      Chapter 7: Focusing On Customers and Process Management

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:
            
               
               	Discuss the relationships between enabling activities and organisational
                  results.
               

               
               
               	Relate knowledge to the execution of improvements in critical activities
                  to achieve business excellence.
               

               
               
            

            
            
         

         
      
      
      
      
         
         Overview

         
         Chapter 7 looks at the different functional areas and activities in the
            organisation that will impact organisations on the journey towards business
            excellence. In particular, this chapter will examine how the functional areas
            and activities that will have an impact on the requirements to be addressed for
            each of the 7 categories in the business excellence framework should operate to
            enable the fulfilment of the criteria. In this chapter, we will look at
            Customers and Processes.
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the specified articles in order to have a
            better understanding of the subject matter covered in this study unit.
         

         
      
      
      
      
         (Source: Pixabay / Public Domain)
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      To create satisfied customers, the organisation needs to identify customers’
         needs, design the production and service systems to meet those needs, and measure
         the results as feedback for improvement. This in essence is what is termed customer
         focus. Besides external customer (the consumer of your products or services), an
         organisation has also to focus on internal customer needs to a certain extent.
         Internal customer is your colleague who received output work from you. If you
         produce poor quality output work, your colleague’s output will in turn be affected
         and most likely result in poor quality output too.
      

      
      Customer wants and needs drive competitive advantage, and statistics show that
         growth in market share is strongly correlated with customer satisfaction. This is
         familiar to what Deming advocated in his Deming Chain Reaction model. “Satisfaction
         is an attitude; loyalty is a behaviour.” Loyal customers spend more, are willing to
         pay higher prices, refer new clients, and are less costly to do business with. A
         firm cannot create loyal customers without first creating satisfied
         customers.
      

      
      Common business processes include acquiring customer, strategic planning, research
         and development, purchasing, serving customer, managing information, measuring and
         analysing performance, training employees, developing products and services, etc. In
         general, the most commonly associated business processes are:
      

      
      
         
         	
            Value-creation processes – also known as core processes, these are the
            most important in running, maintaining and achieving a sustainable competitive
            advantage. These processes often relate to an organisation’s core competencies
            and strategic objectives. They are critical to customer satisfaction and drive
            the creation of products and services.
         

         
         
         	
            Support processes – these are processes that are most important to an
            organisation’s value-creation processes, employees and daily operations. They
            provide infrastructure for value-creation processes, but generally do not add
            value directly to the products or services.
         

         
         
      

      
      
      Process management involves planning and administering the activities necessary to
         achieve a high level of performance in key business processes, and identifying
         opportunities for improving quality and operational performance, and ultimately,
         customer satisfaction.
      

      
      All organisations operate on activities. When interrelated activities are linked,
         they become processes. In total quality management philosophy, process-oriented
         thinking (or system thinking) is a key requirement to support continuous
         improvement. Process management includes continuous improvement.
      

      
      
         
         7.1 Customers

         
         
            
               [image: ]Lesson Recording

               
               
                  Customers
                  
               

               
            

         

         
         Each of the seven categories in the business excellence framework has a set of
            sub-categories followed by its respective requirements to be addressed. In the
            Customer criterion, there are 3 sub-categories to satisfy.
         

         
         

         
         

         
         

         
         2 CUSTOMERS (100pts)

         
         [assessment is on approach and deployment]

         
          2.1 Customer Requirements (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Segments markets and customers and understands their current and
                           future requirements
                        

                        
                        
                        	Incorporates market and customer requirements into the strategic
                           plans
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         2.2 Customer Experience (40pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Incorporates customer expectations in designing touch points,
                           products, processes and services
                        

                        
                        
                        	Ensures customer feedback is addressed and analysed

                        
                        
                        	Provides ease of access for customers to seek assistance and
                           information to enhance the customer experience
                        

                        
                        
                        	Sets performance standards at customer touch points to ensure
                           consistent service delivery
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         

         
         

         
         

         
          2.3 Customer Satisfaction (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Determines and improves customer satisfaction for various customer
                           segments
                        

                        
                        
                        	Determines current and future drivers of customer satisfaction

                        
                        
                        	Incorporates customer insights and feedback into the strategic
                           improvement plans
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         
            How can an organisation address the framework category on
               Customers?
            
         

         
         From the previous chapter, it is known that each sub-category in the business
            excellence framework categories requires the organisation to address specific
            areas (or requirements) and it is a closed loop cycle of Plan-Do-Check-Act. In
            the Customer category, there are 3 sub-categories: Customer Requirements,
            Customer Experience, and Customer Satisfaction.
         

         
         To satisfy the requirements to be addressed under these 3 sub-categories, an
            organisation needs to effectively deploy approaches to establish the following:
            
               
               	Define and segment key customer groups and markets

               
               
               	Understand the voice of the customer (VOC) 

               
               
               	Understand linkages between VOC and design, production, and
                  delivery
               

               
               
               	Build relationships through commitment, provide accessibility to people
                  and information, set service standards, and follow-up on
                  transactions
               

               
               
               	Develop effective complaint management processes

               
               
               	Measure customer satisfaction for improvement

               
               
            

            
            
         

         
         

         
         

         
         
            What is Customer Group?
            
         

         
         Customer groups can be classified into three levels:

         
         
            Organisation level
            
         

         
         
            
            	consumers 

            
            
            	external customers

            
            
            	employees

            
            
            	society

            
            
         

         
         
         
            Process level
            
         

         
         
            
            	internal customer units or groups

            
            
         

         
         
         
            Performer level
            
         

         
         
            
            	individual internal customers

            
            
         

         
         
         
            What is Customer Segmentation?
            
         

         
         Customer segmentation allows a company to prioritise customer groups, for
            instance, by considering for each group the benefits of satisfying its
            requirements and the consequences of failing to satisfy its requirements.
         

         
         An organisation can segment customer groups by demographics, geographical
            distance, sales volumes, and profit potential.
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               [image: ]Activity 4.5
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Define the principal types of customers that an organisation would
                     encounter.
                  

                  
                  Solution
                        
                           
                           
                              
                              A company can expect to encounter external customers, who, as
                                 previously mentioned, may include both consumers and other companies
                                 within the "chain of customers," and internal customers, people or
                                 divisions within the company who receive products or services from
                                 suppliers within the company.
                              

                              
                              If an organisation remembers that its customers include both its
                                 employees and the public, then it consciously maintains a work
                                 environment conducive to the well-being and growth of all
                                 employees.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            
               [image: ]Activity 4.6
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Why is it important to segment customers?

                  
                  Describe some ways of defining customer segments.

                  
                  Solution
                        
                           
                           
                              
                              Customers should be segmented because of, and according to, their
                                 different requirements and expectations. A company usually cannot
                                 satisfy all customers with the same products or services. 
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
             What is Voice of Customer (VOC)?
            
         

         
         The voice of the customer implies that organisations have to listen and
            collect feedback from the customers in order to identify customer needs and
            wants. Companies use a variety of methods, or “listening posts,” to collect
            information about customer needs and expectations, their importance, and
            customer satisfaction with the company’s performance on these measures. The
            voice of the customer could be captured with the use of:
         

         
         
            
            	Comment cards and formal surveys

            
            
            	Focus groups

            
            
            	Direct customer contact

            
            
            	Field intelligence

            
            
            	Complaint analysis

            
            
            	Internet monitoring

            
            
         

         
         
         After capturing the voice of the customer, an organisation will have to use
            that information effectively. Use the information to link customer needs and
            expectations to design, production, and service delivery processes. Empower
            employees to listen and take appropriate action to meet customer needs.
         

         
         
            What are Moments of Truth?
            
         

         
         Customer-contact employees are the ones impacting on the “moments of truth.” A
            moment of truth is the instance in which a customer comes in contact with the
            company either through an employee, a website, or other means which could create
            an experience for the customer that will impact on his/her perception of the
            company. Take an airline company as illustration. Its moments of truth could
            include:
         

         
         
            
            	Making a reservation

            
            
            	Purchasing tickets

            
            
            	Checking baggage

            
            
            	Boarding a flight Ordering a beverage

            
            
            	Requests a magazine

            
            
            	Deplanes

            
            
            	Picks up baggage

            
            
         

         
         
         A company must be able to ensure moment of truth is executed in a way that
            provides the customer with a good experience.
         

         
         
            
               [image: ]Activity 4.7
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Outline the various ways of gathering customer information. What are the
                     advantages and disadvantages of each?
                  

                  
                  Solution
                        
                           
                           
                              
                              The major methods of gathering customer information include:
                                 
                                    
                                    	Comment cards and formal surveys − These are easy ways to
                                       solicit information on customer satisfaction and perceptions
                                       of the importance of various quality dimensions. However,
                                       only a small percentage of customers regularly respond to
                                       such surveys.
                                    

                                    
                                    
                                    	Focus groups − A focus group is a panel of individuals
                                       (customers or non-customers) who answer questions about a
                                       company's products and services as well as those of
                                       competitors. Focus groups offer a substantial advantage by
                                       providing the direct voice of the customer to an
                                       organisation. A disadvantage of focus groups is their higher
                                       cost of implementation compared to other approaches.
                                    

                                    
                                    
                                    	Direct customer contact − In customer-driven companies, top
                                       executives commonly visit customers personally. This
                                       approach also works well with the rank-and-file
                                       employees.
                                    

                                    
                                    
                                    	Field intelligence − Any employee who comes in direct
                                       contact with customers can obtain information simply by
                                       engaging in conversation, observing, and listening to
                                       customers. The effectiveness of this method depends on a
                                       culture that encourages open communications with
                                       superiors.
                                    

                                    
                                    
                                    	Study complaints − These allow companies to learn about
                                       product failures and service problems. The downside, of
                                       course, is that you hear of customer dissatisfaction only
                                       after the fact
                                    

                                    
                                    
                                 

                                 
                                 
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         

         
         
            Importance of Customer Relationship Management and Complaint
               Management
            
         

         
         An organisation builds customer loyalty by developing trust, communicating
            with customers, and effectively managing the interactions and relationships with
            customers through relationship management approaches. Companies must carefully
            select customer-contact employees, train them well, and empower them to meet and
            exceed customer expectations. Excellent customer relationship management depends
            on five aspects:
            
               
               	Accessibility for customers to feedback and commitments to customers 

               
               
               	Selecting and developing customer-contact employees to ensure customer
                  relationships can be effectively nurtured
               

               
               
               	Relevant customer contact requirements to ensure customer has a positive
                  experience
               

               
               
               	Effective complaint management

               
               
               	Strategic partnerships and alliances

               
               
            

            
            
         

         
         The average company never hears from 96 percent of its unhappy customers. Of
            the customers who make a complaint, more than half will do future business if
            the complaint is resolved. The average customer who has had a problem will tell
            9 or 10 others. Dissatisfied customers increasingly post their feelings on the
            Web.
         

         
         To improve products and processes effectively, companies must do more than
            simply fix the immediate problem. They need a systematic process for collecting
            and analysing complaint data and then using that information for
            improvements.
         

         
         Technology is a key enabler of customer relationship management system
            [CRM].
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            Measuring Customer Satisfaction
            
         

         
         You can only improve what you can measure. This thinking has its root from the
            total quality management philosophy. Measuring customer satisfaction allows
            organisations to gauge what needs to be improved. Measurement allows
            organisations to:
            
               
               	Discover customer perceptions of business effectiveness

               
               
               	Compare company’s performance relative to competitors

               
               
               	Identify areas for improvement

               
               
               	Track trends to determine if changes result in improvements

               
               
            

            
            
         

         
         An effective customer satisfaction measurement system results in reliable
            information about customer ratings of specific product and service features and
            about the relationship between these ratings and the customer’s likely future
            market behaviour. Measurement allows an organisation to build quality into its
            products and services and to target improvements. This can be seen as a
            customer-driven quality cycle.
         

         
         
            Figure 4.2 Customer-Driven Quality Cycle(Source: The Management and Control of Quality, 2011)
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         Appropriate customer satisfaction measurement identifies processes that have
            high impact on satisfaction and distinguishes between low performing processes
            and those that are performing well. In the diagram below, processes in the lower
            right quadrant depict processes that are providing competitive advantage to the
            organisation while processes in the lower left quadrant indicate a hindrance to
            organisation’s competitive advantage. These processes urgently require
            improvements.
         

         
         
            Figure 4.3 Customer Feedback: Performance-Importance Analysis(Source: The Management and Control of Quality, 2011)
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               [image: ]Activity 4.8
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Explain the difference between satisfaction and loyalty. Why is loyalty
                     more important?
                  

                  
                  Solution
                        
                           
                           
                              
                              Customer satisfaction occurs when products and services meet or
                                 exceed customer expectations. Loyal customers spend more, refer new
                                 clients, and are less costly to do business with. Poor quality
                                 products and services, on the other hand, lead to customer
                                 dissatisfaction in the form of complaints, returns, and unfavourable
                                 word-of-mouth publicity. Dissatisfied customers purchase from
                                 competitors.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            
               [image: ]Activity 4.9
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Why does an organisation measure customer satisfaction?

                  
                  Solution
                        
                           
                           
                              
                              By measuring customer satisfaction, a company can learn how
                                 pleased or dissatisfied its customers are with products or services.
                                 It can discover customer perceptions of how well the business is
                                 doing in meeting customer needs, discover areas for improvement, and
                                 also track trends to determine if changes actually result in
                                 improvements.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      

      
      

      
      

      
      
         
         7.2 Some Excellence Indicators for Customer Criteria

         
         
            
               
                  
                  
                     
                     	The organisation places customers at the core of its business model and
                        culture.
                     

                     
                     
                     	The organisation uses various channels (e.g. market intelligence, focus
                        groups, frontline employees, surveys) to identify opportunities and
                        enhance its value proposition.
                     

                     
                     
                     	Markets and customers are segmented to determine and address specific
                        requirements to differentiate customer offerings and enhance customer
                        satisfaction.
                     

                     
                     
                     	Customer requirements and expectations are incorporated into the
                        strategic development and implementation processes. 
                     

                     
                     
                     	The organisation engages customers to co-create and improve the customer
                        experience.
                     

                     
                     
                     	Customer-contact employees are well-trained and able to answer
                        customers’ queries or resolve their issues effectively to ensure a
                        positive customer experience. Issues and feedback from customers are
                        tracked and used to prompt improvement plans.
                     

                     
                     
                     	Customer satisfaction is monitored through different channels (e.g.
                        customer surveys, feedback forms, complaints and compliments) to
                        increase customer loyalty.
                     

                     
                     
                  

                  
                  
               

            

         

         
         
            (Source: SPRING Singapore, Business Excellence Framework,
               2017)
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                     Test your knowledge:
                     
                  

                  
                  Who are customer-contact employees? Why are they critical to an
                     organisation?
                  

                  
                  Solution
                        
                           
                           
                              
                              Customer-contact employees are the “face” of the company to
                                 customers. This group may include any employee who comes in direct
                                 contact with customers, such as salespeople, repair technicians,
                                 telephone operators, and receptionists.
                              

                              
                              They are critical because, not only do they take customer orders,
                                 field inquiries and complaints, and often deliver the product or
                                 service, but they can also obtain useful information that helps
                                 translate “the voice of the customer” simply by engaging in
                                 conversation and listening to customers.
                              

                              
                              The effectiveness of this method depends upon a culture that
                                 encourages open communication with superiors.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         7.3 Process Management
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                  Process Management
                  
               

               
            

         

         
         In the Processes category, there are three sub-categories: Innovation
            Capabilities, Process Management, and Supplier and Partner Management.
         

         
         5 PROCESSES (90pts)

         
         [assessment is on approach and deployment]

         
          5.1 Innovation Capabilities (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Develops and implements innovative ideas to create value

                        
                        
                        	 Involves key stakeholders in generating and implementing innovative
                           ideas and solutions
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
          5.2 Process Management (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Manages key and support processes to meet customer and operational
                           requirements
                        

                        
                        
                        	 Drives process improvement to enhance productivity and achieve
                           higher organisational performance
                        

                        
                        
                        	Sustains key processes in times of emergencies to ensure business
                           
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
          5.3 Supplier and Partner Management (30pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Identifies and manages key suppliers and partners to achieve
                           organisational goals
                        

                        
                        
                        	 Engages key suppliers and partners to co-create products and
                           services 
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         In the Processes category, there are 3 sub-categories (Innovation
            Capabilities, Process Management, and Supplier and Partner Management) with a
            total of 7 requirements to be addressed.
         

         
         There is a relation between the processes criteria and one of Deming’s 14
            Points.
         

         
         5. Constantly improve system of production and service.

         
         
            How can an organisation address the framework category on
               Processes?
            
         

         
         Recall earlier chapter in which there was a presentation on Deming’s System of
            Profound Knowledge. Management must optimise the system as a whole in order to
            reap maximum benefits for all stakeholders. Thus, when thinking of improvements,
            one must improve the system and not just parts of the system as all parts in the
            system are interrelated.
         

         
         To satisfy the requirements to be addressed under these 3 sub-categories, an
            organisation needs to effectively deploy approaches to establish the following:
            
               
               	Identify vital work processes that relate to core competencies and
                  deliver customer value, profitability, organisational success, and
                  sustainability.
               

               
               
               	Determine key work process requirements, incorporating input from
                  customers, suppliers, partners, and collaborators.
               

               
               
               	Design and innovate work processes to meet all requirements,
                  incorporating new technology, organisational knowledge, cycle time,
                  productivity, cost control, and other efficiency and effectiveness
                  factors.
               

               
               
               	Minimise overall costs associated with inspections, tests, and processes
                  or performance audits, and seeking to prevent defects, service errors,
                  and rework and minimise warranty costs or customers’ productivity
                  losses, as appropriate.
               

               
               
               	Implement work processes and control their day-to-day operations to
                  ensure that they meet design requirements, using appropriate performance
                  measures along with customer, supplier, partner, and collaborator input
                  as needed.
               

               
               
               	Improve work processes to achieve better performance, reduce
                  variability, improve products and services, and keep processes current
                  with business needs and directions, and share improvements with other
                  organisational units and processes to drive organisational learning and
                  innovation.
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            Process Management
            
         

         
         Process management is important to an organisation’s journey towards business
            excellence because it:
            
               
               	Prevents defects and errors

               
               
               	Eliminates waste and redundancy

               
               
               	Leads to better quality and improved company performance through shorter
                  cycle times, improved flexibility, and faster and more consistent
                  customer response.
               

               
               
            

            
            
         

         
         Companies identify important business processes throughout the value chain
            that affect customer satisfaction. These processes typically fall into two
            categories: value-creation processes and support processes. Various types of
            business processes include:
         

         
         
            
            	Value-creation processes – those most important to “running the business” 

            
            
            	Design processes – activities that develop functional product
               specifications
            

            
            
            	Production/delivery processes – those that create or deliver products

            
            
            	Support processes – those most important to an organisation’s value creation
               processes, employees, and daily operations.
            

            
            
         

         
         
         
            
               [image: ]Activity 4.11
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Explain the difference between value-creation and support process.

                  
                  Provide an example of each.

                  
                  Solution
                        
                           
                           
                              
                              There are two major categories of processes − value creation
                                 processes and support processes. Four major sub-processes of those
                                 categories are:
                                 
                                    
                                    	design processes

                                    
                                    
                                    	production/delivery processes

                                    
                                    
                                    	 support processes

                                    
                                    
                                    	supplier and partner processes

                                    
                                    
                                 

                                 
                                 
                              

                              
                              Value creation processes (sometimes called core processes) are
                                 those important to “running the business” and maintaining or
                                 achieving a sustainable competitive advantage. They drive the
                                 creation of products and services, are critical to customer
                                 satisfaction, and have a major impact on the strategic goals of an
                                 organisation. Value creation processes typically include design,
                                 production/delivery, and other critical business processes. The
                                 ultimate value of the product, and hence, the perceived quality to
                                 the consumer, depend on both these types of processes.
                              

                              
                              Support processes are those that are important to an
                                 organisation’s value creation processes, employees, and daily
                                 operations. They provide infrastructure for value creation processes
                                 but generally do not add value directly to the product or service.
                                 Their three key components are design, control and improvement of
                                 business processes. The importance of process management to
                                 businesses lies in its focus on prevention of defects and errors,
                                 and elimination of wasteful procedures, resulting in better quality
                                 and improved company performance through shorter cycle times and
                                 faster customer responsiveness.
                              

                              
                              Supplier and partner processes are generally types of support
                                 process and describe how supplier and partner relationships are
                                 managed, for instance, how performance requirements are communicated
                                 and ensured, mutual assistance and training, etc.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         Process management involves planning and administering the activities
            necessary to achieve a high level of performance in key business processes, and
            identifying opportunities for improving quality and operational performance, and
            ultimately, customer satisfaction. In order to implement process management, the
            processes themselves must first be repeatable and measurable. Thus, ad-hoc
            processes or projects will not be included. Process management activities include:
            
               
               	
                  Design: ensuring that the inputs to the process, such as
                  materials, technology, work methods, and people are adequate, and that
                  the process steps are well defined, mistake-proofed, sequenced properly,
                  lean, and understood for consistent and effective execution.
               

               
               
               	
                  Control: assessing whether the process performed as planned and
                  the process output is on target.
               

               
               
               	
                  Improvement: continually seeking to achieve higher levels of
                  performance in the process, such as reduced variation, higher yields,
                  fewer defects and errors, and so on.
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                     Test your knowledge:
                     
                  

                  
                  Why is it important that process be repeatable and measurable?

                  
                  Solution
                        
                           
                           
                              
                              Processes need to be repeatable (the process must recur over time)
                                 so that enough data can be gathered to show useful information. They
                                 must also be measurable so that patterns about the process
                                 performance can be made clear. This ability to "predict" performance
                                 then leads to ability to detect out-of-control conditions and helps
                                 in the search for improvements. Meeting these two conditions ensures
                                 that sufficient data can be collected to reveal useful information
                                 for evaluation and learning that lead to improvement and
                                 maturity.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            Process Design
            
         

         
         The goal of process design is to develop an efficient procedure to satisfy
            both internal and external customer requirements.
         

         
         There are basically two basic types of processes: production process and
            service process. Business processes fall under service process.
         

         
         The outputs of production process and service process are physical products
            and service respectively. Before considering process management of processes,
            one has to know what quality attributes a product or service should exhibit.
            Knowing that will guide one on process improvement so as to enhance these
            quality attributes.
         

         
         Product Quality Attributes:
            
               
               	Performance – primary operating characteristics

               
               
               	Features – “bells and whistles”

               
               
               	Reliability – probability of operating for specific time and conditions
                  of use
               

               
               
               	Conformance – degree to which characteristics match standards

               
               
               	Durability – amount of use before deterioration or replacement

               
               
               	Serviceability – speed, courtesy, and competence of repair

               
               
               	Aesthetics – look, feel, sound, taste, smell

               
               
            

            
            
         

         
         Service Quality Attributes:
            
               
               	Reliability – ability to provide what was promised

               
               
               	Assurance – knowledge and courtesy of employees and ability to convey
                  trust
               

               
               
               	Tangibles – physical facilities and appearance of personnel

               
               
               	Empathy – degree of caring and individual attention

               
               
               	Responsiveness – willingness to help customers and provide prompt
                  service
               

               
               
            

            
            
         

         
         Knowing these attributes allows process management to set objectives to
            enhance these attributes.
         

         
         The approach to process design has a set of established principles which try
            to ensure the processes could be set up to produce high quality products or
            services. These principles are:
            
               
               	Identify the product or service: What work do I do?

               
               
               	Identify the customer: Whom is the work for?

               
               
               	Identify the supplier: What do I need and from whom do I get it?

               
               
               	Identify the process: What steps or tasks are performed? What are the
                  inputs and outputs for each step?
               

               
               
               	Mistake-proof the process: How can I eliminate or simplify tasks? What
                  “poka-yoke” (i.e. mistake-proofing) devices can I use?
               

               
               
               	Develop measurements, controls, and improvement goals: How do I evaluate
                  the process? How can I improve further?
               

               
               
            

            
            
         

         
         As can be seen from the above principles, process design takes into
            consideration the product/service, the customers, the suppliers, prevention of
            errors, ability to measure and control, and improvements.
         

         
         Poka-yoke is to have failsafe features in the process to prevent errors and
            thus quality problems. It is based on prediction, or recognising that a defect
            is about to occur or could occur and providing a warning or a means to prevent
            error from occurring through good design. It involves three levels of failsafe
            design, with the lowest level being most effective and the highest level being
            the last resort. In other words, always try to apply the first level whenever
            possible. 
            
               
               	Designing potential errors out of the process

               
               
               	Identifying potential defects and stopping a process before the defect
                  is produced
               

               
               
               	Finding defects that enter or leave a process
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                     Test your knowledge:
                     
                  

                  
                  Describe the types of errors that service poka-yokes are designed to
                     prevent.
                  

                  
                  Solution
                        
                           
                           
                              
                              Service poka-yokes are designed to prevent two major classes of
                                 errors: server errors and customer errors. Server errors result from
                                 the task, treatment, or tangibles of the service. Customer errors
                                 occur during preparation, the service encounter, or during
                                 resolution.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         

         
         
            
            
               	
                  
                     
                        
                           				​
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            Process Control
            
         

         
         Process control is the activity of ensuring conformance to requirements and
            taking corrective action when necessary to correct problems so that outputs from
            the process will meet requirements. Process control is important for two
            reasons. First, process control methods are the basis for effective daily
            management of processes. Second, long-term improvements cannot be made to a
            process unless the process is first brought under control.
         

         
         Any process control system has three components:

         
         
            
            	a standard or goal,

            
            
            	a means of measuring accomplishment, and

            
            
            	comparison of actual results with the standard, along with feedback to form
               the basis for corrective action.
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                     Test your knowledge:
                     
                  

                  
                  Explain the importance of the components of a process control
                     system.
                  

                  
                  Solution
                        
                           
                           
                              
                              The three components of any control system are a standard or goal,
                                 a means of measurement of accomplishment, and a way to compare
                                 actual results with the standard, along with an appropriate method
                                 of feedback of results to form the basis for corrective
                                 action.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            Process Improvement
            
         

         
         Improvement is a fundamental philosophy of total quality management. The
            rationale for process improvement is that customer loyalty is driven by
            delivered value. Delivered value is created by business processes. Sustained
            success in competitive markets requires a business to continuously improve
            delivered value. Thus, to continuously improve value creation ability, a
            business must continuously improve its value creation processes.
         

         
         

         
         The methodology to conduct process improvement is:
            
               
               	
                  Redefining and analysing the problem: Collect and organise
                  information, analyse the data and underlying assumptions, and re-examine
                  the problem for new perspectives, with the goal of achieving a workable
                  problem definition.
               

               
               
               	
                  Generating ideas: “Brainstorm” to develop potential
                  solutions.
               

               
               
               	
                  Evaluating and selecting ideas: Determine whether the ideas have
                  merit and will achieve the problem solver’s goal.
               

               
               
               	
                  Implementing ideas: Sell the solution(s) and gain acceptance by
                  those who must use them.
               

               
               
            

            
            
         

         
         Process improvement should be carried out using the Plan-Do-Check-Act cycle or
            the Deming Cycle. The Deming cycle focuses on both short-term continuous
            improvement and long-term organisational learning.
         

         
         
            Figure 4.4 Plan-Do-Check-Act Cycle(Source: The Management and Control of Quality, 2011)
            
               	
                  
                     
                        
                        
                           				​
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            Plan:
            
         

         
         
            
            	Define the process: its start, end, and what it does.

            
            
            	Describe the process: list the key tasks performed and sequence of steps,
               people involved, equipment used, environmental conditions, work methods, and
               materials used.
            

            
            
            	Describe the players: external and internal customers and suppliers, and
               process operators.
            

            
            
            	Define customer expectations: what the customer wants, when, and where, for
               both external and internal customers.
            

            
            
            	Determine what historical data are available on process performance, or what
               data need to be collected to better understand the process.
            

            
            
            	Describe the perceived problems associated with the process; for instance,
               failure to meet customer expectations, excessive variation, long cycle
               times, and so on.
            

            
            
            	Identify the primary causes of the problems and their impacts on process
               performance.
            

            
            
            	Develop potential changes or solutions to the process, and evaluate how
               these changes or solutions will address the primary causes.
            

            
            
            	Select the most promising solution(s).

            
            
         

         
         
         
            Do:
            
         

         
         
            
            	Conduct a pilot study or experiment to test the impact of the potential
               solution(s). Alternatively, if a pilot study is not warranted, apply the
               solution.
            

            
            
            	Identify measures to understand how any changes or solutions are successful
               in addressing the perceived problems.
            

            
            
         

         
         
         
            Study/Check:
            
         

         
         
            
            	Examine the results of the pilot study or experiment or the applied
               solution.
            

            
            
            	Determine whether process performance has improved.

            
            
            	Identify further experimentation that may be necessary.

            
            
         

         
         
         
            Act:
            
         

         
         
            
            	Select the best change or solution or institutionalise the solution.

            
            
            	Standardise the solution, for example, by writing standard operating
               procedures.
            

            
            
            	Establish a process to monitor and control process performance.

            
            
         

         
         
         
            
               [image: ]Activity 4.15
                  
                  
                     Test your knowledge:
                     
                  

                  
                  How can reductions in cycle time lead to improvements in processes?

                  
                  Solution
                        
                           
                           
                              
                              Cycle time refers to the time it takes to accomplish one cycle of
                                 a process − for instance, the time a customer orders a product to
                                 the time that it is delivered, or the time to introduce a new
                                 product. Reductions in cycle time serve two purposes.
                              

                              
                              First, they speed up work processes so that customer response is
                                 improved. Second, reductions in cycle time can only be accomplished
                                 by streamlining processes to eliminate non-value-added steps such as
                                 rework. This forces improvements in quality by reducing the
                                 potential for mistakes and errors as well as reducing costs. Thus,
                                 cycle time reductions often drive simultaneous improvements in
                                 organisation, quality, cost, and productivity. 
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                     Test your knowledge:
                     
                  

                  
                  Define process management and its key activities. Why is process
                     management important to any business?
                  

                  
                  Solution
                        
                           
                           
                              
                              Process management involves planning and administering the
                                 activities necessary to achieve a high level of performance in a
                                 process, identifying opportunities for improving quality and
                                 operational performance, and ultimately, customer
                                 satisfaction.
                              

                              
                              Key activities are design, control and improvement.

                              
                              The importance of process management to businesses lies in its
                                 focus on prevention of defects and errors, and elimination of
                                 wasteful procedures, resulting in better quality and improved
                                 company performance through shorter cycle times and faster customer
                                 responsiveness.
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                        Click here for the PDF
                        

                        
                     

                  
               
            

         

         
         
      
      
      
      
         
         7.4 Some Excellence Indicators for Processes Criteria

         
         
            
               
                  
                  
                     
                     	The organisation has a systematic process to acquire, evaluate and
                        implement creative ideas from all sources. Innovative ideas are
                        evaluated and implemented to create value.
                     

                     
                     
                     	Improvements are made to the innovation and design processes to shorten
                        cycle time, improve design quality and reduce costs.
                     

                     
                     
                     	The organisation’s key processes have clear objectives and targets (e.g.
                        cycle time, quality level) which are linked to organisational goals.
                        They are regularly reviewed to ensure they meet performance standards or
                        targets.
                     

                     
                     
                     	External parties (e.g., customers, suppliers, business partners) are
                        involved in key aspects of the design process (e.g. giving inputs,
                        design review, product/ service reviews).
                     

                     
                     
                     	There is a system to analyse root causes, take prompt corrective action
                        and prevent future re-occurrence when a process fails to meet specified
                        standards or targets.
                     

                     
                     
                     	 The organisation identifies and selects its suppliers and partners who
                        support the organisation’s strategy.
                     

                     
                     
                     	The organisation proactively ensures that suppliers have the capability
                        and capacity to meet its requirements (e.g., supplier audits, supplier
                        rating and certification system).
                     

                     
                     
                  

                  
                  
               

            

         

         
         
            (Source: SPRING Singapore, Business Excellence Framework,
               2017)
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                     Test your knowledge:
                     
                  

                  
                  Why is it important to establish strong relationships with
                     suppliers?
                  

                  
                  What are some good supplier management practices?

                  
                  Solution
                        
                           
                           
                              
                              Strong supplier relationships are based on recognising the
                                 strategic importance of suppliers in accomplishing business
                                 objectives, developing win-win relationships through partnerships,
                                 and establishing trust through openness and honesty. Supplier
                                 certification systems are often used to manage supplier
                                 relationships.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         7.5 Linkage of Courses in the Business Programme to Business Excellence
            Framework
         

         
         The table below illustrates the linkage of the courses in the business
            programme to the business excellence framework.
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         Summary

         
         This chapter introduces functional activities that impact on two of the seven
            categories in the business excellence framework. The functional activities are
            focusing on Customers and Process Management. They relate to the categories of
            Customer and Processes respectively in the business excellence framework. The
            chapter discussed the general approaches that organisations could implement to
            satisfy the requirements of these two categories in the business excellence
            framework. These approaches are planned and mounted by critical functional areas
            in an organisation. Students in our business programme will have the opportunity
            to acquire in-depth knowledge and skills needed to manage these functional areas
            through the courses that are presented in the business curriculum.
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      Formative Assessment

      
      
         
         
            
            
            
            	Who is responsible for establishing Quality Policy and
               Objectives?
            

            
            
               	
                  The management representative
                  
                  
               

               	
                  The operational staff
                  
                  
               

               	
                  Top management
                  
                  
               

               	
                  All of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. A representative from the management is
                  important due to the importance of management involvement, but
                  this is not the only party.
               

               Incorrect. Participation from the operational staff
                  would allow for better quality policy and objectives to be set,
                  but this is not the only party.
               

               Incorrect. Top management involvement is important in
                  ensuring commitment, but this is not the only
                  party.
               

               Correct. All the listed parties have a part to play in
                  establishing quality Policy and Objectives.
               

            

            
            
            
            
            	One of the most effective means of implementing quality
               initiatives is for executive management to
            

            
            
               	
                  establish quality goals tied to organisational
                  performance.
                  
                  
                  
               

               	
                  conduct meetings on quality and demonstrate
                  support for initiatives.
                  
                  
               

               	
                  make public announcements explaining the company's
                  quality goals.
                  
                  
               

               	
                  hire a quality consultant to develop a total
                  quality plan and lead its implementation.
                  
                  
               

            

            Submit

            
               Correct. They are closely related. Good performance
                  should lead to achievement of quality goals.
               

               Incorrect. Although essential, such effort is
                  insufficient in implementing quality initiatives.
               

               Incorrect. Although essential, such effort is
                  insufficient in implementing quality initiatives. Action is
                  required beyond announcement.
               

               Incorrect. Although essential, such effort is
                  insufficient in implementing quality initiatives. A plan must be
                  implemented.
               

            

            
            
            
            
            	Which of the following approaches to quality improvement
               planning connects quality and profits?
            

            
            
               	
                  Identifying, analysing, and controlling all
                  cost-of-quality costs for the business
                  
                  
               

               	
                  Concentrating efforts on improving nonfinancial
                  measures of quality
                  
                  
               

               	
                  Developing a strategic quality plan that has
                  financial and nonfinancial goals and that integrates business
                  and financial planning processes
                  
                  
                  
               

               	
                  Focusing on reforms in management-employee
                  relationships, worker training, new measurement schemes, and
                  increased employee awareness of customer
                  attitudes
                  
                  
               

            

            Submit

            
               Incorrect. These actions cannot be sufficiently
                  considered as approaches towards quality improvement
                  planning.
               

               Incorrect. These efforts cannot be sufficiently
                  considered as approaches towards quality improvement
                  planning.
               

               Correct. These actions are comprehensive and essential
                  to quality improvement planning.
               

               Incorrect. These efforts cannot be sufficiently
                  considered as approaches towards quality improvement
                  planning.
               

            

            
            
            
            
            	Which of the following is the most effective way for a quality
               manager to lead the work activities of a quality
               department?
            

            
            
               	
                  Hold regular meetings to review performance
                  against established goals and objectives.
                  
                  
                  
               

               	
                  Review weekly written reports of activities
                  submitted by staff.
                  
                  
               

               	
                  Conduct periodic meetings to cascade information
                  down, about ongoing operations.
                  
                  
               

               	
                  Discuss the activities with the supervisors within
                  the department.
                  
                  
               

            

            Submit

            
               Correct. These actions are effective.

               Incorrect. Merely reviewing is insufficient in managing
                  quality. Action required.
               

               Incorrect. Meetings alone are insufficient in managing
                  quality. Action required.
               

               Incorrect. Discussing alone is insufficient in managing
                  quality. Action required.
               

            

            
            
            
            
            	Which of the following is the most critical role for a quality
               manager?
            

            
            
               	
                  Staffing the quality function to support the
                  organisation's stated quality objectives.
                  
                  
               

               	
                  Defining, fully supporting, and providing
                  leadership of the quality policy.
                  
                  
                  
               

               	
                  Implementing changes in the cost-of-quality
                  system.
                  
                  
               

               	
                  Examining the current quality level of all
                  products and services.
                  
                  
               

            

            Submit

            
               Incorrect. This is the role of the human resource
                  manager.
               

               Correct. These are critical roles to be performed by
                  the quality manager in managing quality.
               

               Incorrect. This role alone is insufficient and only a
                  small part of the overall role of the quality
                  manager.
               

               Incorrect. This role is only a small part of the
                  overall role of the quality manager.
               

            

            
            
            
            
            	Which competitive strategy technique involves specialising in a
               product or service to meet consumer needs, then conveying that
               uniqueness to consumers?
            

            
            
               	
                  Focus
                  
                  
               

               	
                  Differentiation
                  
                  
                  
               

               	
                  Innovation
                  
                  
               

               	
                  Cost Leadership
                  
                  
               

            

            Submit

            
               Incorrect. Merely focusing is
                  insufficient.
               

               Correct. Differentiation allows for various specialised
                  needs to meet.
               

               Incorrect. Innovation is only at the early stage. Many
                  good processes are required subsequently to meet consumer
                  needs.
               

               Incorrect. Cost is related to financials and managing
                  cost well does not mean the ability to meet consumer needs
                  well.
               

            

            
            
            
            
            	Which is not true regarding differences between goods and
               services?
            

            
            
               	
                  Services are generally produced and consumed
                  simultaneously, tangible goods are not.
                  
                  
               

               	
                  Services tend to be more knowledge-based rather
                  than products.
                  
                  
               

               	
                  Services tend to have a more inconsistent product
                  definition than goods.
                  
                  
               

               	
                  Goods tend to have higher customer interaction
                  than services.
                  
                  
                  
               

            

            Submit

            
               Incorrect. This is true regarding differences between
                  goods and services.
               

               Incorrect. This is true regarding differences between
                  goods and services.
               

               Incorrect. This is true regarding differences between
                  goods and services.
               

               Correct. This is not true. The purchases of services
                  tend to have higher customer interaction than the purchase of
                  goods.
               

            

            
            
            
            
            	Which of the following is a cost of poor quality?

            
            
               	
                  Positive word-of-mouth
                  recommendation
                  
                  
               

               	
                  Lower levels of scrap
                  
                  
               

               	
                  More claims on warranties
                  
                  
                  
               

               	
                  Higher customer satisfaction
                  
                  
               

            

            Submit

            
               Incorrect. Recommendation is difficult to track in
                  trying to establish how such recommendation led to a specific
                  sale of product and services. Positive word-of-mouth is a result
                  of good quality.
               

               Incorrect. Poor quality should lead to higher levels of
                  scrap.
               

               Correct. Claims are directly quantifiable in dollar
                  terms and provision of warranties costs money to the
                  organisation.
               

               Incorrect. Customer satisfaction is an intangible that
                  is difficult to quantify in dollar terms.
               

            

            
            
            
            
            	A quality product needs to do what the customer wants and
               expects it to do. This is known as:
            

            
            
               	
                  Just in time
                  
                  
               

               	
                  Fit for purpose
                  
                  
                  
               

               	
                  Meeting customer’s expectation
                  
                  
               

               	
                  Kaizen
                  
                  
               

            

            Submit

            
               Incorrect. JIT is a production inventory management
                  methodology.
               

               Correct. This is fundamentally what a product is
                  designed and built for.
               

               Incorrect. This is the outcome of the product and
                  services, not the purpose.
               

               Incorrect. Kaizen means continuous
                  improvement.
               

            

            
            
            
            
            	Which of the following is not an example of poor
               quality?
            

            
            
               	
                  Price of the product is higher than any other
                  similar product
                  
                  
                  
               

               	
                  Product is delivered with poor instruction or
                  directions for use
                  
                  
               

               	
                  Product is delivered late
                  
                  
               

               	
                  Product breaks down
                  unexpectedly
                  
                  
               

            

            Submit

            
               Correct. If a product still sells, and is higher than
                  other similar products, there is an implication that it is
                  better quality.
               

               Incorrect. The purpose of a product is to allow the
                  user to use it properly. A lack of proper instruction hinders
                  the usage.
               

               Incorrect. For products where delivery is an integral
                  part, a late delivery can be associated with poor quality or
                  poor service.
               

               Incorrect. This is a clear indication of poor
                  quality.
               

            

            
            
            
            	What is the objective of quality control?

            
            
               	
                  To compare the product of the business against
                  those of competitors.
                  
                  
               

               	
                  To ensure each finished product meets the
                  standards set by the business for a quality
                  product.
                  
                  
                  
               

               	
                  To replace products returned by unhappy
                  customers.
                  
                  
               

               	
                  To reduce the need for investment in research and
                  development.
                  
                  
               

            

            Submit

            
               Incorrect. Quality control is not related to
                  competition.
               

               Correct. This is a key purpose of quality
                  control.
               

               Incorrect. Replacement of product is beyond the process
                  of quality control and happens at a later stage.
               

               Incorrect. The objective of quality control is not
                  aimed at reducing research and development effort.
               

            

            
            
            
            	The process by which new products are developed, which meets
               customer needs and wants, and where existing products are improved
               following customer feedback is known as
            

            
            
               	
                  research and development
                  
                  
                  
               

               	
                  marketing planning
                  
                  
               

               	
                  Kaizen
                  
                  
               

               	
                  total quality management
                  
                  
               

            

            Submit

            
               Correct. New products are developed through research
                  and development.
               

               Incorrect. This is merely a planning stage and does not
                  necessarily lead to product development.
               

               Incorrect. Kaizen is the strategy for making continuous
                  improvement.
               

               Incorrect. Total quality management pertains to quality
                  management instead of product development
               

            

            
            
            
            	The preferred method for achieving total quality in process
               output is:
            

            
            
               	
                  build and install an error-proof process and
                  maintain it.
                  
                  
                  
               

               	
                  rely on a team of highly trained and dedicated
                  inspectors.
                  
                  
               

               	
                  rely on operator self-inspection and
                  self-correction.
                  
                  
               

               	
                  perform inspection at the next
                  process.
                  
                  
               

            

            Submit

            
               Correct. Continuous improvement is an important part of
                  TQM and an on-going process that is error-proof and maintained,
                  is synonymous with it.
               

               Incorrect. This is not the total quality way. Relying
                  on good inspection alone is insufficient.
               

               Incorrect. This is not the total quality way. Relying
                  on self-inspection alone is insufficient.
               

               Incorrect. This is not the total quality way.
                  Inspection should be done at appropriate stages instead of at
                  the next process.
               

            

            
            
            
            	Sales returns and allowances due to a quality deficiency is an
               example of
            

            
            
               	
                  external failure costs.
                  
                  
                  
               

               	
                  appraisal costs
                  
                  
               

               	
                  internal failure costs
                  
                  
               

               	
                  marketing costs
                  
                  
               

            

            Submit

            
               Correct. This happens after the product or service has
                  been delivered out of the organisation.
               

               Incorrect. This cost happens internally within the
                  organisation before the product and services are delivered out
                  of the organisation.
               

               Incorrect. This cost happens internally within the
                  organisation before the product and services are
                  delivered.
               

               Incorrect. This cost does not relate to
                  quality.
               

            

            
            
            
            	A recent consumer survey conducted for a car dealership
               indicates that, when buying a car, customers are primarily concerned
               with the salesperson's ability to explain the car's features, the
               salesperson's friendliness, and the dealer's honesty. The dealership
               should be especially concerned with which dimensions of service
               quality?
            

            
            
               	
                  communication, courtesy, and
                  credibility
                  
                  
                  
               

               	
                  competence, courtesy, and
                  safety
                  
                  
               

               	
                  competence, responsiveness, and
                  reliability
                  
                  
               

               	
                  communication, responsiveness, and
                  reliability
                  
                  
               

            

            Submit

            
               Correct. These dimensions of service quality are issues
                  in the scenario.
               

               Incorrect. Safety is not an issue in the
                  scenario.
               

               Incorrect. Responsiveness is not an issue in the
                  scenario.
               

               Incorrect. Responsiveness is not an issue in the
                  scenario.
               

            

            
            
         

         
      

      
      
   
      
      
      Study Unit 5
Performance Measurement, Information Management and Sustainability 

   
      
      
      
      Chapter 8: Performance Measurement and Information Management 

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:
            
               
               	Discuss the relationships between enabling activities and organisational
                  results.
               

               
               
               	Relate knowledge to the execution of improvements in critical activities
                  to achieve business excellence. 
               

               
               
            

            
            
         

         
      
      
      
      
         
         Overview

         
         Chapter 8 looks at the different functional areas and activities in the
            organisation that will impact on the journey towards business excellence. In
            particular, this chapter will examine how the functional areas and activities
            that will have an impact on the requirements to be addressed for each of the 7
            categories in the business excellence framework should operate to enable the
            fulfilment of the criteria. In this chapter, we will look at Knowledge and
            Results.
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the specified article(s) listed in the
            Readings and References in order to have a better understanding of the subject
            matter covered in this study unit.
         

         
      
      
      
      
         (Source: Pixabay / Public Domain)
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      If you don’t measure results, you can’t tell success from failure. If you can’t
         see success, you can’t reward it – and if you can’t reward success, you might end up
         rewarding failure. If you can’t recognise failure, you can’t correct it
      

      
      A supply of consistent, accurate, and timely data across all functional areas of
         business provides real-time information for the evaluation, control, and improvement
         of processes, products, and services to meet both business objectives and rapidly
         changing customer needs. Total quality management philosophy advocates management by
         facts. Data and information are needed to support managerial decision making.
         Continuous improvements require information to guide its direction and provide
         targets for improvements. An organisation cannot effectively serve customer needs if
         up-to-date information is not available. Organisation performance cannot be gauged
         if there are no measurements taken. Performance measurement and effective
         information management are needed for organisations embarking on the journey of
         business excellence.
      

      
      
         
         8.1 Knowledge, Performance Measurement and Information Management 

         
         
            
               [image: ]Lesson Recording

               
               
                  Performance Measurement and Information Management 
                  
               

               
            

         

         
         Each of the seven categories in the business excellence framework has a set of
            sub-categories followed by its respective requirements to be addressed. In the
            Knowledge category, there are 2 sub-categories with 4 requirements to fulfil.
            Performance information is generated from measurements. Thus, an organisation
            needs to establish performance measurement systems before information can be
            generated and managed effectively to support business excellence.
         

         
         6 KNOWLEDGE (70pts)

         
         [assessment is on approach and deployment]

         
         6.1 Knowledge Management (35pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Collects and manages information for strategy development,
                           decision-making and organisational learning
                        

                        
                        
                        	Ensures the accuracy, accessibility and security of information
                           
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         

         
         

         
         

         
         6.2 Analytics for Performance Management (35pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Leverages on knowledge and information to create new value

                        
                        
                        	Uses comparative and benchmarking knowledge to improve performance
                           
                        

                        
                        
                     

                     
                     
                  

                  
               

            

         

         
         
            
               [image: ]Activity 5.1
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Distinguish between Measures and Indicators.

                  
                  Solution
                        
                           
                           
                              
                              Measures are a means of collecting numerical information while
                                 Indicators refer to numerical information that results from
                                 measurement. 
                              

                              
                              The term − “indicator” is used to define a measurement that may
                                 not be a direct or exclusive measure of performance, such as,
                                 complaints − an indicator of customer dissatisfaction.
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            How can an organisation address the framework criterion on
               Knowledge?
            
         

         
         From the previous chapter, it is known that each sub-category in the business
            excellence framework categories requires the organisation to address specific
            areas (or requirements) and it is a closed loop cycle of Plan-Do-Check-Act. In
            the Knowledge category, there are 2 sub-categories: Knowledge Management and
            Analytics for Performance Management.
         

         
         To satisfy the requirements to be addressed under these 2 sub-categories, an
            organisation needs to effectively deploy approaches to establish the
            following:
         

         
         
            
            	Review organisational performance and capabilities using effective methods
               of analysis to assess organisational success, competitive performance, and
               progress relative to strategic objectives and action plans, and using these
               reviews to assess the organisation’s ability to respond rapidly to changing
               organisational needs and challenges.
            

            
            
            	Translate organisational review findings into priorities for continuous and
               breakthrough improvement and into opportunities for innovation, and deploy
               them to work group and functional-level operations to support for decision
               making.
            

            
            
            	Make needed data and information available and accessible to the workforce,
               suppliers, partners, collaborators, and customers as needed.
            

            
            
            	Ensure that hardware and software are reliable, secure, and user-friendly,
               and that information systems support the continued availability of data and
               information in the event of an emergency.
            

            
            
            	Ensure that organisational data, information, and knowledge are accurate,
               reliable, timely, secure, and confidential.
            

            
            
            	Manage organisational knowledge to accomplish the collection and transfer of
               workforce knowledge; knowledge from and to customers and other stakeholders;
               rapid identification, sharing, and implementation of best practices; and the
               assembly and transfer of relevant knowledge for use in strategic
               planning.
            

            
            
            	Keep performance measurement systems, hardware, and software current with
               business needs and directions, and changes in the organisational or external
               environment.
            

            
            
         

         
         
         
            
               [image: ]Activity 5.2
                  
                  
                     Test your knowledge:
                     
                  

                  
                  What are the benefits of good data and information systems?

                  
                  Solution
                        
                           
                           
                              
                              Good data and information management provides many benefits:
                                 
                                    
                                    	Help the company know that customers are receiving
                                       appropriate levels of service because indicators are used to
                                       measure service attributes. 
                                    

                                    
                                    
                                    	Provide concrete feedback to workers to verify their
                                       progress. 
                                    

                                    
                                    
                                    	Establish a basis for reward and recognition. 

                                    
                                    
                                    	Provide a means of assessing progress and signalling the
                                       need for corrective action.
                                    

                                    
                                    
                                    	Reduce the costs of operations through better planning and
                                       improvement actions. 
                                    

                                    
                                    
                                 

                                 
                                 
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            Performance Measurement
            
         

         
         Performance measurement supports management by providing information that will
            help management:
            
               
               	To lead the entire organisation in a particular direction, that is, to
                  drive strategies and organisational change.
               

               
               
               	To manage the resources needed to travel in this direction by evaluating
                  the effectiveness of action plans.
               

               
               
               	To improve processes that support organisation outputs.

               
               
            

            
            
         

         
         In performance measurement, data, measurement, indicators and collated
            information are the key attributes. Data are simply representations of facts
            that come from some type of measurement process. Measurement is the act of
            quantifying the performance dimensions of products, services, processes, and
            other business activities. Measures and indicators refer to the numerical
            results obtained from measurement. Collated information is derived from the
            analysis of data and measurements and expressed in the context of a business or
            organisation. The collated information supports the Results category in the
            business excellence framework.
         

         
         Performance measurement helps an organisation in making decisions that further
            the overall organisational goals of meeting, or exceeding, customer expectations
            and making productive use of limited resources. Organisations need good data and
            information about customers and markets, human resource effectiveness, supplier
            performance, product and service quality, and other key factors, in addition to
            traditional financial performance and accounting measures. Recall that in the
            Results category, financial and market performance results, operations
            performance results, customer results, and people management and development
            results are required to show whether an organisation’s efforts have borne
            fruits.
         

         
         
            Figure 5.1 Linkage to Strategy (Source: The Management and Control of Quality, 2011)
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         In designing a performance measurement system, organisations must consider how
            the measures will support senior executive performance review and organisational
            planning to address the overall health of the organisation, and how the measures
            will support daily operations and decision making. Organisations must ensure
            that key characteristics critical to organisational performance or customer
            behaviour must be measured while avoid taking irrelevant or inappropriate
            measurements.
         

         
         
            
               [image: ]Activity 5.3
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Why is it important to link performance measures to strategy?

                  
                  Solution
                        
                           
                           
                              
                              It is important to link performance measures to strategy. A
                                 balanced scorecard approach can help to identify the right measures
                                 by aligning them with the organisation’s vision and strategy. This
                                 provides a means of setting targets and allocating resources for
                                 short-term planning, communicating strategies, aligning departmental
                                 and personal goals to strategies, linking rewards to performance,
                                 and supplying feedback for organisational learning. 
                              

                              
                              Effective performance measures that are aligned with business
                                 strategy are driven by factors that determine what is important to
                                 the success of the business. These include: 
                                 
                                    
                                    	the nature of a company’s products and services 

                                    
                                    
                                    	major markets 

                                    
                                    
                                    	principal customers and their key quality and performance
                                       requirements 
                                    

                                    
                                    
                                    	organisational culture; its purpose, mission, and vision 

                                    
                                    
                                    	capabilities and core competencies, such as facilities and
                                       technologies 
                                    

                                    
                                    
                                    	supplier and partnering relationships 

                                    
                                    
                                    	regulatory environment 

                                    
                                    
                                    	position in market and competitive environment 

                                    
                                    
                                    	principal factors that determine competitive success, such
                                       as product innovation, cost reduction, or productivity
                                       growth 
                                    

                                    
                                    
                                    	current business directions, such as new product and market
                                       changes and new business alliances
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            Managing Information Resources
            
         

         
         Lots of data and information may be generated and collected by performance
            measurement initiatives, but if the data are not effectively collated and
            information not efficiently distributed to key employees for decision-making,
            then measuring performance serves no purpose. The managing of information
            resources is thus a critical activity in an organisation.
         

         
         Organisations must ensure that both data and information, and the hardware and
            software systems that process them are: 
            
               
               	Reliable

               
               
               	Accurate

               
               
               	User-friendly

               
               
               	Secure

               
               
               	Available to all who need them in a timely fashion

               
               
            

            
            
         

         
         Reliability of a measurement refers to how well the measuring instruments,
            whether they are manual instruments, automated equipment, or simply surveys and
            questionnaires, will consistently measure the “true value” of the
            characteristic. Thus, measuring instruments have to be properly developed and
            tested before being put to actual use.
         

         
         
            Knowledge Management in the Organisation
            
         

         
         Knowledge assets refer to the accumulated intellectual resources that an
            organisation possesses, including information, ideas, learning, understanding,
            memory, insights, cognitive and technical skills, and capabilities. Knowledge
            management is the process of identifying, capturing, organising, and using
            knowledge assets to create and sustain competitive advantage.
         

         
         Knowledge can be divided into two main categories. Explicit knowledge includes
            information stored in documents or other forms of media. Tacit knowledge is
            information that is formed around intangible factors resulting from an
            individual’s experience, and is personal and content-specific. Tacit knowledge
            is harder to gather. The transfer of knowledge within organisations and the
            identification and sharing of best practices often set high-performing
            organisations apart from the rest.
         

         
         Internal benchmarking, which is the ability to identify and transfer best
            practices within the organisation, is a form of knowledge management. Internal
            benchmarking requires a process: first, identifying and collecting internal
            knowledge and best practices; second, sharing and understanding those practices;
            and third, adapting and applying them to new situations and bringing them up to
            best-practice performance levels.
         

         
         Rapid knowledge transfer involves the discovery, learning, creation, and reuse
            of knowledge that eventually becomes intellectual capital − knowledge that can
            be converted into value and profits.
         

         
         
            Characteristics of an Effective Knowledge Management System
            
            
               
               	A way of capturing and organising explicit as well as tacit knowledge of
                  how the business operates
               

               
               
               	A systems-approach to management that facilitates assimilation of new
                  knowledge into the business system and is oriented towards continuous
                  improvement/innovation
               

               
               
               	A common framework for managing knowledge and some way of validating and
                  synthesising new knowledge as it is acquired
               

               
               
               	A culture and values that support collaborative sharing of knowledge
                  across functions and encourage full participation of all employees in
                  the process
               

               
               
            

            
            
         

         
         
            
            
               	
                  
                     
                        
                           				​
                           [image: images/su5_caseinpoint_outstandingService.png]
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            Figure 5.2 Rapid Knowledge Transfer Framework (Source: The Management and Control of Quality, 2011)
            
               	
                  
                     
                        
                        
                           				​
                           [image: images/SU5ch8_fig5_2.JPG]
                        
                        
                        
                     

                  
               
            

         

         
         
         Information management is not just about Information Technology systems and
            performance measurements. It is also about knowledge management, the ability to
            capture and disseminate explicit and tacit knowledge across the organisation. It
            is also about benchmarking. Benchmarking is providing comparative information
            and knowledge on best practices which an organisation should adopt or adapt in
            order to improve its own operations and thus competitive advantage.
         

         
         
            Benchmarking
            
         

         
         Benchmarking can be considered as the search of industry best practices that
            may lead to superior performance if an organisation is able to adapt or adopt
            the best practices. Best practices are approaches that produce exceptional
            results, that are usually innovative in terms of the use of technology or human
            resources, and that are recognised by customers or industry experts. There are
            few distinct forms of benchmarking that an organisation can carry out. These are:
            
               
               	
                  Competitive benchmarking – studying products, processes,
                  or business performance of competitors in the same industry to compare
                  pricing, technical quality, features, and other quality or performance
                  characteristics of products and services
               

               
               
               	
                  Process benchmarking – focusing on key work processes
                  (internal benchmarking is part of process benchmarking).
               

               
               
            

            
            
            
               
               	
                  Strategic benchmarking – focusing on how companies compete
                  and strategise that leads to competitive advantage.
               

               
               
            

            
            
         

         
         
            
               [image: ]Activity 5.4
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Summarise the leading practices related to data and information
                     management.
                  

                  
                  Solution
                        
                           
                           
                              
                              The leading practices used by companies for successful quality
                                 data and information management include:
                              

                              
                              
                                 
                                 	They develop a comprehensive set of performance indicators that
                                    reflect internal and external customer requirements and the key
                                    factors that drive the business.
                                 

                                 
                                 
                                 	They use comparative information and data to improve overall
                                    performance and competitive position.
                                 

                                 
                                 
                                 	They involve everyone in measurement activities and use sound
                                    analytical methods to support analysis and decision-making.
                                 

                                 
                                 
                                 	They ensure that data are reliable, accessible, and widely
                                    visible throughout the organisation.
                                 

                                 
                                 
                                 	They use sound analytical methods to conduct analyses and use
                                    the results to support strategic planning and daily
                                    decision-making.
                                 

                                 
                                 
                                 	They continually refine information sources and their uses
                                    within the organisation.
                                 

                                 
                                 
                              

                              
                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         

         
         
            Analytics
            
         

         
         Analytics involves the study of performance information and potential trends
            to analyse the effects of certain decisions or events. It also involves the
            evaluation of the performance of a given tool or scenario. The objective of
            analytics is to improve the business and operation by gaining knowledge which
            can be used to make improvements and changes. In today’s business world, many
            organisations are getting ahead by using a lot of analytics to enhance
            productivity, make the right decisions and to improvement performance.
         

         
      
      
      
      
         
         8.2 Some Excellence Indicators for Knowledge Criteria

         
         
            
               
                  
                  
                     
                     	Relevant information is selected and used to support planning,
                        decision-making, and track performance relative to the strategic
                        goals.
                     

                     
                     
                     	There is an effective approach for collecting and managing information
                        (e.g., business development and financial growth) for strategy
                        development and performance improvement.
                     

                     
                     
                     	There are systems to capture information and knowledge, which are shared
                        with stakeholders and are used for organisational learning and value
                        creation.
                     

                     
                     
                     	There are robust systems to ensure the accuracy, reliability and
                        accessibility of information.
                     

                     
                     
                     	There is a systematic process to analyse comparative data and
                        information to drive performance improvement.
                     

                     
                     
                     	Information and knowledge used for performance measurement and planning
                        cover all result areas including customer results, financial and market
                        results, people results and operational results.
                     

                     
                     
                     	Competitive analysis and benchmarking of best practices are used to set
                        “stretch” goals and drive superior performance.
                     

                     
                     
                  

                  
                  
               

            

         

         
      
      
      
      
         
         8.3 Results

         
         
            
               [image: ]Lesson Recording

               
               
                  Results
                  
               

               
            

         

         
         In the Results category, there are four sub-categories: Customer Results,
            Financial and Market Results, People Results, and Operational Results.
         

         
         7 RESULTS (450pts)

         
          [assessment is on results]

         
          7.1 Customer Results (110pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Customer satisfaction and experience

                        
                        
                        	Product and service performance  

                        
                        
                     

                     
                     
                  

                  
                  Different market and customer segments should be addressed

                  
               

            

         

         
         

         
         

         
         

         
         

         
         

         
         

         
         

         
          7.2 Financial and Market Results (120pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Financial performance, including financial results and economic
                           value
                        

                        
                        
                        	Marketplace performance, including growth and market share, position
                           and acceptance 
                        

                        
                        
                     

                     
                     
                  

                  
                  Competitors and industry standards should be considered

                  
               

            

         

         
         7.3 People Results (110pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Human Resource Planning 

                        
                        
                        	Employee learning and development

                        
                        
                        	Employee engagement and well-being

                        
                        
                        	Employee performance and recognition

                        
                        
                     

                     
                     
                  

                  
                  Different categories of employees should be addressed

                  
               

            

         

         
         

         
         

         
         

         
         

         
         

         
         

         
         

         
          7.4 Operational Results (110pts)

         
         
            
               
                  
                  Requirements to be addressed
                     
                        
                        	Process performance 

                        
                        
                        	Suppliers and partners performance 

                        
                        
                        	Governance system and contribution to the community, society and the
                           environment
                        

                        
                        
                     

                     
                     
                  

                  
                  Results not addressed in sub-categories 7.1, 7.2 and 7.3 which relate to
                     the organisation’s key performance requirements should be considered
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            How can an organisation address the framework category on
               Results?
            
         

         
         In the Results category, there are 4 sub-categories; Customer Results,
            Financial and Market Results, People Results, and Operational Results.
         

         
         To satisfy the requirements to be addressed under these 4 sub-categories, an
            organisation needs to establish and show results. In order to prepare the
            results, the organisation has to:
         

         
         
            
            	Ensure that performance indicators are established in the critical
               dimensions of customers, people, operations, and financials and
               markets.
            

            
            
            	Keep in mind that the results on performance indicators have to be collected
               over a period of few years so as to be able to show comparative results and
               sustainable trends.
            

            
            
            	Select, collect, align, and integrate data and information for tracking
               daily operations and for tracking overall organisational performance,
               including progress relative to strategic objectives and action plans, and
               using data and information to support organisational decision making and
               innovation.
            

            
            
            	Select and ensure the effective use of comparative data and
               information.
            

            
            
            	Ensure that organisational data, information, and knowledge are accurate,
               reliable, timely, secure, and confidential.
            

            
            
         

         
         
         Organisations need comparative data, such as industry averages, best
            competitor performance, and world-class benchmarks to gain an accurate
            assessment of performance and know where they stand relative to competitors and
            best practices.
         

         
         Data and results provide the foundation for management review to assess
            organisational success and performance relative to competitors. They help
            organisations to understand how well they have progressed on strategic
            objectives and how well their action plans have been achieved. They identify
            priorities for improvement and opportunities for innovation for products,
            services, and processes. Thus, results as a category are given the most weight
            (points) in the business excellence standard. The performance results validate
            and verify the effectiveness of all the approaches that an organisation had
            deployed in all critical areas to achieve competitive advantage and business
            excellence.
         

         
         In the business excellence framework, results are to be obtained in four
            dimensions: Customer, Financial and Market, People, and Operations. This is
            intuitive as an organisation needs to first make sure its people and its
            operations are performing at the highest level so that outputs will be of the
            highest quality and at the best prices which will then make customers satisfied
            and buy more or induce more new customers to buy. Only when people, operations
            and customer results are positive and sustainable, profits will grow and market
            share will increase, which will be indicated by positive results in financial
            and market dimension.
         

         
         This approach is analogous to a balanced scorecard. A balanced scorecard
            provides information on 4 perspectives:
         

         
         
            
            	Financial perspective such as profitability, revenue growth, return on
               investment, economic value added (EVA), and shareholder value
            

            
            
            	Internal (or operations) perspective such as quality levels, productivity,
               cycle time, and cost
            

            
            
            	Customer perspective such as service levels, satisfaction ratings, and
               repeat business
            

            
            
            	Innovation and learning perspective such as intellectual assets, employee
               satisfaction, market innovation, and skills development
            

            
            
         

         
         
         A good balanced scorecard contains both leading and lagging measures and
            indicators. Lagging measures (outcomes) tell what has happened (such as
            Financials and Market); leading measures (performance drivers) predict what will
            happen (People, Operations and Customers).
         

         
         In the past, most organisations rely on financials (a lagging indicator) to
            verify the success of their businesses. Financials give an indication of how
            successful a business has been but may not predict the future competitiveness of
            an organisation. Only having a feel of how its customers, employees and
            operations are doing now could an organisation have a better grasp of its future
            business performance.
         

         
         Business excellence is about a business being able to sustain a long-term
            competitive advantage so as to maintain excellent business results for a long
            period of time. It is not a measure of past performance or past success in an
            organisation. That is why in the business excellence standard, results are
            multi-dimensional and more weights (points) are given to People, Customer, and
            Operations (leading indicators) than Financial and Market (lagging
            indicator).
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            Figure 5.3 Cause-and-Effect Relationships: IBM Rochester(Source: The Management and Control of Quality, 2011)
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         Results to be reported should preferably have at least a 3-year trend or more.
            This is to show that positive performance is sustainable and there are
            increasing improvements. These are hallmarks of business excellence. As in all
            other categories in the business excellence framework, all requirements are
            non-prescriptive, meaning that there are no specific ways or methods that
            organisations have to follow in order to satisfy requirements of the framework.
            However, there are of course common results that are always important to show to
            justify business excellence.
         

         
         
            Some Common Customer Results
            
         

         
         
            
            	Customer satisfaction and dissatisfaction

            
            
            	Customer retention

            
            
            	Gains and losses of customers and customer accounts

            
            
            	Customer complaints and warranty claims

            
            
            	Perceived value, loyalty, positive referral, and customer relationship
               building
            

            
            
         

         
         
         
            Some Common Financials and Market Results
            
         

         
         
            
            	Revenue

            
            
            	Return on equity

            
            
            	 Return on investment

            
            
            	Operating profit

            
            
            	Pre-tax profit margin

            
            
            	Asset utilisation

            
            
            	Earnings per share

            
            
         

         
         
         
            Some Common Operational Results
            
         

         
         
            
            	Internal quality measurements

            
            
            	Field performance of products

            
            
            	Defect levels

            
            
            	Response times

            
            
            	Data collected from customers or third parties on ease of use or other
               attributes
            

            
            
            	Customer surveys on product and service performance

            
            
            	Cycle times

            
            
            	Production flexibility

            
            
            	Lead times and setup times

            
            
            	Time to market

            
            
            	Product/process yields

            
            
            	Delivery performance

            
            
            	Cost efficiency

            
            
            	Productivity

            
            
            	Regulatory/legal/environmental compliance

            
            
         

         
         
         
            Some Common People Results
            
         

         
         
            
            	Employee satisfaction

            
            
            	Training and development

            
            
            	Work system performance and effectiveness

            
            
            	Safety

            
            
            	Absenteeism

            
            
            	Turnover

            
            
            	Ethical behaviour

            
            
            	Community service

            
            
         

         
         
         Good measures and indicators are actionable; that is, they provide the basis
            for decisions at the level at which they are applied. Good process measures
            should be “SMART,” meaning that they should be Simple, Measurable, Actionable,
            Related (to customer requirements and to each other), and lastly Timely.
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         8.4 Some Excellence Indicators for Results Criteria

         
         
            
               
                  
                  
                     
                     	There are key performance indicators which track customer, financial and
                        market, people and operational results. 
                     

                     
                     
                     	The indicators are linked to the organisation’s strategic goals. They
                        include both actual results and projections to demonstrate
                        organisational sustainability. 
                     

                     
                     
                     	There are trends which show that the organisation consistently meets or
                        exceeds targets. 
                     

                     
                     
                     	Comparisons are carried out within the industry and across industries,
                        and the results indicate high performance relative to competitors or
                        industry standards. 
                     

                     
                     
                     	There are reasons provided for adverse trends and improvement actions
                        have been taken or planned for. 
                     

                     
                     
                  

                  
                  
               

            

         

         
      
      
      
      (Source: SPRING Singapore, Business Excellence Framework,
         2017)
      

      
      
         
         8.5 Linkage of Courses in the Business Programme to Business Excellence
            Framework
         

         
         The table below illustrates the linkage of the courses in the business
            programme to the business excellence framework.
         

         
         
            
            
               	
                  
                     
                        
                           				​
                           [image: images/SU5ch8_p02.JPG]
                        
                     

                  
               
            

         

         
         
      
      
      
      
         
         Summary

         
         This chapter introduces functional areas and activities that impact on two of
            the seven categories in the business excellence framework. The functional areas
            are Performance Measurement and Information Management. They relate to the
            categories of Knowledge and Results in the business excellence framework.
         

         
         The chapter discusses the general approaches that organisations could
            implement to satisfy the requirements of these two categories in the business
            excellence framework.
         

         
         These approaches are planned and mounted by critical functional areas in an
            organisation. Students in our business programme will have the opportunity to
            acquire in-depth knowledge and skills needed to manage these functional areas
            through the courses that are presented in the business curriculum.
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      Chapter 9: Sustaining Business Excellence in Organisations

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:

         
         
            
            	Illustrate the concepts that underpin sustainable business excellence.

            
            
         

         
         
      
      
      
      
         
         Overview

         
         Chapter 9 discusses the concepts and requirements that are needed to sustain
            long- term business excellence in organisations. The journey towards business
            excellence does not end with the achievement of certifications and/or awards in
            business excellence standards. Certifications and awards are important accolades
            but having excellent business performance that is sustainable in the long run is
            the ultimate aim of any competitive business.
         

         
         The material written in this Study Unit serves as a study guide only. It is
            imperative that you spend time reading the specified article(s) listed in the
            Readings and References in order to have a better understanding of the subject
            matter covered in this study unit.
         

         
      
      
      
      
         [image: ]Read
            
            Lee Pui Mun, “A Holistic Approach in Implementing and Sustaining TQM
               Programs,” Decision Sciences Institute (DSI) Conference Proceedings, Baltimore,
               USA, November 21-25, 2008.
            

            
         

      

      
      
         (Source: Pixabay / Public Domain)
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               Sustaining Business Excellence in Organisations
               
            

            
         

      

      
      Total Quality Management (TQM) principles and philosophy gave rise to business
         excellence frameworks. TQM is a management philosophy that guides organisations to
         create processes and systems that ensure quality products are designed and built or
         that quality services are consistently being provided to customers. Successful
         execution of TQM requires wholehearted participation by everyone in the
         organisation. It requires a change in employees’ attitudes towards TQM and there
         must be a firm belief that quality does pay.
      

      
      Business excellence is partly philosophical and partly practice-oriented. It
         requires an organisation mindset that will be ready to embrace the idea that
         building quality products and/or providing quality service is a norm in job
         requirements. It also requires employees to possess a core skill set that includes
         knowledge of techniques on collecting and analysing relevant data to provide
         solutions that could continuously improve organisation processes. Successful
         implementation and adoption of the business excellence framework in business
         organisations require careful planning and enormous amount of time and
         effort.
      

      
      Implementing and sustaining business excellence in organisations requires more
         than just criteria and guidelines. It requires long-term change in organisation
         mindset and practices. To be able to sustain business excellence, an organisation
         has to successfully inculcate a permanent set of key attributes, described in
         earlier chapter. A continuous improvement cycle ensures that the organisation learns
         from results and past mistakes.
      

      
      
         
         9.1 Organisational Key Attributes to Sustain Business Excellence

         
         Building and sustaining performance excellence requires a readiness for
            change, the adoption of sound practices and implementation strategies, a
            conducive organisation culture, and an effective organisational infrastructure.
            Organisation or corporate culture is a company’s value system and its collection
            of guiding principles. Quality and performance excellence must define and drive
            the culture of an organisation. Organisation culture manifests itself when
            employees believe in the key attributes of an organisation (also known as
            Attributes of Excellence) and have working behaviours and norms that reflect
            those key attributes.
         

         
         Culture is reflected by the management policies and actions that a company
            practises. Therefore, organisations that believe in the principles of quality
            and performance excellence are more likely to implement the practices
            successfully. Conversely, actions set culture in motion. As quality practices
            are used routinely within an organisation, its people learn to believe in the
            principles, and cultural changes can occur.
         

         
         The nine key attributes (mentioned in Chapter 4) are:

         
         
            
            	Leading with Vision and Integrity

            
            
            	Creating Value for Customers

            
            
            	Driving Innovation and Productivity

            
            
            	Developing Organisational Capability

            
            
            	Valuing People and Partners

            
            
            	Managing with Agility

            
            
            	Sustaining Outstanding Results

            
            
            	Adopting an Integrated Perspective

            
            
            	Anticipating the Future 

            
            
         

         
         
         To be recognised as an organisation that has attained business excellence
            implies that the organisation has a culture that reflects the nine key
            attributes. It is the key attributes and the entrenched culture that sustain
            business excellence.
         

         
         Most organisations that started on the journey towards business excellence
            will not have a culture that reflects all nine key attributes. This is where
            cultural change is necessary. Whenever an organisation embarks on a cultural
            change (which means changing work behaviours and norms as well as work
            processes), it requires effective change management. Change is never an easy
            task.
         

         
         Change takes time and imposed change will be resisted. Full cooperation,
            commitment, and participation by all levels of management are essential.
            Positive results may not come easy and change might go in unintended directions.
            These considerations have to be taken into account when executing change.
         

         
         Fortunately, organisations embarking on the journey of business excellence and
            requiring change are aided by the business excellence framework. The categories,
            their related sub-categories and the requirements to be addressed that are all
            specifically stated in the framework guide management to systematically impose
            changes in the organisation and be aligned with the nine key attributes.
         

         
         By adopting the business excellence framework and following closely to
            satisfying the requirements in the requirements to be addressed, organisations
            have a guided direction to implement changes.
         

         
         Finally, the success and effectiveness of the changes are verified by the
            performance results of the organisation. That is why in the business excellence
            standard, results garner almost 50% of the total points.
         

         
         Looking at the following diagram again, you will realise the significance of
            the positioning of the concentric circles and what are in the circles.
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         When an organisation feels that it has achieved business excellence and it is
            sustainable, it means that the organisation has successfully inculcated the nine
            key attributes as basic working behaviours and norms in its employees and its
            processes. The key attributes, or Attributes of Excellence, continuously
            permeate the organisation as practices and approaches in people, processes,
            customers, leadership, strategy and knowledge to satisfy the requirements of the
            business excellence standard.
         

         
         Organisation performance in the domains of financial and market, customers,
            operations, and people are constantly measured and reflected as key results to
            verify and validate the organisation success in driving a culture that is based
            on the nine key attributes.
         

         
         When results are less than stellar, they provide feedback to management to
            refine some of its approaches in the six categories of people, processes,
            customers, leadership, strategy and knowledge and thereby reinforce its key
            attributes again. This will hopefully be reflected in subsequent improvement in
            results.
         

         
         Thus, sustaining business excellence is about ensuring that the organisation’s
            people, practices, processes and actions are always guided by the nine key
            attributes. Reinforcement of the key attributes is effected by implementing
            necessary improvements initiated when results showed less than stellar
            performance.
         

         
         
            
               [image: ]Activity 5.5
                  
                  
                     Test your knowledge:
                     
                  

                  
                  How can an organisation develop a corporate culture focused on performance
                     excellence?
                  

                  
                  Solution
                        
                           
                           
                              
                              There are several ways in which a corporate culture focused on
                                 performance excellence can be made permanent. These include:
                              

                              
                              
                                 
                                 	Making involvement in quality enhancement initiatives a required
                                    part of people's responsibility. Making it voluntary implies
                                    that it is less important than things that are required.
                                 

                                 
                                 
                                 	Using the existing organisation to implement continuous
                                    improvement. Special task forces and committees can disband;
                                    Quality should be part of the permanent organisation.
                                 

                                 
                                 
                                 	Ensuring everyone spends at least one hour per week working on
                                    quality issues.
                                 

                                 
                                 
                                 	Enforcing this rule gets people accustomed to the idea of
                                    devoting time to quality and keeps other priorities from
                                    crowding out quality improvement.
                                 

                                 
                                 
                                 	Changing the measurement and information systems. Without
                                    appropriate measurements and information systems, quality cannot
                                    become a fabric of the organisation.
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            Organisation Roles
            
         

         
         Everyone plays a part in cultivating the organisation culture.

         
         Senior management responsibilities:

         
         
            
            	Ensure that the organisation focuses on the needs of the customer.

            
            
            	Cascade the mission, vision, and values of the organisation.

            
            
            	Identify the critical processes that need attention and improvement.

            
            
            	Identify the resources and tradeoffs that must be made to fund the business
               excellence journey.
            

            
            
            	Review progress and remove any identified barriers.

            
            
         

         
         
         Middle management responsibilities:

         
         
            
            	Act as change agents.

            
            
            	Facilitate empowerment.

            
            
            	Operationalise vision of excellence.

            
            
            	Coach more and manage less.

            
            
            	Support and facilitate continuous improvement efforts.

            
            
            	Develop and retain peak performers.

            
            
         

         
         
         Workforce responsibilities:

         
         
            
            	Active participation and involvement in quality and excellence
               activities.
            

            
            
            	Teamwork.

            
            
         

         
         
         
            
               [image: ]Activity 5.6
                  
                  
                     Test your knowledge:
                     
                  

                  
                  What are best practices? How can they be engaged together with Deming’s 14
                     Points?
                  

                  
                  Solution
                        
                           
                           
                              
                              Best practices are commercial or professional procedures that are
                                 accepted or prescribed as most effective in getting job done. They
                                 often comprise a set of guidelines, ethics or ideas that represent
                                 the most efficient or prudent course of action.
                              

                              
                              Best practices depend on the current level of performance of a
                                 company. Trying to implement all the practices of world-class
                                 organisations can actually waste time and money, not help.
                              

                              
                              The best practices can be related to the Deming philosophy in that
                                 Deming always advocated profound understanding of processes and
                                 systems. This is shown in Points 3, 5, and 9 of his 14
                                 Points.
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                              In Point 3, Deming advocated using inspection for improvement of
                                 processes and cost reduction (concentrating on the "fundamentals"
                                 for low-performing companies); Point 5 requires improving constantly
                                 and forever the system of production and service (documenting the
                                 gains for medium performers, as well as other process refinements);
                                 and more emphasis on advanced teamwork and horizontal processes (for
                                 high performers), as suggested in Point 9 − optimise towards the
                                 aims and purposes of the company the efforts of teams, groups, and
                                 staff areas.
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               [image: ]Activity 5.7
                  
                  
                     Test your knowledge:
                     
                  

                  
                  Why do companies decide to pursue business excellence?

                  
                  Solution
                        
                           
                           
                              
                              Companies decide to pursue business excellence for two basic
                                 reasons: a) as a reaction to competition that poses a threat to its
                                 profitable survival, and b) as an opportunity to improve. The first
                                 reason is most prevalent. When faced with a threat to survival, a
                                 company effects cultural change more easily; under these
                                 circumstances, organisations generally implement business excellence
                                 effectively.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
         
            
               [image: ]Activity 5.8
                  
                  
                     Test your knowledge:
                     
                  

                  
                  What is culture? How are cultural values reflected in
                     organisations?
                  

                  
                  Solution
                        
                           
                           
                              
                              Culture or "corporate culture" is the way an organisation does
                                 things. The way of doing things at a company is important for
                                 effective quality management and control since the processes of
                                 production generally have the greatest effect on quality output.
                                 Studies show that change is easier in corporate cultures that
                                 emphasise customer satisfaction and continuous improvement; in other
                                 words those that embrace business excellence. Cultural values are
                                 often seen in the mission and vision statements of organisations.
                                 Culture is a powerful influence on behaviour because it is shared
                                 widely and because it operates without being talked about, and often
                                 without being thought of.
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         9.2 Barriers to Sustaining Business Excellence

         
         There are numerous barriers to transforming organisations to a sustained
            culture of performance excellence. Understanding these barriers can help
            significantly in managing change processes. Perhaps, the most significant
            failure encountered in most organisations is a lack of alignment between
            components of the organisational system. A list of some common barriers
            encountered by organisations:
         

         
         
            
            	Quality initiative is regarded as a “programme”

            
            
            	Process not driven by focus on customer

            
            
            	No support from senior management

            
            
            	Structural elements block change

            
            
            	Goals set too low

            
            
            	“Command and control” organisational culture

            
            
            	Training not properly addressed

            
            
            	Focus on products, not processes

            
            
            	Little or no real empowerment is given

            
            
            	Organisation too successful and complacent

            
            
            	Senior management not personally and visibly committed

            
            
            	Employees operate under belief that more data are always desirable

            
            
            	Management fails to recognise that quality improvement is personal
               responsibility
            

            
            
            	Organisation does not see itself as collection of interrelated processes
               (system)
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                     Test your knowledge:
                     
                  

                  
                  Describe five (5) critical elements of management’s commitment and
                     involvement required for the pursuit of business excellence. Illustrate with
                     relevant examples. 
                  

                  
                  Solution
                        
                           
                           
                              
                              The following needs to be considered in your answer development:
                                 
                                    
                                    	Elements must be “critical”.

                                    
                                    
                                    	Present your answer in descending order of importance; i.e.
                                       focus on the most critical elements first.
                                    

                                    
                                    
                                    	Critical elements must have a direct cause-and-effect link
                                       to attaining business excellence.
                                    

                                    
                                    
                                    	Consider real-life business examples in the real world.

                                    
                                    
                                    	Do not mistake “critical elements required” with “lesson
                                       learned”. The former describes critical elements required
                                       during the pursuit of business excellence, while the latter
                                       refers to valuable lesson learned after business excellence
                                       has been achieved.
                                    

                                    
                                    
                                 

                                 
                                 
                              

                              
                           

                           
                        

                     

                  

                  
               

            

         

         
      
      
      
      
         
         9.3 Initiatives in Sustaining Business Excellence

         
         To start something is easy; to sustain what you started and keep improving it
            is hard. To sustain business excellence, there must be motivation to maintain
            and to improve the approaches that were implemented to satisfy requirements of
            the business excellence standard. One such motivation is to set higher but
            achievable goals (stretched goals) for performance results.
         

         
         Once stretched goals are set, a methodology to help an organisation meet these
            goals and thus ensuring higher quality and productivity is benchmarking.
            Benchmarking is the process of identifying opportunities for improvement through
            searching for best practices and then proactively adapting those practices into
            the organisation’s own business processes to attain superior performance. As the
            organisation moves along its business excellence journey, the emphasis will now
            be using all its knowledge and skills to conduct continuous benchmarking.
         

         
         As an organisation embarks on its journey towards business excellence, one
            needs to understand a few fundamentals:
         

         
         View quality as a journey (“Race without a finish line”)
            
               
               	Recognise that success takes time.

               
               
               	Create a “learning organisation”.
                  
                     
                     	Systematic problem solving 

                     
                     
                     	Experimentation with new approaches

                     
                     
                     	Learning from its own experiences and history

                     
                     
                     	Learning from the experiences and best practices of others

                     
                     
                     	Transferring knowledge quickly and efficiently throughout the
                        organisation
                     

                     
                     
                  

                  
                  
               

               
               
               	Use Business Excellence Self-Diagnostic Tool (SDT) and make improvements
                  based on self-assessment feedback.
               

               
               
            

            
            
         

         
         Self-assessment should identify both strengths and opportunities for
            improvement, creating a basis for evolving towards higher levels of performance.
            Thus, a major objective of most self-assessments is the improvement of
            organisational processes based on opportunities identified by the
            self-assessments.
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                     Test your knowledge:
                     
                  

                  
                  What is self-assessment? Explain the importance of self-assessment in
                     building business excellence. What issues should self-assessment
                     address?
                  

                  
                  Solution
                        
                           
                           
                              
                              Self-assessment is the holistic evaluation of processes and
                                 performance. ‘Self’ means it should be conducted internally by the
                                 organisation rather than relying on an external consultant. An
                                 organisation should make a critical self-assessment of where it
                                 stands in relation to its quality and business excellence
                                 commitment. That can help it to identify strengths and areas for
                                 improvement and determine what practices will yield the most
                                 benefit. A self-assessment should address the requirements in the
                                 business excellence framework.
                              

                              
                              Most self-assessments, however, can only provide basic assessment
                                 of an organisation’s strengths and weaknesses. The complete way to
                                 assess the level of total quality maturity in an organisation and
                                 thus business excellence is to apply for the Singapore Quality Award
                                 and subject the organisation to a comprehensive external assessment
                                 of its practices and results by trained external assessors. This
                                 allows the organisation to get a comprehensive feedback report.
                                 Understanding strengths and opportunities for improvement creates a
                                 basis for evolving towards higher levels of performance.
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                     Test your knowledge:
                     
                  

                  
                  What must organisations do to successfully prepare for change and
                     challenges ahead?
                  

                  
                  Solution
                        
                           
                           
                              
                              To successfully prepare for change, an organisation must first
                                 address its fundamental values. Managing change requires a
                                 systematic process.
                              

                              
                              The steps necessary to achieve the desired outcomes generally
                                 include three basic stages:
                                 
                                    
                                    	questioning the organisation’s current state and dislodging
                                       accepted patterns of behaviour,
                                    

                                    
                                    
                                    	 a state of change, where new approaches are developed to
                                       replace suspended old activities; and
                                    

                                    
                                    
                                    	institutionalising the new behaviours and attitudes.
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         Summary

         
         This chapter cites the importance of key attributes and organisation culture
            in building and sustaining business excellence. It illustrates how key
            attributes are nurtured by organisations that subscribe to the business
            excellence framework and satisfying its requirements. The key attributes will
            then form the foundation for an organisation culture that will continuously
            pursue business excellence. Barriers to sustaining business excellence are
            presented and initiatives to sustain business excellence are suggested.
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      Formative Assessment

      
      
         
         
            
            
            
            	How is The Balanced Scorecard related to strategic and
               operational control?
            

            
            
               	
                  Through strategic objectives.
                  
                  
               

               	
                  Through goals and targets.
                  
                  
               

               	
                  Through the cascading process.
                  
                  
                  
               

               	
                  Through divisional scorecard.
                  
                  
               

            

            Submit

            
               Incorrect. Strategic objectives are associated with the
                  strategic level instead of operational level. 
               

               Incorrect. Goals and targets can be found at all
                  levels; strategic, tactical and operational
                  levels.
               

               Correct. The cascading process translates strategy and
                  strategic objectives into operational measures and targets where
                  control can be carried out.
               

               Incorrect. Divisional scorecard is for different
                  divisions as opposed to different levels of the
                  organisation.
               

            

            
            
            
            
            	Which of the following is a measure of the financial
               performance perspective of the balanced scorecard?
            

            
            
               	
                  Customer satisfaction with speed of
                  service.
                  
                  
               

               	
                  Gross margin.
                  
                  
                  
               

               	
                  Number of new manufacturing processes
                  developed.
                  
                  
               

               	
                  Manufacturing defects.
                  
                  
               

            

            Submit

            
               Incorrect. This falls under the Customer Perspective of
                  the Balanced Scorecard.
               

               Correct. Gross margin is a financial ratio indicator,
                  which falls under the Financial Perspective of the Balanced
                  Scorecard.
               

               Incorrect. This falls under the Internal Process
                  Perspective of the Balanced Scorecard.
               

               Incorrect. This falls under the Internal Process
                  Perspective of the Balanced Scorecard.
               

            

            
            
            
            
            	Which of the following is a leading indicator?

            
            
               	
                  Decrease in market share.
                  
                  
               

               	
                  Absenteeism
                  
                  
               

               	
                  Punctuality
                  
                  
               

               	
                  All of the listed choices
                  
                  
                  
               

            

            Submit

            
               Incorrect. This is a leading indicator, a sign that the
                  product or service is losing out to competitor. It will lead to
                  poor performance later. However, there are two other listed
                  choices that are also leading indicator.
               

               Incorrect. This may be an early indication that
                  employees are overworked or dissatisfied. However, there are two
                  other listed choices that are also leading
                  indicator.
               

               Incorrect. This may be an early indication that
                  employees are overworked or dissatisfied. However, there are two
                  other listed choices that are also leading
                  indicator.
               

               Correct. All of the listed choices are considered to be
                  leading indicators.
               

            

            
            
            
            
            	Which of the following is a description for lagging
               indicator?
            

            
            
               	
                  A measurable economic factor that changes after
                  the economy has already begun to follow a particular pattern or
                  trend. 
                  
                  
               

               	
                  An indicator that follows an economic event. As
                  such, it can be used to confirm what has happened and to
                  establish a trend.
                  
                  
               

               	
                  Indicators that usually change after a business
                  situation changes.
                  
                  
               

               	
                  All of the listed choices.
                  
                  
                  
               

            

            Submit

            
               Incorrect. Statements in the other parts are also
                  correct. 
               

               Incorrect. Statements in the other parts are also
                  correct.
               

               Incorrect. Statements in the other parts are also
                  correct.
               

               Correct. All the descriptions listed describe the
                  lagging indicator. 
               

            

            
            
            
            
            	Which of the following is an example of a leading
               indicator?
            

            
            
               	
                  Punctuality
                  
                  
                  
               

               	
                  Revenue
                  
                  
               

               	
                  Market share
                  
                  
               

               	
                  Employee Satisfaction
                  
                  
               

            

            Submit

            
               Correct. Punctuality provides leading information on
                  productivity of workforce.
               

               Incorrect. Revenue is a result after business
                  performance, hence a lagging indicator. 
               

               Incorrect. Market share is a result after business
                  performance, hence a lagging indicator.
               

               Incorrect. Employee satisfaction is a lagging indicator
                  because unhappiness and grievances amongst employees may already
                  exist.
               

            

            
            
            
            
            	Which one of the following is a not a characteristic of a
               well-chosen target?
            

            
            
               	
                  A new target value should be higher than the
                  previous year.
                  
                  
                  
               

               	
                  The clarity with which it establishes
                  expectations
                  
                  
               

               	
                  The encouragement it gives to stretch performance 
                  
                  
               

               	
                  The ease with which it can be understood and
                  communicated 
                  
                  
               

            

            Submit

            
               Correct. Although targets sets are generally higher
                  each time, it is possible for a new target to be lower than the
                  previous year, especially during times of economic
                  slowdown.
               

               Incorrect. This is a characteristic of a well-chosen
                  target. Clarity of expectation must be clear
               

               Incorrect. This is a characteristic of a well-chosen
                  target. There should be encouragement to achieve stretch
                  performance. 
               

               Incorrect. This is a characteristic of a well-chosen
                  target. It must be easily understood and
                  communicated
               

            

            
            
            
            
            	Which one of the following emphasises the importance of
               assigning ownership to a performance measure.
            

            
            
               	
                  Without ownership, the performance of a measure
                  cannot be reported.
                  
                  
               

               	
                  Without ownership, the collection and reporting of
                  measures have no priority or urgency.
                  
                  
                  
               

               	
                  Without ownership, collecting performance data
                  will take a long time.
                  
                  
               

               	
                  None of the listed choices.
                  
                  
               

            

            Submit

            
               Incorrect. Reporting performance is less important when
                  compared to ownership and responsibility.
               

               Correct. Without ownership, there is likely to be lack
                  of responsibility when problem arises since not one is
                  officially assigned and in-charge.
               

               Incorrect. Without ownership, it can lead to lack of
                  commitment and initiative.
               

               Incorrect. There is one correct choice.

            

            
            
            
            
            	Which one of the following is a not a key consideration in
               defining a performance measure?
            

            
            
               	
                  The performance measure should be
                  measurable.
                  
                  
               

               	
                  The frequency of data collection should be
                  correctly set.
                  
                  
               

               	
                  Collecting of data for performance measures must
                  be automated.
                  
                  
                  
               

               	
                  Data for the performance measure should be
                  available.
                  
                  
               

            

            Submit

            
               Incorrect. “If you can’t measure it, you can’t control
                  it”. 
               

               Incorrect. It is important that the data for key
                  performance measures be collected more regularly (e.g. monthly
                  instead of quarterly). 
               

               Correct. It is not possible for the collection of all
                  performance data to be automated. Some data are collected
                  manually (e.g. customer satisfaction survey). 
               

               Incorrect. Analysis of performance is not possible if
                  appropriate data cannot be collected.
               

            

            
            
            
            
            	To ensure success in implementing quality initiatives, the most
               important factor is
            

            
            
               	
                  an empowered work force.
                  
                  
               

               	
                  a training programme that explains and promotes
                  the quality initiative.
                  
                  
               

               	
                  senior management support.
                  
                  
                  
               

               	
                  a reward and recognition
                  programme.
                  
                  
               

            

            Submit

            
               Incorrect. Although essential, this is not considered
                  to be the most important factor.
               

               Incorrect. Although essential, this is considered to be
                  a small essential step.
               

               Correct. This is essential to ensure commitment and
                  continuous improvement.
               

               Incorrect. Although essential, this is not considered
                  to be the most important factor.
               

            

            
            
            
            
            	The management of a company wants to improve quality by
               comparing key aspects of its operations against those of leading
               competitors. The process it should follow to achieve this
               is
            

            
            
               	
                  benchmarking
                  
                  
                  
               

               	
                  quality assurance
                  
                  
               

               	
                  Kaizen
                  
                  
               

               	
                  Six Sigma
                  
                  
               

            

            Submit

            
               Correct. The purpose of benchmarking is to compare
                  against a standard.
               

               Incorrect. This has no relation to quality
                  comparison.
               

               Incorrect. This is continuous improvement as opposed to
                  quality comparison.
               

               Incorrect. This is for defects management as opposed to
                  quality comparison.
               

            

            
            
            
            	When referring to sustainability, which of the following would
               be a measure of a firm's social performance?
            

            
            
               	
                  Total debt ratio
                  
                  
               

               	
                  Total number of oil spills
                  
                  
                  
               

               	
                  Safety of employees
                  
                  
               

               	
                  Net income
                  
                  
               

            

            Submit

            
               Incorrect. This is merely internal and financial, and
                  has no social impact.
               

               Correct. This has the greatest social
                  impact.
               

               Incorrect. The listed choice that measures total number
                  of oil spills has a far greater impact than the safety of
                  internal employees.
               

               Incorrect. This is merely internal, and has no social
                  impact.
               

            

            
            
            
            	__________ is (are) the balancing of short-term and long-term
               goals in all three dimensions of the company's performance - economic,
               social, and environmental.
            

            
            
               	
                  Customer perspective
                  
                  
               

               	
                  A strategy map
                  
                  
               

               	
                  Sustainability
                  
                  
                  
               

               	
                  The balanced scorecard
                  
                  
               

            

            Submit

            
               @Incorrect. This is one of the four perspectives of the
                  Balanced Scorecard.
               

               @Incorrect. A strategy map is based on the Balanced
                  Scorecard perspectives of Financial, Customers, Internal Process
                  and Learning and Growth.
               

               Correct. To sustain means to be in existence over the
                  long-term.
               

               @Incorrect. The Balanced Scorecard is associated with
                  Financial, Customers, Internal Process and Learning and Growth
                  perspectives.
               

            

            
            
            
            	The process of identifying other organisations that are best at
               some facet of your operations and then modelling your organisation after
               them is known as
            

            
            
               	
                  continuous improvement.
                  
                  
               

               	
                  employee empowerment.
                  
                  
               

               	
                  benchmarking.
                  
                  
                  
               

               	
                  learning from the best.
                  
                  
               

            

            Submit

            
               @Incorrect. This is Kaizen.

               @Incorrect. Employee empowerment is more suited as a
                  motivation tool.
               

               @Correct. This is a key purpose and objective of
                  benchmarking.
               

               @Incorrect. Formally, learning from a better performer
                  is called benchmarking.
               

            

            
            
            
            	Which of the following would be an environmental performance
               indicator?
            

            
            
               	
                  Number of injuries.
                  
                  
               

               	
                  Employee participation with Habitat for
                  Humanity.
                  
                  
               

               	
                  Number of training hours.
                  
                  
               

               	
                  Toxic and nontoxic waste.
                  
                  
                  
               

            

            Submit

            
               @Incorrect. This is an internal
                  indicator.
               

               @Incorrect. This is actually an internal indicator
                  since it focuses on employee participation.
               

               @Incorrect. This is an internal
                  indicator.
               

               @Correct. This is directly associated with the
                  environment.
               

            

            
            
         

         
      

      
      
   
      
      
      Study Unit 6
Towards Business Excellence in Organisations

   
      
      
      
      Chapter 10: The Route to Business Excellence In The Manufacturing Industry

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:

         
         
            
            	Discuss the relationships between enabling activities and organisational
               results.
            

            
            
            	Relate knowledge to the execution of improvements in critical activities to
               achieve business excellence.
            

            
            
         

         
         
      
      
      
      
         
         Overview

         
         Chapter 10 presents a case of an organisation in the manufacturing industry
            getting ready to embark on its journey towards business excellence.
         

         
      
      
      
      
         (Source: Pixabay / Public Domain)
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            Note: This case is based on the 1994 Business Excellence Framework as opposed to
            the 2017 Revised Business Excellence Framework, where the category for Planning
            has been replaced by Strategy and category for Information has been replaced by
            Knowledge.
         

         
      

      
      Mr. WK Lee walked into his Director’s office wondering what new task awaits him
         from his boss, Mr. Joe Rappo. WK has just started working in Universal Heavy
         Industry two months ago after spending eight years working as a quality engineer in
         a semiconductor firm. Universal Heavy Industry manufactures gearboxes for excavator
         machines used in construction and mining operations. In his current position, WK’s
         official designation is the company’s quality assurance manager. His immediate boss,
         Mr. Joe Rappo, is the Director of Operations.
      

      
      Just as he was beginning to sit down, Joe handed him two thick reports. WK glanced
         at the reports, SQA Executive Summary of Teckwah Industrial Corporation Ltd and
         Baxter Healthcare SA, Singapore Branch (2008). The task was both simple in executing
         but yet intricate in finalising. Joe told WK that Universal Heavy Industry aimed to
         achieve a significant level of business excellence in 3 years and the route to
         achieving the goal was to use the business excellence criteria framework as a guide
         to implement relevant approaches/initiatives that would significantly enhance the
         organisation business operations and its product quality. WK was tasked to produce a
         report that detailed how past SQA winners went about implementing successful
         approaches and initiatives. To help WK in doing this, Joe gave the two Executive
         Summary reports of past SQA winners to him to identify lessons learnt from these
         winners.
      

      
      
         The Singapore Quality Award (SQA) Framework
         
      

      
      The Singapore Quality Award (SQA) was launched in 1994 by the Prime Minister of
         Singapore at that time, Mr. Goh Chok Tong. It is considered as a national quality
         award for organisations that have excelled in their business operations and
         consistently have produced quality goods or services. The SQA uses a business
         excellence framework that consists of a set of criteria encompassed within 7
         dimensions to assess organisation’s business excellence. In short, business
         excellence is defined as being able to consistently produce quality products and
         services that are sought after by customers while at the same time maintaining
         profitable and efficient business operations.
      

      
      As with most national quality awards, the SQA bears great similarities to other
         major national quality awards such as the Malcolm Baldrige National Quality Award
         (MBNQA)1
         and the EFQM Excellence Award (EFQM – European Foundation for Quality Management).
         This is not surprising as most national quality awards are based on the same
         underlying philosophy of total quality management.
      

      
      The business excellence framework consists of 7 criteria categories (Figure 1).
         The arrowed arrangement of the criteria categories does serve a purpose. For any
         organisations to achieve business excellence, it starts with
         Leadership, followed by nurturing employees
         (People), having good business Planning, and
         establishing a good organisation Information system. In turn, this
         will lay the foundation for sustaining organisation Processes that can
         consistently churn out quality products or services that will satisfy
         Customers and help organisation to achieve excellent business
         and operational Results.
         
      

      
      
         Figure 6.1 Business Excellence Framework 1994
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      Within the 7 criteria categories are 21 items to be addressed by organisations
         (Table 6.1). For each item, general description and guidelines are given as to its
         intended purpose and also desired outcomes to be generated. However, as with most
         business excellence frameworks, it is not meant to be prescriptive in nature. That
         is, organisations are free to implement any approaches that fit their operating
         environment as long as the approaches serve the purpose of the item and could be
         successfully deployed to achieve the intended outcomes (results) related to the
         item. Specific scores are assigned to each item and the aggregated scores of all
         items within the same criteria category will give the score of the criteria
         category. The maximum total score is 1000 points. In terms of scores, one can see
         that Results occupies 45% of total points, followed by Leadership (12%) and then
         Customers and People, each occupying 10% of total points. Processes come closely
         behind (9% of total points) followed by Information and Planning, both occupying 7%
         each of total points.
      

      
      Although Leadership drives the other criteria, ultimately it is the Results that
         will dominate the determination of whether an organisation is deemed to have
         achieved business excellence.
      

      
      To show that it is indeed achieving business excellence, basically for each
         criteria category and its related items, organisations have to show evidence that
         they have processes, systems, activities, initiatives, norms, practices or outcomes
         in place that are exemplary.
      

      
      

      
      

      
      

      
      

      
      

      
      

      
      

      
      

      
      

      
      

      
      
      
         
            Table 6.1  Business Excellence 7 Criteria and their Related 21 Items
            
            
               
               
            
            
               
               
                  
                  	Category/Item (scores)
                  
                  
                  	Category/Item (scores)
                  
                  
               

               
               
            
            
            
               
               
                  
                  	1 LEADERSHIP (120)
                  
                  
                  
                  	5 PROCESSES (90)
                  
                  
                  
               

               
               
               
                  
                  	1.1 Senior Leadership (50)
                  
                  
                  	5.1 Innovation Processes (40)
                  
                  
               

               
               
               
                  
                  	1.2 Organisational Culture (40)
                  
                  
                  	5.2 Process Management and Improvement (30)
                  
                  
               

               
               
               
                  
                  	1.3 Corporate Social Responsibility (30)
                  
                  
                  	5.3 Supplier and Partnership Management (20)
                  
                  
               

               
               
               
                  
                  	2 PLANNING (70)
                  
                  
                  
                  	6 CUSTOMERS (100)
                  
                  
                  
               

               
               
               
                  
                  	2.1 Strategy Development & Deployment (70)
                  
                  
                  	6.1 Customer Requirements (40)
                  
                  
               

               
               
               
                  
                  	3 INFORMATION (70)
                  
                  
                  
                  	6.2 Customer Relationship (30)
                  
                  
               

               
               
               
                  
                  	3.1 Management of Information and Knowledge (50)
                  
                  
                  	6.3 Customer Satisfaction (30)
                  
                  
               

               
               
               
                  
                  	3.2 Comparison and Benchmarking (20)
                  
                  
                  	7 RESULTS (450)
                  
                  
                  
               

               
               
               
                  
                  	4 PEOPLE (100)
                  
                  
                  
                  	7.1 Customer Results (140)
                  
                  
               

               
               
               
                  
                  	4.1 Human Resource Planning (20)
                  
                  
                  	7.2 Financial and Market Results (90)
                  
                  
               

               
               
               
                  
                  	4.2 Employee Engagement (20)
                  
                  
                  	7.3 People Results (100)
                  
                  
               

               
               
               
                  
                  	4.3 Employee Learning and Development (20)
                  
                  
                  	7.4 Operational Results (120)
                  
                  
               

               
               
               
                  
                  	4.4 Employee Well-being and Satisfaction (20)
                  
                  
                  	 
                  
                  
               

               
               
               
                  
                  	4.5 Employee Performance and Recognition (20)
                  
                  
                  	 
                  
                  
               

               
               
               
                  
                  	 
                  
                  
                  	 
                  
                  
               

               
               
            
            
         

         
      

      

      
      
      Organisations which have shown exemplary evidence can apply for the SQA. The SQA
         is awarded annually to organisations that are deemed worthy of winning the prize.
         Thus, theoretically, if there are no worthy applicants in a particular year, the
         award may not be given out. The process of evaluating and selecting deserving firms
         for the award follows a structured process. First, the Award Secretariat receives
         applications for the SQA from organisations. Application consists of a report that
         documents exemplary evidence showing how the organisation addresses the 7 criteria
         categories and their related 21 items. A preliminary screening is then done to
         ensure compliance with Award rules and regulations, including eligibility of the
         organisations. The general eligibility rule is that the organisation must be either
         a public or a private organisation that has an ongoing operation in
         Singapore.
      

      
      Next, the application is reviewed by an assessment team that consists of a group
         of qualified SQA assessors who will each perform an independent review and award a
         score to the application report at the end of the review. The SQA assessors will
         then come together as a team to deliberate their review findings and scorings,
         culminating in awarding a final group consensus score to the application report.
         Following this stage, the assessment team will decide whether the organisation
         qualifies for the next stage of examination, which is a site visit to verify and
         validate the exemplary evidence given in the application report. After assessment
         team has conducted the site visit for a qualified organisation, the team will
         proceed to re-score the application report based on their site visit
         findings.
      

      
      The final graded application report together with the assessment team report will
         be submitted to the SQA Management Committee for review and comparison with other
         graded applications’ reports. The SQA management committee will then make
         recommendations of SQA winner or winners (could be more than one) to the SQA
         Governing Council. The SQA Governing Council will then decide on the eventual
         winner(s). SQA winners will be bestowed the Award in an Award Ceremony.
      

      
      As with the spirit of shared learning, SQA winners are obliged to conduct briefing
         sessions for interested companies and to explain how they are able to successfully
         meet the criteria and their related items.
      

      
       Business excellence models epitomise a strategic performance management model. In
         every business excellence model, the series of events start with encouraging
         organisations to adopt good practices that relate to the criteria laid out in the
         model, track the performance in all key areas stipulated in the criteria, implement
         improvements when performance measurement suggested deficiencies, and update
         performance measurements on a regular basis. These series of events aim to bring the
         organisation closer to a world-class business entity.
      

      
      Besides the Singapore Quality Award business excellence model, several other
         similar models include the Malcolm Baldrige National Quality Award (MBNQA) (Figure
         6.2), the European Foundation for Quality Management (EFQM) Excellence Award (Figure
         6.3), and the Japan Quality Award (Figure 6.4).
      

      
      
         Figure 6.2 Malcolm Baldrige National Quality Award (MBNQA)
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         Figure 6.3 European Foundation for Quality Management Excellence Award
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         Figure 6.4 Japan Quality Award
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         Producing a Relevant Report on Business Excellence in the Manufacturing
            Industry
         
      

      
      After the meeting with Joe, WK spent the next three days pondering how to produce
         a relevant report that could help the organisation to better understand what it took
         to fulfil the 7 business excellence criteria and their related 21 items. He struck
         upon an idea. He would have to read both past SQA winners’ reports and summarised
         the approaches taken by the winners in each of the 21 items. From the summary, he
         would then need to identify the lessons learnt and present these in the report. This
         report would serve to inform senior management in Universal Heavy Industry on how to
         go about planning the journey towards business excellence. 
      

      
      
         SQA Organisations
         
      

      
      Baxter Healthcare SA, Singapore Branch won the SQA award in 2008. Its operation is
         based in Woodlands and it was first established back in 1978. This is the second
         time that Baxter has won the SQA. The first time was in 1997. Baxter Healthcare
         Singapore manufactures three main products: intravenous sets, electronic infusion
         pumps, and solution sets and bags for kidney dialysis. The firm has 1,700
         employees.
      

      
      The Singapore branch is part of Baxter Healthcare SA, a Fortune 500 company
         incorporated in Switzerland with its holding company incorporated in the USA.
      

      
      Teckwah Industrial Corporation Ltd was established in 1968 and started as a firm
         producing packaging boxes. It has since evolved into a company that provides
         printing and packaging solutions with a focus on value chain management services,
         logistics services and pharmaceutical packaging. The group employs more than 1000
         staff in Singapore and the region.
      

      
      
         The Business Excellence Framework ‒ 7 Criteria and 21 Items
         
      

      
      
         Leadership
         
      

      
      In the Leadership criterion, there are 3 items to fulfil: senior leadership,
         organisational culture, and corporate social responsibility. Senior management must
         show that they are actively involved when it comes to pursuing quality and
         excellence in the organisation.
      

      
      In Teckwah, senior management adopts a participative leadership style. Teckwah
         Vision statement is: “Teckwah will be the Preferred Business partner of Global
         Companies, creating & delivering the Best-in-Class Value Chain Solutions
         worldwide.” To realise this vision, the organisation focuses on four strategies: 1)
         having the “Best People” and “Best Solutions” so as to enter the “Best Markets”, 2)
         the “Best People” have to be innovative, competent and committed, 3) the “Best
         Solutions” are customer differentiated and leveraged on the organisation
         technologies, 4) the “Best Markets” have to be in high growth value segments.
         Teckwah’s core values are: “Teamwork, Initiative, Commitment, Continuous
         Improvement”.
      

      
      To communicate their intentions, senior management of Teckwah use various
         platforms, such as twice-yearly GM Conference where management present business
         plans. Senior management also conduct quarterly MBO with their managers. There are
         weekly Operations meetings, dialogue sessions, newsletter, staff committees,
         induction programme for new staff, website, biennially quality camp at a resort for
         all staff, an annual Company Day and even a company song.
      

      
      To nurture organisational culture, Teckwah hosts regular training programmes and
         the core values are included in competency profile for all job levels. To plug any
         gaps in the organisational culture, Teckwah conducts 360-degree feedback and
         employee climate survey. Corrective actions such as counselling and coaching are
         carried out to remove gaps.
      

      
      Teckwah fosters community and environmental responsibility through several
         initiatives. It provides internships to students in tertiary institutions and
         provides content materials or seminars to institutions for education purpose and to
         host site visits for interested parties. Every employee is given some days to
         perform social work.
      

      
       Techwah consciously invokes environmentally friendly practices. It achieves
         certification in ISO 14001 in 2000. It has a Safety & Health Committee which
         oversees daily execution of employee health and safety issues.
      

      
      Baxter’s Vision statement is “We will be the preferred manufacturer of life saving
         products for our customers.” Their Mission statement is: “To manufacture life saving
         products of best value for our customers.” The organisation core values are:
         Relentless focus on rapid and disciplined action, Passion to innovate and drive for
         solutions, Personal accountability for results and integrity, Eagerness to learn and
         continuously improve, Uncompromising dedication to quality, Respect for individuals
         and the diverse contributions of all.
      

      
      Baxter senior management communicate their ideas and directions on business
         excellence to different stakeholders via different platforms. For customers, they
         introduce plant visits, initiate customer survey, and maintain a website. For
         suppliers and business partners, they have a supplier performance review exercise, a
         Supplier Day, and regular supplier audits. For employees, they use orientation for
         new staff, GM walkabout, meetings, cross department orientation and company notice
         boards. For the public, they have a community service committee, and regularly give
         talks at schools and institutions.
      

      
      To nurture and sustain its core values and organisational culture, Baxter created
         the Quality Leadership Process (QLP). The QLP steering committee oversees
         benchmarking committee, six sigma committee, recognition committee, and innovation
         committee. Employees staff these committees and get to participate in their
         activities which require actions that invoke core values. An employee engagement
         survey is used to gauge gaps between desired culture and current culture.
      

      
      Baxter practises corporate social responsibility with community outreach
         activities such as charity sales, visits to homes, donation drive, and providing
         scholarships. The organisation is engaged in various energy/water/waste reduction
         projects and participates in SCDF emergency drills.
      

      
      
         Planning
         
      

      
      In the Planning criterion, there is one item to fulfil: strategy development and
         deployment. The focus here is to have systematic short-term and long-term planning
         so that organisations can maintain or increase their competitiveness position in the
         market. A good planning system provides evidence of focused directions and goals
         which usually are good indicators of future business excellence.
      

      
      Teckwah adopts a structured strategy planning process that revolves around the
         Balanced Scorecard model. Strategies are translated into strategic objectives that
         reside in the four perspectives of the Balanced Scorecard model: Financial,
         Customers, Internal Processes, and Innovation and Development or sometimes called
         Learning & Growth. Deployment of the strategies is effected through strategy
         maps derived from the Balanced Scorecard at all levels of the organisation.
      

      
      The Balanced Scorecard (BSC) model was first introduced in the early 1990s by
         Robert S. Kaplan and David P. Norton. For a long time, managers have realised that
         performance measures based solely on financial bases were inadequate in providing a
         holistic view of an organisation’s overall performance in meeting the competition
         and in meeting strategic goals. The balanced scorecard advocates a set of measures
         that relate to four major yardsticks or dimensions for determining overall
         performance in a business organisation. The four dimensions are financial, customer,
         internal processes, and organisation’s innovation and development. Within these four
         dimensions, customer, internal processes, and organisation’s innovation and
         development can be considered as operational measures that ultimately drive
         financial performance. Management will then have a complete snapshot view of
         organisation performance when viewing the balanced scorecard at each designated
         reporting period. Indication of superior overall performance in current period is
         reflected by measures in all four dimensions showing concerted improvements when
         compared to previous period. Of course, not all measures may show improvements. This
         is where corrective or improvement activities have to be deployed in targeted areas
         where the BSC measures indicate lack of positive improvements. A depiction of a
         generic balance scorecard is shown in Figure 6.5.
      

      
      
         Figure 6.5 Balanced Scorecard Model
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      In Baxter, a systematic strategy planning and deployment process has been in place
         since the early 1990s. Environmental scanning and SWOT analysis are basic tools used
         by Baxter to establish industry, environment and competitive knowledge. Strategies
         and goals are then set based on this knowledge. The goals are organised in the
         organisation’s goal framework consisting of customers, finance, operational
         excellence, innovation, people/team and quality/regulatory/compliance. These
         strategic goals in the six areas are subsequently cascaded throughout the
         organisation. Action plans are established by individual departments and units to
         execute the strategies and achieve goals. Regular reviews are made throughout the
         year to ensure performance attained point towards achievement of goals.
      

      
      A sample of such goals is:

      
      Customer area: customer satisfaction, service level

      
      Finance area: manufacturing variance, standard cost, inventory turns

      
      Operational Excellence area: conversion loss, energy loss, water usage,
         safety
      

      
      Innovation area: breakthrough ideas, suggestions

      
      People area: effective PMP (performance management process), talent retention,
         employee engagement, team participation
      

      
      Quality/regulatory/compliance area: zero major non-conformance in audits, customer
         feedback
      

      
      
         Information
         
      

      
      In the Information criterion, there are two items to fulfil: management of
         information and knowledge and comparison & benchmarking activities. Decision
         making and planning would become more effective if vital data and information are
         readily available to management and staff. Good information management is usually a
         good indicator of excellent operations and proactive management. Doing benchmarking
         and comparisons is another good indicator of an excellent organisation. Staying on
         top of market conditions and understanding competitors are strategically important.
         Leveraging on learning from the best and improving oneself are indicators of the
         willingness of the organisation to continuously improve itself and becomes
         better.
      

      
      Techwah’s approach to managing organisation vital information is to first stratify
         information into three purposes: strategic purpose, performance review purpose, and
         operations purpose. For each stratagem, different data collection methods are
         employed. At the strategic purpose, methods include customer feedback, business
         reviews, management retreat brainstorm, and media feedback. At the performance
         review purpose, methods include comparative analysis, benchmarking of best
         practices, and data from measures established in the Balanced Scorecard 4
         perspectives. At the operations purpose, methods include daily operations reports
         and email communications.
      

      
      To support the collection and dissemination of information in Techwah, a
         comprehensive IT applications architecture has been put in place. The IT
         applications architecture has three main layers: ICT infrastructure, a host of
         Operations & Business Systems, and a Knowledge-based System. Together, this
         architecture supports different information systems in the organisation, including
         eBiz, eEnterprise, eSCM, and eTalent.
      

      
      Techwah engages in some forms of comparative analysis, especially those whereby
         public comparative data is available, such as found in trade magazines, industry
         indices, etc.
      

      
      Baxter manages its information flow based on the corporate goal framework that
         comprises six areas: customers, finance, operational excellence, innovation,
         people/team and quality/regulatory/compliance. Information flowing through these six
         areas is divided into either strategic & business performance information or
         corporate/support functions and processes performance information.
      

      
      Key information is disseminated to various stakeholders via various means such as
         meetings, teleconferences, emails, and notice boards. As a manufacturing operation,
         it is important for Baxter to disseminate key information swiftly to stakeholders so
         that decision can be made and action taken to rectify problems immediately.
      

      
      As for comparison and benchmarking, Baxter has a structured process to identify
         benchmarking opportunities. Benchmarking opportunities are classified as either
         process benchmarking or performance benchmarking. If it is process benchmarking,
         site visits may have to be undertaken to observe and document best practices. For
         performance benchmarking, comparative data is gathered either through public sources
         (such as trade publications, 3rd party analysis reports) or through primary data
         collection method.
      

      
      
         People
         
      

      
      In the People criterion, there are five items to fulfil: human resource planning,
         employee engagement, employee learning and development, employee well-being and
         satisfaction, and employee performance and recognition. An organisation cannot
         achieve excellence without committed, knowledgeable, motivated and in many instances
         innovative-thinking employees. Thus, in this criterion, the focus is on addressing
         the employee. The organisation has to provide opportunities for employees to
         develop, to communicate, to innovate and to stay healthy and satisfied. This in turn
         translates into effective workers.
      

      
      In human resource planning, Baxter first identified four HR strategies: Talent
         Acquisition, Talent Management, Employee Engagement and Compensation/ Benefits. All
         HR approaches will then focus on delivering success in these 4 HR strategies. For
         example, under Talent Acquisition, Baxter has partnership with EDB for attachment
         training, has partner recruitment agencies to source and recruit talents, and has
         conducted campus recruitment. In Talent Management, there are training programmes,
         succession planning and career development, overseas attachment opportunities, and
         cross-department training. In Employee Engagement, there are employee communication
         infrastructure, employee involvement programmes, and employee health &
         satisfaction programmes. In Compensation/Benefits, there are monetary rewards and
         non-monetary rewards, benefit schemes, and performance management structure.
      

      
      To drive employee involvement and commitment, Baxter adopts a 3-prong approach:
         Open Communication, Recognition & Reward, and Goal/Objective Driven strategies.
         For Open Communication, there are numerous opportunities for employees and
         management to discuss and meet. There are GM Dialogue session, “Ask Management”
         initiative, mid-year and year-end management meetings, employee survey, and
         operations review. For recognition & reward, there are Continuous Improvement
         Actions suggestion scheme (CIA), recognition awards, teamwork awards, quarterly
         teambuilding events, merit increment, discretionary bonus, and safety goals. For
         Goal/Objective Driven strategies, there are performance management objectives,
         breakthrough ideas committee, and team participation rate.
      

      
      When it comes to employee education, training and development, Baxter first
         developed individual and departmental needs. Eight types of training categories are
         introduced: English literacy, organisational effectiveness, leadership/management,
         information technology, quality, technical, finance, and environmental, health &
         safety.
      

      
      For employee health and safety requirements, Baxter’s approaches are divided into
         four areas: social well-being, economic well-being, physical well-being, and mental
         well-being. For social well-being, there are schemes such as employee appreciation
         week, festive gifts, D&D event, teambuilding, corporate memberships. For
         economic well-being, there are schemes such as group medical insurance, family
         insurance, scholarships for staff children, and advanced study sponsorships. For
         physical well-being, there are health screenings, sports events, and fitness club
         memberships. For mental well-being, there are long service award, perfect attendance
         award, volunteer work in charity homes, and health & wellness events.
      

      
      Baxter offers various employee performance and recognition approaches. These
         approaches are the Performance Management process (determining merit increment,
         discretionary bonus, promotion, career advancement), the Organisation Inventory
         process (determining and identifying candidates for succession planning), the
         Quarterly Recognition Award and Training & Education Assistance Scheme.
      

      
      In Teckwah, HR policies and procedures are driven by core values, strategic
         objectives of the organisation, the voice of the employees, and external labour
         market conditions. Basically, the policies and procedures can be grouped under three
         areas. The first area deals with manpower planning, recruitment and employee
         compensation. The second area deals with performance management in the organisation.
         The last area deals with employee relations and training & development.
      

      
      To foster employee involvement and commitment, employees are involved in various
         activities and initiatives in the organisation. The staff members are involved in
         the Strategic Planning and Business Plan Development. Employees participate in
         Quality Improvement initiatives. Employees are kept informed through regular
         Corporate Announcement. Staff members participate in Cross-Functional Teams for
         improvement projects. All employees participate in Team Building activities. There
         are many Staff Committees in which employees have to be actively involved, such as
         3S committee (productivity improvement, work efficiency, and cost
         savings), Editorial committee (newsletter, etc.), Staff Club
         committee (organise social and sports events), 5S committee (Sort:
         Clearing the work area, Set in Order: Designated locations for storage of
         items, Shine: Cleanliness & workplace appearance, Standardise:
         Tasks are carried out in prescribed manner by everyone, Sustain: Ingraining
         the 5S's into the culture), and Safety & Health committee.
      

      
      Teckwah takes employee education, training and development seriously. There are
         many platforms to facilitate education, training and development. These platforms
         include: On-Job training (OJT), mass briefing, conferences and seminars, e-learning,
         face-to-face learning, experiential learning, induction programme, and maintaining a
         knowledge, information and sharing system (KISS).
      

      
       For employee health and satisfaction, activities include health screening, health
         talks, employee climate survey, fair compensation, work-life balance, quality camp,
         celebrations of major festivals, air quality filter, and disease management.
      

      
      Employee performance and recognition is achieved through various means. For
         example, each employee has a work plan and individual targets to fulfil. This allows
         employee to know the direction to be taken and performance appraisal will be more
         transparent. Competency review is done regularly to ensure employee fits the job.
         There is a fair promotion exercise in place. Both monetary and non-monetary
         recognitions are dispensed to deserving employees.
      

      
      

      
      
         Processes
         
      

      
      In the Processes criterion, there are three items to fulfil: innovation processes,
         process management and improvement, and supplier and partnership management.
         Processes and operations are at the heart of an organisation. Without efficient and
         effective processes, business could never achieve high level of excellence. A
         process needs not always be related to a piece of machinery, especially so in the
         service environment. A process is a system of activities and tasks linked together
         to produce outputs. In order to produce quality outputs, the management and
         improvement of key processes are important considerations for an organisation aiming
         for business excellence.
      

      
      Teckwah has a strategic business innovation process that is used to develop new
         business models and business streams for the firm. New business opportunities are
         driven by the voice of the customer, voice of suppliers, voice of government, voice
         of competitors, and voice of employees. Fundamental considerations for evaluating
         new business streams and models are in-house resource capability, strategic fit,
         cost versus benefit, and external resource capability.
      

      
      In process management approaches, Teckwah uses a 4-step PDCA (Plan-Do-Check-Act)
         methodology to carry out continuous improvements on its key processes. All key
         processes have KPIs (Key Performance Indicators) and if gaps are found, improvement
         efforts are implemented. Key processes are certified to meet ISO9000 (quality
         management standards), ISO14000 (environmental management standards) and OHSAS 18000
         (occupational health and safety).
      

      
      For supplier and partner approaches, a Supplier Management Process is in place to
         promote long-term relationships with good performing suppliers. Suppliers are
         classified into 3 categories: approved suppliers, key suppliers, and partner
         suppliers, in increasing order of preference. Suppliers are constantly measured
         using a composite assessment of 7 criteria. For key suppliers and partner suppliers,
         Teckwah looks at ways to help them to improve their operations so that in turn, they
         can supply higher quality supplies to Teckwah.
      

      
      Baxter’s approach to innovation processes is to systematically collect, evaluate
         and implement innovative ideas in the organisation. To facilitate collection of
         innovative ideas, Baxter employs various sources such as: CIA/VIP [Continuous
         Improvement Action – a process to encourage employees to give suggestions on work
         improvement, and Value Improvement Programme – which quantifies the improvements
         made by the suggestions], Benchmarking, Supplier Collaboration, Customer Feedback,
         Employee Feedback, Market Intelligence, and Knowledge Sharing via Baxter’s portal
         and intranet.
      

      
      In process management, Baxter identifies its key processes as Sets Operations,
         Pumps Operations, Solutions Operations (these 3 processes made up the 3 main
         products produced by Baxter Singapore), Operation Planning & Quality Management,
         HR, Engineering Services, Finance, and finally Logistics. Although each key process
         has specific key requirements to be managed, in general, the key requirements for
         all key processes are: schedule adherence, compliance, quality, breakthrough ideas,
         manufacturing variance, and safety. To foster continuous improvement of the key
         processes, goals are set for key processes and actual performance of the key
         processes are regularly monitored to detect gaps between goals and actual
         performance. If gaps exist, improvements are made to the key processes.
      

      
      In supplier and partnering processes, Baxter employs a Supply Management
         Framework. Suppliers are treated as an extension of Baxter’s operations; thus, it is
         critical to ensure supplier’s performance and supplier products are of good quality.
         The Supply Management Framework identifies key suppliers. The key suppliers are
         measured on their quality, delivery service, and cost improvement efforts.
         Outstanding suppliers are recognised on a designated Supplier Day (annual). Regular
         audits are carried out at supplier plants and operations. Suppliers are encouraged
         to adopt continuous improvement philosophy and to make use of six sigma tools for
         improvement activities.
      

      
      

      
      

      
      

      
      
         Customers
         
      

      
      In the Customers criterion, there are three items to fulfil: customer
         requirements, customer relationships, and customer satisfaction. When it comes to
         managing the customers, an organisation needs to first understand what the customer
         needs are based on feedback from the customers themselves. Knowing their needs or
         requirements will help the organisation to design their products or services with
         the appropriate functions and form to fulfil the needs. Getting the product or
         service right is only part of the customer management process. Managing long-term
         relationships with customers is equally important so as to build loyalty and
         increase repeat buying from the customers. Lastly, a successful organisation has to
         obtain information that provides indications on how satisfied are the customers.
         Customer satisfaction knowledge allows the organisation to further improve its
         product or service offerings.
      

      
      Baxter forms the Customer and Market Focus Committee to oversee three areas of
         importance: understanding customer & market requirements, build relationships
         with customers, and determine level of customer satisfaction. Customers are defined
         into 2 groups: direct customers (those that specify requirements for products
         produced by Baxter), and indirect customers (those that use Baxter products or
         receive treatments that involve Baxter products). Knowing the needs of both groups
         of customers is equally important to Baxter.
      

      
      The Customer and Market Focus Committee adopts listening strategies that serve
         different purposes, such as for current environmental analysis, for voice of
         customers, and for future forecasting. For example, to gather information to conduct
         environmental analysis, quality and regulatory compliance trend has to be studied,
         environment scanning has to be done, and customer satisfaction results have to be
         scrutinised. To gather information for voice of customers, obviously intent
         listening to direct customer feedback and indirect customer feedback has to be
         carried out. For future forecasting, marketing analysis has to be carried
         out.
      

      
      Building relationships with customers takes time and constant care. Baxter uses a
         group of Customer Contact Personnel (CCP) to build customer relationships. These
         employees are trained to be the first contact for customers, whether it is for
         enquiries, complaints, or assistance.
      

      
      Baxter uses a customer Satisfaction Survey to gauge satisfaction level. Key
         satisfaction factors include product quality, product cost, product availability,
         flexibility, customer services, and loyalty index.
      

      
      To gather and understand customer requirements, Teckwah deploys various
         approaches. These approaches include regular meetings with customers, early
         involvement in customer’s product development cycle, business review with key
         customers, customer satisfaction survey, participating in major trade shows,
         conducting market research, purchasing market intelligence reports. All information
         collected through these approaches is stored in Teckwah’s I-Care database System,
         which management can access for relevant information to support decision making and
         making business plans. Product development takes in these collated customer
         requirements.
      

      
      A Quality Steering Committee oversees a Customer Care Committee that in turn takes
         care of 3 major customer areas: customer satisfaction, customer relations, and voice
         of customers. To foster good customer relationship, Teckwah makes it a point to
         ensure customers get easy access to the organisation. All front-line staff is
         trained to handle customer requests and complaints in a professional manner.
         Front-line staff also doubles up as listening posts to gather customer intelligence
         and report back to management.
      

      
      Customer satisfaction is paramount for organisations aspiring for business
         excellence. A biennially Customer Satisfaction Survey is conducted to assess the
         level of customer satisfaction and to take corrective actions on areas that need
         improvements.
      

      
      
         Results
         
      

      
      In the Results criterion, there are four items to fulfil: customer results,
         financial and market results, people results, and operational results. The Results
         criterion takes up the most points in the scoring system for the SQA, 450 out of a
         possible 1000 points. For an organisation to be considered to achieve business
         excellence, the best validation is in the outcome results obtained by the business.
         In the business excellence framework, there is recognition that a single focus on
         financial results may not truly depict the overall picture of excellence in the
         organisation. For example, good financials only reflect past good performance but it
         is no indication of future performance. Thus, in this criterion, various types of
         results are required to validate whether an organisation has achieved sustainable
         business excellence.
      

      
      As a requirement of business excellence framework, all result reporting must at
         least show a minimum of 3 years trend. In general, an increasing positive trend over
         at least 3 years is an indication of business excellence.
      

      
      Baxter uses bar charts to represent most of its numerical results.

      
      For Customer results, Baxter provided information for the following indicators:
         customer satisfaction survey results, customer loyalty index, indirect customer
         satisfaction results (indirect customers being doctors and nurses who administered
         Baxter products on patients), release time compliance (products shipped according to
         expected time), complaints per million products, and schedule adherence.
      

      
      In Financial and Market results, Baxter reports the following: cumulative
         manufacturing variance (actual results versus budgeted values), product cost,
         standard labour hours reduction, operating income on manufacturing assets ratio, %
         increase in countries in which products are exported, new product introduction rate,
         and % market share.
      

      
      In People results, Baxter reports on: % participation in Share projects (a charity
         activity), accepted suggestions for improvement per employee, number of breakthrough
         ideas (target versus actual), training hours per employee, employee satisfaction
         survey results, employee turnover, number of meetings between employee and
         management team, number of meetings between employee and immediate supervisor. The
         last two indicators provide evidence of employee feedback and action by management
         to feedback.
      

      
      In Operational results, indicators used by Baxter include manufacturing first pass
         yield, productivity indicator such as sets made per employee, bags made per
         employee, pumps made per employee, release time (a measure of speed at which
         products are released to customers), labour efficiency %, machine efficiency %,
         total conversion cost (a measure of wastage during production), incoming first pass
         yield (measuring quality of incoming materials delivered by suppliers), % pass
         incoming inspection, water usage efficiency, energy usage, and waste reduction
         amount.
      

      
      Similar to Baxter, Teckwah also predominantly uses bar charts to represent most of
         its numerical results.
      

      
      In Teckwah, Customer results include success rates of contracts secured from
         target customers, customer satisfaction survey results, number of Greenfield
         solutions delivered (Greenfield solution refers to new business contracted to
         customers that has not been provided before), number of differentiated solutions
         delivered (differentiated solutions refer to customised projects), % on-time
         delivery (for print products), % on-time delivery (for non-print products), stock
         accuracy, customer retention of top customers, customer service level, and defect
         parts per million (DPPM).
      

      
      In Financial and Market results, Teckwah uses the following indicators: total
         revenue, net profit after tax (NPAT), revenue on equity, revenue by segments, and
         group profit before tax.
      

      
      In People results, Teckwah uses the following indicators: % employee involvement
         rate, training expenses as % of payroll cost, number of training places per staff,
         number of training hours, % training utilisation rate, staff core competency index
         (0-1), value added per staff (in $), and % monthly attrition rate.
      

      
      In Operational results, Teckwah uses the following indicators: total process
         technology & infocomm structure versus value added (in %), on-time delivery,
         supplier delivery performance (%), supplier quality performance, supplier
         responsiveness (%), number of technology licensing programme, amount of toxic
         industrial waste generated, energy usage, number of activities to community, and
         amount of charity donations.
      

      
      
         A Report on Planning for the Journey towards Business Excellence
         
      

      
      WK Lee has gotten plenty of lessons from Baxter and Teckwah. It is now back to the
         drawing board to generate a report that can provide useful information to help
         management in Universal Heavy Industry plan the journey towards business excellence.
         WK has exactly 2 days to get the report out
      

      
      ------------- End of Case -----------------

      
      1  http://www.nist.gov/baldrige/publications/business_nonprofit_criteria.cfm
      

   
      
      
      
      Chapter 11: Business Excellence in the Service Industry2
         
      

      
      
         
         Learning Outcomes

         
         At the end of this unit, you are expected to be able to:
            
               
               	Discuss the relationships between enabling activities and organisational
                  results.
               

               
               
               	Relate knowledge to the execution of improvements in critical activities
                  to achieve business excellence.
               

               
               
            

            
            
         

         
      
      
      
      
         
         Overview

         
         Chapter 11 presents a case of an organisation in the service industry getting
            ready to embark on its journey towards business excellence.
         

         
      
      
      
      
         (Source: Pixabay / Public Domain)
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            Note: This case is based on the 1994 Business Excellence Framework as opposed to
            the 2017 Revised Business Excellence Framework, where the category for Planning
            has been replaced by Strategy and category for Information has been replaced by
            Knowledge.
         

         
      

      
      Ms. KW Lim has just started working for BE Consulting two months ago after
         graduation. She obtained a Bachelor of Science in Business degree and is now very
         eager to apply what she had learnt in university. Her supervisor at work is Ms.
         Karen Tan. Karen has been a management consultant with BE Consulting for the past 10
         years and has extensive experience in helping organisations to implement initiatives
         that help the organisations to achieve business excellence.
      

      
      KW has diligently spent time reading up on the Business Excellence Award framework
         administered by Enterprise Singapore. The framework provides a comprehensive set of
         criteria for organisations to achieve in all relevant facets of business operations.
         The framework looks intuitive to KW but she has comprehension as to how
         organisations can implement initiatives that will meet the criteria in the
         framework.
      

      
      Her first major assignment is to work with a 1000 employee service organisation
         (UI Insurance) in the insurance industry which aspires to achieve excellence using
         the business excellence framework administered by Enterprise. Her job is to advise
         the UI Insurance on implementing an appropriate programme of initiatives that will
         put the business on the path towards excellence.
      

      
      With little time left to learn before her first major assignment, she decided to
         walk into Karen Tan’s room and hopefully convince Karen to give her a crash course
         on the business excellence framework.
      

      
      
         The Singapore Quality Award (SQA) Framework
         
      

      
      The Singapore Quality Award (SQA) was launched in 1994 by the Prime Minister of
         Singapore at that time, Mr. Goh Chok Tong. It is considered as a national quality
         award for organisations that have excelled in their business operations and
         consistently have produced quality goods or services. The SQA uses a business
         excellence framework that consists of a set of criteria encompassed within 7
         dimensions to assess organisation’s business excellence. In short, business
         excellence is defined as being able to consistently produce quality products and
         services that are sought after by customers while at the same time maintaining
         profitable and efficient business operations.
      

      
      As with most national quality awards, the SQA bears great similarities to other
         major national quality awards such as the Malcolm Baldrige National Quality Award
         (MBNQA)3
         and the EFQM Excellence Award (EFQM – European Foundation for Quality Management).
         This is not surprising as most national quality awards are based on the same
         underlying philosophy of total quality management.
      

      
      The business excellence framework consists of 7 criteria categories (Figure 1).
         The arrowed arrangement of the criteria categories does serve a purpose. For any
         organisations to achieve business excellence, it starts with
         Leadership, followed by nurturing employees
         (People), having good business Planning, and
         establishing a good organisation Information system. In turn, this
         will lay the foundation for sustaining organisation Processes that can
         consistently churn out quality products or services that will satisfy
         Customers and help organisation to achieve excellent business
         and operational Results.
      

      
      
         Figure 6.6 Business Excellence Framework
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      Within the 7 criteria categories are 21 items to be addressed by organisations
         (Table 1). For each item, general description and guidelines are given as to its
         intended purpose and also desired outcomes to be generated. However, as with most
         business excellence frameworks, it is not meant to be prescriptive in nature. That
         is, organisations are free to implement any approaches that fit their operating
         environment as long as the approaches serve the purpose of the item and could be
         successfully deployed to achieve the intended outcomes (results) related to the
         item. Specific scores are assigned to each item and the aggregated scores of all
         items within the same criteria category will give the score of the criteria
         category. The maximum total score is 1000 points. In terms of scores, one can see
         that Results occupy 45% of total points, followed by Leadership (12%) and then
         Customers and People, each occupying 10% of total points. Processes come closely
         behind (9% of total points) followed by Information and Planning, both occupying 7%
         each of total points.
      

      
      Although Leadership drives the other criteria, ultimately it is the Results that
         will dominate the determination of whether an organisation is deemed to have
         achieved business excellence.
      

      
      To show that it is indeed achieving business excellence, basically for each
         criteria category and its related items, organisations have to show evidence that
         they have processes, systems, activities, initiatives, norms, practices or outcomes
         in place that are exemplary.
      

      
      
      
         
            Table 6.2  Business Excellence 7 Criteria and their Related 21 Items
            
            
               
               
            
            
               
               
                  
                  	Category/Item (scores)
                  
                  
                  	Category/Item (scores)
                  
                  
               

               
               
            
            
            
               
               
                  
                  	1 LEADERSHIP (120)
                  
                  
                  
                  	5 PROCESSES (90)
                  
                  
                  
               

               
               
               
                  
                  	1.1 Senior Leadership (50)
                  
                  
                  	5.1 Innovation Processes (40)
                  
                  
               

               
               
               
                  
                  	1.2 Organisational Culture (40)
                  
                  
                  	5.2 Process Management and Improvement (30)
                  
                  
               

               
               
               
                  
                  	1.3 Corporate Social Responsibility (30)
                  
                  
                  	5.3 Supplier and Partnership Management (20)
                  
                  
               

               
               
               
                  
                  	2 PLANNING (70)
                  
                  
                  
                  	6 CUSTOMERS (100)
                  
                  
                  
               

               
               
               
                  
                  	2.1 Strategy Development & Deployment (70)
                  
                  
                  	6.1 Customer Requirements (40)
                  
                  
               

               
               
               
                  
                  	3 INFORMATION (70)
                  
                  
                  
                  	6.2 Customer Relationship (30)
                  
                  
               

               
               
               
                  
                  	3.1 Management of Information and Knowledge (50)
                  
                  
                  	6.3 Customer Satisfaction (30)
                  
                  
               

               
               
               
                  
                  	3.2 Comparison and Benchmarking (20)
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                  	7.1 Customer Results (140)
                  
                  
               

               
               
               
                  
                  	4.1 Human Resource Planning (20)
                  
                  
                  	7.2 Financial and Market Results (90)
                  
                  
               

               
               
               
                  
                  	4.2 Employee Engagement (20)
                  
                  
                  	7.3 People Results (100)
                  
                  
               

               
               
               
                  
                  	4.3 Employee Learning and Development (20)
                  
                  
                  	7.4 Operational Results (120)
                  
                  
               

               
               
               
                  
                  	4.4 Employee Well-being and Satisfaction (20)
                  
                  
                  	 
                  
                  
               

               
               
               
                  
                  	4.5 Employee Performance and Recognition (20)
                  
                  
                  	 
                  
                  
               

               
               
               
                  
                  	 
                  
                  
                  	 
                  
                  
               

               
               
            
            
         

         
      

      

      
      
      Organisations which have shown exemplary evidence can apply for the SQA. The SQA
         is awarded annually to organisations that are deemed worthy of winning the prize.
         Thus, theoretically, if there are no worthy applicants in a particular year, the
         award may not be given out. The process of evaluating and selecting deserving firms
         for the award follows a structured process. First, the Award Secretariat receives
         applications for the SQA from organisations. Application consists of a report that
         documents exemplary evidence showing how the organisation addresses the 7 criteria
         categories and their related 21 items.
      

      
      A preliminary screening is then done to ensure compliance with Award rules and
         regulations, including eligibility of the organisations. The general eligibility
         rule is that the organisation must be either a public or a private organisation that
         has an ongoing operation in Singapore.
      

      
      Next, the application is reviewed by an assessment team that consists of a group
         of qualified SQA assessors who will each perform an independent review and award a
         score to the application report at the end of the review. The SQA assessors will
         then come together as a team to deliberate their review findings and scorings,
         culminating in awarding a final group consensus score to the application report.
         Following this stage, the assessment team will decide whether the organisation
         qualifies for the next stage of examination, which is a site visit to verify and
         validate the exemplary evidence given in the application report. After assessment
         team has conducted the site visit for a qualified organisation, the team will
         proceed to re-score the application report based on their site visit
         findings.
      

      
      The final graded application report together with the assessment team report will
         be submitted to the SQA Management Committee for review and comparison with other
         graded applications’ reports. The SQA management committee will then make
         recommendations of SQA winner or winners (could be more than one) to the SQA
         Governing Council. The SQA Governing Council will then decide on the eventual
         winner(s). SQA winners will be bestowed the Award in an Award Ceremony.
      

      
      As with the spirit of shared learning, SQA winners are obliged to conduct briefing
         sessions for interested companies and to explain how they are able to successfully
         meet the criteria and their related items.
      

      
      
         A Journey towards Business Excellence in the Service Industry
         
      

      
      Karen smiled when KW sheepishly mentioned that she would like a crash course on
         the business excellence framework. In KW, Karen remembered how she herself started
         out as a rookie consultant. The only difference is that in the early years of BE
         Consulting, there was no one to guide her in the finer points of business excellence
         framework. Karen pondered awhile and then told KW, “Let me bring you on a journey of
         business excellence. At the end of the journey, you will have to decide how you are
         going to recommend appropriate initiatives for UI Insurance.” 
      

      
      As a consultant required to advise organisation on its journey towards business
         excellence, the consultant must first explain the fundamental basics of achieving
         business excellence using the framework. Karen started by giving KW the fundamental
         basics on what organisations should do in order to fulfil business excellence
         criteria requirements. First and foremost, understand the requirements of each
         criterion and its related items. For every item, innovative approach or a series of
         approaches have to be established. These approaches or initiatives must be able to
         fulfil the requirements of the item and the approaches must be deployed effectively.
         The key to prove that chosen approaches are the right ones and that they are
         successfully deployed is to collect relevant results that showed that approaches are
         fully deployed and generating good outcomes. Ultimately, when an organisation has
         deployed innovative approaches for all 21 items in the business excellence framework
         and these approaches are working well, business and operation results should show
         consistent positive uptrend over a period of business cycles. Once the organisation
         has arrived at this juncture, it is ready to participate in the SQA exercise. The
         organisation will then have to write an application report that describes all its
         approaches, how they have been deployed and provide evidence of relevant business
         and operation results that show successive positive uptrend.
      

      
      Karen focused on using two SQA organisations as her illustration of the journey;
         Conrad Centennial Singapore (Conrad) and the Housing & Development Board
         (HDB).
      

      
      
         SQA Winning Organisations
         
      

      
      Conrad Centennial Singapore is the international subsidiary of Hilton Hotels USA.
         Conrad hotel chain was founded in 1982. The chain operates luxury hotels and resorts
         in major business and tourism cities of the world. Conrad Centennial Singapore
         opened in 1996 and has 507 guestrooms and suites.
      

      
       The Housing and Development Board (HDB) first won the SQA back in 1997 and again
         received the award in 2008. As recognition of being more than a one-time winner of
         the SQA, the second award came with the added title, Singapore Quality Award Winner
         with Special Commendation. HDB is a government organisation that builds public
         housing. HDB was first set up in 1960 to oversee the development of affordable
         public housing in Singapore. Since then, it has built more than 800,000 residential
         units which house more than 80% of the Singapore population.
      

      
      
         The Business Excellence Framework ‒ 7 Criteria and 21 Items
         
      

      
      
         Leadership
         
      

      
      In the Leadership criterion, there are 3 items to fulfil: senior leadership,
         organisational culture, and corporate social responsibility. Senior management must
         show that they walk the talk when it comes to pursuing quality and excellence in the
         organisation.
      

      
      How do senior organisation leaders show leadership in pursuing excellence?

      
      In HDB, senior management follows a leadership framework when executing work. The
         leadership framework comprises Envisioning, Steering, Communicating, Evaluating
         Effectiveness and Leading by Examples.
      

      
      HDB’s Vision statement is: “An outstanding organisation with people committed to
         fulfilling aspirations for homes and communities all are proud of.” Its Mission
         statement is: “We provide affordable homes of quality and value. We create vibrant
         and sustainable towns. We promote the building of active and cohesive communities.
         We inspire and enable all staff to give of their best.” HDB’s core values are:
         “Care, Learning, Innovation, Quality, Teamwork.” 
      

      
      To communicate their serious intentions, senior management of HDB would speak to
         all staff at the HDB Annual Conference. Other platforms for communication include
         in-house newsletter, and in-house websites. To demonstrate to staff, HDB organises a
         Quality Service day annually and they also serve as frontline staff occasionally. To
         communicate with stakeholders such as suppliers and business partners, they hold
         regular dialogue sessions.
      

      
      To nurture organisational culture, HDB focuses on nurturing its core values, Care,
         Learning, Innovation, Quality, and Teamwork. All new staff members are instilled
         with the core values during their orientation. Throughout the year, many events are
         organised to ensure staff has the chance to participate in activities that require
         them to practise the core values either through actions or through decision
         making.
      

      
      As for corporate social responsibility, HDB regularly organises community bonding
         activities, holding public talks to inculcate gracious living, organising social
         work events to attend to the less privileged in the society, and to always find ways
         in protecting the environment when carrying out normal operations.
      

      
      Conrad senior management sets its directions for business excellence through its
         vision, mission and core values. Its Vision statement is “To be the first choice
         luxury hotel of world travellers.” Its Mission statement is “As the international
         subsidiary of Hilton Hotels USA, to be recognised as the leading deluxe
         international hotel organisation: the premier arm of Hilton worldwide. To constantly
         strive to improve, thus allowing us to prosper as a business for the benefit of our
         guests, employees, owners, and the shareholders of Hilton Hotels Corporation.”
         Conrad core values are Commitment, Involvement, Teamwork, Service Excellence, and
         Profitability.
      

      
      Communication and reinforcement by senior management to all staff are achieved by
         various means. These include regular Awards presentations, monthly service quality
         meetings, monthly focus group meetings, orientation programme for new staff,
         training, yearly team building events, and trade shows.
      

      
      Conrad ensures core values are inculcated in employees through a daily cultivation
         of values process whereby the GM gives daily operation briefing to team members who
         in turn conduct daily morning meetings for key personnel.
      

      
      To ensure corporate social responsibility, Conrad provides industrial attachments
         for students from SHATEC, the polytechnics, and ITE, while regularly giving career
         talks in schools. Conrad initiates regular charity drives, provides employment to
         matured workers, and serves as the patron-of-the-Arts. In environmental protection,
         Conrad participates in water saving, energy saving and recycling programmes.
      

      
      
         Planning
         
      

      
      In the Planning criterion, there is one item to fulfil: strategy development and
         deployment. The focus here is to have systematic short-term and long-term planning
         so that organisations can maintain or increase their competitiveness position in the
         market. A good planning system provides evidence of focused directions and goals
         which usually are good indicators of future business excellence.
      

      
      Conrad adopted the Balanced Scorecard model to drive the following strategic
         objectives: Customer Loyalty (both internal and external), Brand Management,
         Learning & Growth, Operational Effectiveness, and Revenue Maximisation. By
         establishing the Balanced Scorecard, Conrad is able to cascade high level strategies
         to strategic objectives that can be measured. This in turn will help to drive the
         execution or deployment of strategies and measure the outcomes.
      

      
      HDB uses a four-phase strategy planning process to develop and deploy strategies.
         In Phase 1, the current situation is analysed. In Phase 2, a review is done on
         corporate directions and business strategies. Corporate directions and strategies
         must be aligned with the organisation’s vision and mission. In Phase 3, short- and
         long-term planning is carried out. A corporate plan is produced. In Phase 4, the
         planning process is reviewed to ensure improvements needed are carried out. HDB’s
         4-phase planning process shows a typical system of implementing approaches for
         business excellence. It resembles one of the fundamental quality management
         philosophies relating to the Plan-Do-Check-Act cycle.
      

      
      Establishing approach, deploying the approach, obtaining feedback results
         represent the Plan-Do-Check portion of the cycle without the “Act.” The “Act” phase
         is to go back and review what you have been doing and see whether improvements are
         needed to make what you are currently doing even better. Thus, it is prudent to
         ensure a review activity is incorporated in those relevant approaches in order to
         support the notion of continuous improvement.
      

      
      
         Information
         
      

      
      In the Information criterion, there are two items to fulfil: management of
         information and knowledge and comparison & benchmarking activities. Decision
         making and planning would become more effective if vital data and information are
         readily available to management and staff. Good information management is usually a
         good indicator of excellent operations and proactive management. Doing benchmarking
         and comparisons is another good indicator of an excellent organisation. Staying on
         top of market conditions and understanding competitors are strategically important.
         Leveraging on learning from the best and improving oneself are an indicator of the
         willingness of the organisation to continuously improve itself and becoming
         better.
      

      
      In HDB, a 3-level information framework is used. It consists of the Operational
         Systems (which is the lowest level), the Data Warehouse (which is the middle level)
         and the Executive Information System (EIS) (which is the top level). Operation
         departments make use of the Operational Systems to conduct daily transactions while
         the middle management mostly makes use of the Data Warehouse to extract relevant
         information for planning and decision making. The EIS is used mainly by top
         management for policy setting and management control purpose. The organisation plans
         its information requirements based on planning needs, operational needs, performance
         measurements requirements, feedback needs, and facilitating knowledge sharing. The
         types of information collected can be categorised into: Executive, Customer-related,
         Products-related, Quality-related, Financial, HR, Supplier-related, and
         Market-related. As can be seen, this approach to management of information is
         comprehensive and allows the organisation to have vital data and information
         concerning all aspects of business operations.
      

      
      As for efforts in making comparison and benchmarking, HDB conducts functional
         comparisons with other organisations that have best practices that it might want to
         adopt. Comparative indicators are also established to form benchmark information.
         The results of comparisons and benchmarking are to feedback necessary improvements
         for HDB so as to stay competitive.
      

      
      Conrad invested heavily in technologies that allow the organisation to obtain real
         time information on key hotel operations and key customer profiles. In particular,
         Conrad has an information system called OnQ which links key operation data and
         allows management to make quick decisions at all levels and plan marketing
         strategies.
      

      
      
         People
         
      

      
      In the People criterion, there are five items to fulfil: human resource planning,
         employee engagement, employee learning and development, employee well-being and
         satisfaction, and employee performance and recognition. An organisation cannot
         achieve excellence without committed, knowledgeable, motivated and in many instances
         innovative-thinking employees. Thus, in this criterion, the focus is on addressing
         the employee. The organisation has to provide opportunities for employees to
         develop, to communicate, to innovate and to stay healthy and satisfied. This in turn
         translates into effective workers.
      

      
      In HDB, there is a set of HR work Plans that ensure important areas of human
         capital management are supported by well-meaning activities. Plans are available for
         areas like development, employee engagement, learning & development, work-life,
         harmonious working relationship, performance & recognition, recruitment and
         planning.
      

      
      There are initiatives such as Innovation and Quality Circles, Project teams, Value
         Management teams, Staff Suggestion Scheme, and Working committees. Regular dialogue
         sessions are held between management and staff. Feedback is collected through staff
         survey, engagement survey, focus groups and open appraisal system.
      

      
      To cater to education, training and development, HDB conducts learning needs
         analysis on all staff and also formulating learning plans at departmental and
         organisational levels. New employees go through a structured orientation
         programme.
      

      
      To support employee health and satisfaction, HDB focuses on three areas: the Self,
         the Family, and the Community. Wellness programmes, comprehensive benefit scheme,
         socialising activities are created for the Self. Family Day, Comprehensive medical
         coverage for staff family, holiday bungalows, on-site childcare facility, activities
         for staff children during school holidays are some of the initiatives for the
         family. As for the community, HDB initiates community involvement activities,
         community service projects, charity work.
      

      
      As for employee performance and recognition, HDB uses a Performance Management
         System that comprises an Open Performance Appraisal system and a Potential Appraisal
         system. Staff members also have many pathways to advance their careers, with about 5
         progression paths: management/professional, management support, information services
         support, technical support, and office support. There are also ample rewards and
         recognition that include both monetary and non-monetary forms.
      

      
      In Conrad, key approaches have been implemented for each of the 5 items. Conrad
         has a talent attraction and retention programme to recruit the best. It maintains a
         flexible HR planning approach having a core group of full-time employees
         complemented with trainees, contract staff and casual labour. To encourage employee
         participation and teamwork, Conrad has Work Improvement Teams, Working Committee and
         Communication Meetings. These activities foster employee involvement, commitment and
         innovation.
      

      
      Conrad institutes a Total Company Training Plan and Team Member Development.
         Starting with a 5-day new employee orientation programme, Conrad staff is constantly
         being educated, trained and developed to its fullest potential. To facilitate
         training, Conrad has also introduced e-learning system called Hilton University,
         which is a facilitator-led online training programme. Training needs are constantly
         reviewed with feedback coming from guest inputs through the Guest Comment Card,
         Customer Loyalty Tracking Study (telephone interviews with customers), and a Quality
         Assurance Programme (which is a mystery shopper exercise). There is also an employee
         succession-planning tool called Elevator Programme which provides high performing
         employees to undergo a 2-year training attachment and cross exposures at other
         Conrad hotels so as to prepare them for management jobs.
      

      
      The health and safety of Conrad staff are paramount. To facilitate health and
         safety in the workplace, Conrad has sports and recreational activities, health
         management programmes, healthy eating campaigns. It also maintains a good working
         environment through promoting harmonious working relationship, team building
         activities, feedback and dialogue sessions from/with staff, employee satisfaction
         survey, exit interview, and open performance appraisal system.
      

      
      Effective recognition of employee performance and appropriate rewarding of
         employees is the key to making an employee satisfied and committed to the job. Ample
         pathways are created for employees to be promoted, transferred or re-designated.
         Recognition comes in the form of a STAR programme (employee with most compliments in
         a month), Service Award, best employee awards. 
      

      
      
         Processes
         
      

      
      In the Processes criterion, there are three items to fulfil: innovation processes,
         process management and improvement, and supplier and partnership management.
         Processes and operations are at the heart of an organisation. Without efficient and
         effective processes, business could never achieve high level of excellence. A
         process needs not always be related to a piece of machinery, especially so in the
         service environment. A process is a system of activities and tasks linked together
         to produce outputs. In order to produce quality outputs, the management and
         improvement of key processes are important considerations for an organisation aiming
         for business excellence.
      

      
      HDB inculcates innovations by having an innovation process in which ideas from
         different stakeholders are tapped. These stakeholders include staff, customers, and
         business partners. Innovative ideas from staff are constantly solicited through
         platforms such as HDB convention, Innoweek, staff suggestion scheme, innovation and
         quality circles. Innovative ideas from customers are gathered through frontline
         feedback, quality service manager, customer hotline, and focus group. Innovative
         ideas from business partners are gathered through its various centres of excellence
         (for contracts management, for project management, for architecture, for
         engineering), dialogue sessions and E-Portal.
      

      
      HDB organises its key processes into 5 areas: planning, design, construction,
         sales services, and estate management. The management of key processes in these 5
         areas uses a 3-prong Quality Management system. The 3-prong includes ISO
         certification, internal auditing and regular management reviews. HDB was certified
         ISO 9000 in 1993. Besides certification, processes are kept on their toes by
         internal auditing and also management reviews.
      

      
      Besides managing and improving internal processes, HDB also manages supplier and
         partnering processes. Basic ideas for managing supplier processes include a system
         of identifying and qualifying & selecting suppliers. Once qualified, suppliers
         are put onto the List of Approved Materials and Suppliers (LAMS). In order to ensure
         adequate communication is made with suppliers, design guidelines and specifications
         are clearly communicated to suppliers. HDB puts out publications and organises
         forums, seminars for suppliers. Supplier management is extended to the training of
         suppliers.
      

      
      Conrad service processes should be typical of most hotels, which means that the
         key processes include front desk, food & beverage, housekeeping, maintenance,
         security, and backend. Innovative ideas come from staff focus group meetings, daily
         operations meetings, and service quality meetings.
      

      
      
         Customers
         
      

      
      In the Customers criterion, there are three items to fulfil: customer
         requirements, customer relationships, and customer satisfaction. When it comes to
         managing the customers, an organisation needs to first understand what the customer
         needs are based on feedback from the customers themselves. Knowing their needs or
         requirements will help the organisation to design its products or services with the
         appropriate functions and form to fulfil the needs. Getting the product or service
         right is only part of the customer management process. Managing long-term
         relationships with customers is equally important so as to build loyalty and
         increase repeat buying from the customers. Lastly, a successful organisation has to
         obtain information that provides indications on how satisfied are the customers.
         Customer satisfaction knowledge allows the organisation to further improve its
         product or service offerings.
      

      
      For Conrad, both an online customer feedback system (SALT – Satisfaction and
         Loyalty Tracking) and the guest comment cards are used to collect information that
         helps the organisation to better understand customer needs. The staff also
         contributes through focus group sessions and astute observations of
         customers.
      

      
      Conrad also has a service recovery process called the Hiccup process. A hiccup
         represents a service defect felt by an in-house guest. Staff is empowered to
         immediately rectify the situation as he/she deems fit. Resolution of fault has to be
         captured in IT system for future lesson as well as to be immediately communicated to
         Duty Manager. Remedial action will be taken and CEO will also send personal apology
         letter to customer.
      

      
      Customer relationships are nurtured through special recognition programmes such as
         the Hilton Honors. The key to having good relationship is to offer customers good
         quality service, be able to rectify problems that may arise, and using the Hiccup
         process to rectify problems.
      

      
      The four main approaches used by Conrad to capture customer satisfaction data are
         the Guest Comment cards, Customer Loyalty Tracking Study [CLTS], Quality Assurance
         programme which involves the use of mystery shopper to assess service standards, and
         Internal Service Audit, done by supervisors, middle and top managers.
      

      
      For HDB, to better understand customer needs, it first divides the customers into
         segments: flat residents, commercial tenants, and industrial tenants. Customers in
         each segment have different needs. HDB then uses mainly surveys and feedback
         mechanism to capture information on customer requirements. In surveys, HDB uses
         household survey, customer satisfaction on products, and customer satisfaction on
         services. In feedback, there are dialogue sessions, focus group discussions,
         customer feedback form, grass-root meetings, and via the Quality Service
         manager.
      

      
      Besides gathering data from customers regarding needs, HDB also deploys other
         learning strategies such as benchmarking best practices, sending staff to attachment
         programme to learn from others, and more innovatively, establishing a “Study Flat”
         programme whereby HDB staff (who has never stayed in public housing) gets to stay in
         a flat and then learns to understand what works and what does not work so
         well.
      

      
      In handling customer relationship, HDB establishes Hub Service Centres around
         Singapore, and also 20 Branch Offices and 4 Service Centres. Customer can keep in
         touch with HDB through electronic devices, telephone, face-to-face, and written
         forms. HDB classifies major customer contact requirements such as counter services,
         telephone services, written correspondences, compliments received and counter
         waiting time. Satisfaction levels for these key contact requirements are constantly
         monitored as HDB wants to ensure that service provisions at these key customer
         contacts are of good quality.
      

      
      Another focus on nurturing good customer relationship is to address complaints
         promptly and make improvements to the processes that caused the complaints to be
         made. HDB constantly analyses complaint statistics and trends.
      

      
      In the area of customer satisfaction, HDB uses both surveys and feedback to
         measure satisfaction. They are household survey, satisfaction surveys for both the
         product and the services, feedback forms at all service centres, and via the quality
         service manager.
      

      
      
         Results
         
      

      
      In the Results criterion, there are four items to fulfil: customer results,
         financial and market results, people results, and operational results. The Results
         criterion takes up the most points in the scoring system for the SQA, 450 out of a
         possible 1000 points. For an organisation to be considered to achieve business
         excellence, the best validation is in the outcome results obtained by the business.
         In the business excellence framework, there is recognition that a single focus on
         financial results may not truly depict the overall picture of excellence in the
         organisation. For example, good financials only reflect past good performance but
         this is no indication of future performance. Thus, in this criterion, various types
         of results are required to validate whether an organisation has achieved sustainable
         business excellence.
      

      
      As a requirement of business excellence framework, all result reporting must at
         least show a minimum of 3 years trend. In general, an increasing positive trend over
         at least 3 years is an indication of business excellence.
      

      
      Conrad used bar charts to represent most of its numerical results.

      
      For Customer results, Conrad provides information for the following indicators:
         guest comment card scores, % of returning customers, customer satisfaction of
         guestrooms, customer satisfaction of service deliver, service attitude and product,
         customer satisfaction of F&B, intention to be repeat customers (F&B),
         customer satisfaction of front desk service, customer satisfaction of maintenance,
         overall satisfaction of hotel, and intent to return. Conrad also provided evidence
         showing customer compliments.
      

      
      In Financial and Market results, Conrad reports the following: % increase in
         average room rate, revenue per available room (REVPAR), comparison of REVPAR with
         industry, % income before fixed charges, % increase in EBITDA, % increase in room
         revenue, % increase in F&B revenue, % increase in total revenue, % occupancy
         rate. On top of these indicators, Conrad also provided a list of international and
         local awards bestowed on the organisation over the past few years, giving indication
         that it is indeed an excellent organisation.
      

      
      In People results, Conrad reports on: Number participated in Teams, number of team
         activities being organised, number participated in team activities, training budget,
         total training hours, average training hours per employee, employee satisfaction
         survey results, average medical leave taken per employee, employee attrition rate in
         %, and comparison of attrition % with industry norm. In Operational results,
         indicators used by Conrad include quality assurance scores, food costs, energy
         costs, and maintenance costs.
      

      
      Similar to Conrad, HDB also predominantly uses bar charts to represent most of its
         numerical results.
      

      
      In HDB, Customer results include resident overall satisfaction with estate
         facilities, average CONQUAS score (a measure of workmanship and construction
         quality), customer satisfaction with counter services, number of excellent service
         awards won by organisation.
      

      
      In Financial and Market results, HDB uses the following indicators: home ownership
         rate and debt service ratio. In here, one can see that as a non-profit government
         organisation, the yardstick for measuring financial is not about revenue and profit
         but more on enhancing social good.
      

      
      In People results, HDB uses the following indicators: employee satisfaction survey
         results, comparison of employee satisfaction with international norm, accolades
         gathered by the innovation and quality circles at international conventions.
      

      
      In Operational results, HDB uses the following indicators: tender price index,
         buildable score (a measure of efficiency of construction technology and use of
         labour), construction site safety score, contribution to local community.
      

      
      
         Implementing a Programme of Initiatives to Achieve Business
            Excellence
         
      

      
      KW is about to meet up with her client, UI Insurance tomorrow. It has been an
         educational week for KW as Karen has been spending a couple of hours over lunch
         every day to explain to KW how an organisation goes about achieving the requirements
         as laid out for the 7 criteria and their 21 items. Karen has done a remarkable job
         covering all aspects of the business excellence framework by using illustrations
         from two past SQA winners.
      

      
      KW now has to find answer to the question she first started out with in the
         previous week – What advice can she give UI Insurance on the implementation of an
         appropriate programme of approaches or initiatives that will put the business on the
         path towards excellence?
      

      
      -------------- End of Case -----------------

      
      
      
         
            Table 6.3  Past Winners of the SQA
            
            
               
            
            
               
               
                  
                  	
                     
                        2014 SQA Winners 
                        
                     

                     Greenpac (S) Pte Ltd 

                     Anglo-Chinese School (Independent) 

                     United Overseas Bank (Group Channels) 

                     OCBC Bank (Consumer Financial Services 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2013 SQA Winners 
                        
                     

                     Building and Construction Authority 

                     Nanyang Girls’ High School 

                     Tiong Seng Contractors Pte Ltd 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2012 SQA Winners 
                        
                     

                     Singapore Customs 

                     Wing Tai Retail Singapore 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2011 SQA Winners 
                        
                     

                     Inland Revenue Authority of Singapore 

                     Nanyang Polytechnic 

                     National Library Board 

                     Raffles Institution 

                     Techwah Industrial Corporation Ltd 

                     Yokogawa Electric Asia Pte Ltd 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2010 SQA Winners 
                        
                     

                     Hwa Chong Institution 

                     Ministry of Manpower 

                     Singapore Civil Defence Force 
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                     Anglo-Chinese School (Independent) 

                     Immigration & Checkpoints Authority 

                     Land Transport Authority 

                     Qian Hu Corporation Ltd 

                     Tru-Marine Pte Ltd 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2008 Singapore Quality Award with Special
                              Commendation
                        
                     

                     Housing & Development Board 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2008 SQA Winners
                        
                     

                     Avi-Tech Electronics Limited 

                     Baxter Healthcare SA, Singapore Branch (Summary Report) 

                     PUB, Singapore’s national water agency 

                     Urban Redevelopment Authority 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2007 Singapore Quality Award with Special
                              Commendation
                        
                     

                     Singapore Police Force 

                     Singapore Technologies Engineering Ltd 
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                     Conrad Centennial Singapore (Summary Report)

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2006 SQA Winners
                        
                     

                     Subordinate Courts of Singapore 

                     Singapore Prison Service 

                     Teckwah Industrial Corporation Ltd 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2005 SQA Winners
                        
                     

                     Institute of Technical Education 

                     Singapore Civil Defence Force 

                     Systems on Silicon Manufacturing Company Pte Ltd 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2004 SQA Winners
                        
                     

                     Central Provident Fund Board 

                     National Library Board 

                     Qian Hu Corporation Ltd 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2003 SQA Winners
                        
                     

                     3M Singapore Pte Ltd 

                     Civil Aviation Authority of Singapore 

                     Inland Revenue Authority of Singapore 
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                     Singapore Police Force 

                     Singapore Technologies Engineering Ltd 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2001 SQA Winners
                        
                     

                     Sony Display Device (Singapore) 

                     The Ritz-Carlton Millenia Singapore 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2000 SQA Winners
                        
                     

                     Citibank N.A. Regional Cash Process Management Unit 

                     Philips Electronics Singapore Pte Ltd, DAP Factory 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        1999 SQA Winners
                        
                     

                     PSA Corporation Ltd 

                     STMicroelectronics 
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                     Philips Electronics Singapore Pte Ltd, Tuner Factory

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        1997 SQA Winners
                        
                     

                     Baxter Healthcare SA, Singapore Branch 

                     Housing & Development Board 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        1996 SQA Winners
                        
                     

                     Asia Pacific Paging Subscriber Division, 

                     Motorola Electronics Pte Ltd

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        1995 SQA Winners
                        
                     

                     Texas Instruments Singapore Pte Ltd (now Micron Semiconductor
                        Asia Pte Ltd)
                     

                  
                  
                  
               

               
               
            
            
         

         
      

      

      
      
      
      
         
            Table 6.4  Past Winners of the SQA with Special Commendation
            
            
               
            
            
               
               
                  
                  	
                     
                        2015 SQA Winners with Special
                              Commendation
                        
                     

                     Immigration & Checkpoints Authority 

                     Singapore Civil Defence Force 

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2013 SQA Winners with Special
                              Commendation
                        
                     

                     Systems on Silicon Manufacturing Company Pte Ltd

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2012 SQA Winners with Special
                              Commendation
                        
                     

                     Singapore Prison Service

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2011 SQA Winners with Special
                              Commendation
                        
                     

                     Institute of Technical Education

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2008 SQA Winners with Special
                              Commendation
                        
                     

                     Housing & Development Board

                  
                  
                  
               

               
               
               
                  
                  	
                     
                        2007 SQA Winners with Special
                              Commendation
                        
                     

                     Singapore Police Force 

                     Singapore Technologies Engineering Ltd 

                  
                  
                  
               

               
               
            
            
         

         
      

      

      
      
      2  This case was prepared by Lee Pui
         Mun for the sole purpose of class discussion. This case is not intended to serve
         as endorsements, sources of primary data, or illustrations of effective or
         ineffective management. Secondary information is based on published SQA
         Executive Summary reports of Housing & Development Board (2008) and Conrad
         Centennial Singapore (2007). All names used in the case are fictitious and any
         similarities are pure coincidences.
         
            
            
         
Copyright©2010 Lee Pui Mun
      

      3  http://www.nist.gov/baldrige/publications/business_nonprofit_criteria.cfm
      

   
      
      
      
      Formative Assessment

      
      
         
         
            
            
            
            	In the manufacturing sector, which of the following is a cost
               of poor quality in a finished product? 
            

            
            
               	
                  Positive word-of-mouth
                  recommendation.
                  
                  
               

               	
                  Lower levels of scrap.
                  
                  
               

               	
                  More claims on warranties.
                  
                  
                  
               

               	
                  Higher customer satisfaction.
                  
                  
               

            

            Submit

            
               Incorrect. Recommendation is difficult to track in
                  trying to establish how such recommendation lead to a specific
                  sale of product and services.
               

               Incorrect. Poor quality should lead to higher level of
                  scrap.
               

               Correct. Claims are directly quantifiable in dollar
                  terms and provision of warranties cost money to the
                  organisation.
               

               Incorrect. Customer satisfaction is an intangible that
                  is difficult to quantify in dollar terms.
               

            

            
            
            
            
            	How does The Balanced Scorecard link the strategic level of the
               management to operation control on the factory floor?
            

            
            
               	
                  Through strategic objectives
                  
                  
               

               	
                  Through goals and targets
                  
                  
               

               	
                  Through the cascading process
                  
                  
                  
               

               	
                  Through divisional scorecard
                  
                  
               

            

            Submit

            
               Incorrect. Strategic objectives are associated with the
                  strategic level instead of operational level. 
               

               Incorrect. Goals and targets can be found at all
                  levels; strategic, tactical and operational
                  levels.
               

               Correct. The cascading process translates strategy and
                  strategic objectives into operational measures and targets where
                  control can be carried out.
               

               Incorrect. Divisional scorecard is meant or different
                  division as opposed to different levels of the
                  organisation.
               

            

            
            
            
            
            	Which of the following statement about Six Sigma is not
               true?
            

            
            
               	
                  Six Sigma methodology defines three core steps:
                  define, measure, analyze.
                  
                  
               

               	
                  Six Sigma is based on a simple problem solving
                  methodology known as DMAIC.
                  
                  
               

               	
                  Six Sigma is suited for manufacturing industry as
                  well as services.
                  
                  
               

               	
                  None of the above.
                  
                  
                  
               

            

            Submit

            
               Incorrect. 

               Incorrect.

               Incorrect.

               Correct.

            

            
            
            
            
            	Which of the following statement is not true about the
               Singapore Quality Award (SQA) in relation to the service
               industry?
            

            
            
               	
                  The criteria permit goal-based
                  diagnosis.
                  
                  
               

               	
                  The criteria focus on business
                  results.
                  
                  
               

               	
                  The criteria are non-prescriptive and
                  adaptive.
                  
                  
               

               	
                  It is less suitable for the service industry as
                  compared to the manufacturing industry.
                  
                  
                  
               

            

            Submit

            
               Incorrect. The dimension of approach, deployment and
                  results are assessed to ascertain that an organisation is truly
                  excellent.
               

               Incorrect. Organisation musts show outstanding results
                  in financial, customer, product, service, productivity, suppler
                  and corporate social responsibility. 
               

               Incorrect. The means of achieving excellent results are
                  not prescribed.
               

               Correct. This is a misconception; SQA is equally
                  applicable in both the service and manufacturing
                  industry.
               

            

            
            
            
            
            	Which is not true regarding differences between providing goods
               and services?
            

            
            
               	
                  Services are generally produced and consumed
                  simultaneously, tangible goods are not.
                  
                  
               

               	
                  Services tend to be more knowledge-based than
                  products.
                  
                  
               

               	
                  Services tend to have a more inconsistent product
                  definition than goods.
                  
                  
               

               	
                  Goods tend to have higher customer interaction
                  than services.
                  
                  
                  
               

            

            Submit

            
               Incorrect. 

               Incorrect. 

               Incorrect. 

               Correct.

            

            
            
            
            
            	Which of the following statements about poor service quality is
               incorrect?
            

            
            
               	
                  Each complaint may hide many unresolved
                  problems.
                  
                  
               

               	
                  Among those who complain, they will continue to
                  patronize the service firm when their complaints are handled
                  effectively.
                  
                  
                  
               

               	
                  Discovering a substitute service is an important
                  reason for a customer quitting.
                  
                  
               

               	
                  Satisfied customers tell more people of their
                  experience than dissatisfied ones do.
                  
                  
               

            

            Submit

            
               Incorrect. Although complaint may hide unresolved
                  problems, this is not to suggest that it can be a method of
                  detecting poor quality.
               

               Correct. Even though complaints are handled
                  effectively, customer loyalty may be lost.
               

               Incorrect. Generally, customers can quit a service firm
                  because of dissatisfaction on existing services.
               

               Incorrect. Dissatisfied customers tends to voice out
                  more loudly than those that are satisfied.
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STATEMENTS

TOTAL

The company has a clear vision (they know where they want to go) and this is clearly

! communicated to all managers and employees.

2 The company's leadership team is always seeking new ways to sustain and grow the
organization.
The company hold discussions and meetings to see how they can address and minimize the

3 |negative impact of its products, services, processes and sites to the environment and
community.

4 The company regularly track and assess its customers’ needs and requirements, and their
satisfaction levels.

5 The company's managers and employees seek, monitor and record customer complaints and
take appropriate action to ensure that problems do not occur again.

6 The company's managers encourage individual initiative, innovation, rapid response,
cooperation and effective communication throughout its organization.

7 The company develop succession plans for leadership and management positions, and
career progression plans for employees.

s The company management determine and monitor the key factors that affect employee well-
being, satisfaction and motivation so that we can improve the work environment.

9 The company has initiatives in place to improve the quality of its processes, products and
services.
The company track daily operations and overall organizational performance using a full

10 |range of information (e.g. financial, customer satisfaction, employee suppliers, and key

processes).satisfaction, environmental, suppliers, and key processes).

RATINGS TOTAL

PERCENTAGE TOTAL (RATINGS TOTAL* X 2)

%

RATINGS:  5-Excellent  4-Very Likely ~ 3-Likely ~ 2-Sometimes  1-Unlikely

Figure 1 - Simple business excellence assessment - Adapted from "Understanding Business Excellence - An awareness guidebook for SMEs" Asian Productivity Organisation.
http://www.apo-tokyo.org.
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js/interactive.js
/**

    This function show/hide a html element visibility style.

    The Show/Hide element must be in same document with the element trigger it.

    @param id of the target html element.

*/

function showHideElementByVisibility(targetId){ 

    var e = document.getElementById(targetId); 

    e.style.visibility = (e.style.visibility != 'hidden' ? 'hidden' : 'visible'); 

    return false;

}; 



/**

    This function show a html element visibility style and hide the element that trigger it.

    The Show/Hide element must be in same document with the element trigger it.

    @param id of the target html element.

*/

function showElementByVisibilityAndHideSource(source, targetId){ 

    source.style.display = 'none';

    var e = document.getElementById(targetId); 

    e.style.visibility = (e.style.visibility != 'hidden' ? 'hidden' : 'visible'); 

    return false;

}; 



/**

    This function show/hide(Slide) a html element display style.

    The Show/Hide element must be in same document with the element trigger it.

    @param id of the target html element.

*/

function showHideElementByDisplay(targetId){ 

    var e = document.getElementById(targetId); 

    e.style.display = e.style.display != 'none' ? 'none' : 'block'; 

    return false;

}; 



/**

    This function flip html element by target id.

    @param id - id of the target html elementto flip.

    @param defaultClass - default style class.

    @param flipClass - 'imgFlipXAxis' or 'imgFlipYAxis'.

*/

function flipElementById(targetId, defaultClass, flipClass){ 

   var e = document.getElementById(targetId);

    if(e.className != flipClass){

      e.className = flipClass;

    }else{

      e.className = defaultClass;

    }

    return false;

}; 



/**

    This function check and replace class from the classlist

*/		  

function check(selectedBox){



		if (selectedBox.classList.contains('box-list-item')) {

			 selectedBox.classList.remove('box-list-item');

			selectedBox.classList.add('checkbox-list-item');

		}	

		else

		{

			selectedBox.classList.remove('checkbox-list-item');

			selectedBox.classList.add('box-list-item');

		}

};

/**

    Start of FA Quiz

*/



/**



Changed to checkbox for multiple select FA



function multiple_selectOpt(x)

{

    if(x.classList.contains('FQ_default'))

    {        

       x.classList.remove('FQ_default');

	   x.classList.add('FQ_select');

    }

    else

    {

       x.classList.remove('FQ_select');

	   x.classList.add('FQ_default');

    }

}



function multiple_checkOpt(x){



var selectAns;



for(i=0; i<x.parentNode.previousElementSibling.children.length; i++) {

	if(x.parentNode.previousElementSibling.children[i].classList.contains('FQ_select'))

	  {

		  selectAns=x.parentNode.previousElementSibling.children[i];

		  break;

	  }

}

    try {

    for(i=0; i<selectAns.parentNode.children.length; i++) {

    

		selectAns.parentNode.children[i].classList.remove('FQ_default');

		selectAns.parentNode.children[i].classList.remove('FQ_select');

		if(selectAns.parentNode.children[i].getAttribute('correct') == "yes")

		{

              selectAns.parentNode.children[i].classList.add('FQ_right');

		}

		else

		{

		      selectAns.parentNode.children[i].classList.add('FQ_wrong');

		}

		selectAns.parentNode.children[i].removeAttribute("onclick");

	}

	x.style.display = "none";

	}

	catch(err) {

  // do nothing, this is to catch undefined selectAns as user did not select anything

}

 try {

    ///////////////////////////////////////////

   x.parentNode.nextElementSibling.getElementsByClassName("incorrectMultipleFeedback")[0].style.visibility="visible";

    }

    catch(err) {

      // catch for those that have not feedback

    }





}



*/





function multiple_checkAns(x)

{

     

     var inputList = x.parentNode.parentNode.getElementsByTagName('input');

	 for (var i = 0; i < inputList.length; ++i) {

		x.parentNode.parentNode.getElementsByClassName(inputList[i].id)[0].style.display="none";

     }

	 

	 var correctAnsCount=0;

	 var selectedAnsCount=0;

     for (var i = 0; i < inputList.length; ++i) {

  

            if(inputList[i].checked)

            {

                 x.parentNode.parentNode.getElementsByClassName(inputList[i].id)[0].style.display="block";

				 if(inputList[i].getAttribute('value') == "1")

				 {

				   	selectedAnsCount++;

				 }

            }

			if(inputList[i].getAttribute('value') == "1")

			{

				correctAnsCount++;

			}

     }

     

	 var lang = document.getElementsByTagName('html')[0].getAttribute('xml:lang');

	

	 if(lang == "zh-cn")

	 {

		x.parentNode.parentNode.getElementsByClassName('ansResult')[0].innerHTML="你从"+ correctAnsCount+ "个正确中选对了" + selectedAnsCount +"个";

		x.innerHTML ="重试";

	 }

	 else

	 {

		 x.parentNode.parentNode.getElementsByClassName('ansResult')[0].innerHTML="You have selected "+ selectedAnsCount+ " out of " + correctAnsCount + " correct.";

		x.innerHTML ="Retry";

	 }

     

}



function selectOpt(x){

   

	for(i=0; i<x.parentNode.children.length; i++) {

	  if(x.parentNode.children[i].classList.contains('FQ_right'))

	  {

	      return;

	  }

	}

	

	for(i=0; i<x.parentNode.children.length; i++) {

	  

	  if(x.parentNode.children[i].classList.contains('FQ_select'))

	  {

		x.parentNode.children[i].classList.remove('FQ_select');

		x.parentNode.children[i].classList.add('FQ_default');

	  }

	   

	}

	

	 x.classList.remove('FQ_default');

	 x.classList.add('FQ_select');

}





function checkOpt(x){



// Set button to retry

	 	 var lang =document.getElementsByTagName('html')[0].getAttribute('xml:lang');

	





	 if(x.innerHTML =="重来" || x.innerHTML =="Reset")

	 {

		for(i=0; i<x.parentNode.previousElementSibling.children.length; i++)

		{

			x.parentNode.previousElementSibling.children[i].classList.remove('FQ_select');

			x.parentNode.previousElementSibling.children[i].classList.remove('FQ_wrong');

			x.parentNode.previousElementSibling.children[i].classList.remove('FQ_right');

			x.parentNode.previousElementSibling.children[i].classList.add('FQ_default');

		

		}

		var ans_box1 = x.parentNode.nextElementSibling;

			for(i=0; i<ans_box1.children.length; i++) {

				ans_box1.children[i].style.display = "none";

			}

			 if(lang == "zh-cn")

			 {

				x.innerHTML ="提交";

			 }

			 else

			 {

				x.innerHTML ="Submit";

			 }

	 }

	 

var selectAns;



for(i=0; i<x.parentNode.previousElementSibling.children.length; i++) {

	if(x.parentNode.previousElementSibling.children[i].classList.contains('FQ_select'))

	  {

		  selectAns=x.parentNode.previousElementSibling.children[i];

		  break;

	  }

}

try {

if(selectAns.getAttribute('correct') == "yes")

{

    selectAns.classList.remove('FQ_select');

    selectAns.classList.add('FQ_right');

	

	





	 if(lang == "zh-cn")

	 {

		x.innerHTML ="重来";

	 }

	 else

	 {

		x.innerHTML ="Reset";

	 }

}

else

{

    selectAns.classList.remove('FQ_select');

    selectAns.classList.add('FQ_wrong');

}



}

catch(err) {

  // do nothing, this is to catch undefined selectAns as user did not select anything

}

try {



var selected_ans_feedback_id = selectAns.getAttribute('id') + "_Feedback";

var ans_box = document.getElementById(selected_ans_feedback_id).parentNode;

for(i=0; i<ans_box.children.length; i++) {

		ans_box.children[i].style.display = "none";

	}

document.getElementById(selected_ans_feedback_id).style.display = "block";



}

catch(err) {

  // do nothing, this is to catch for lc without feedback

}





	



}

/**

    Start of Interatcive Drag & Drop

*/



function getClosest( elem, classname ) {

    while (elem !== document.body) {

        elem = elem.parentElement;

        if (elem.className == classname) return elem;

    }

}

function dragClick(elm)

{

    var span = elm.parentNode.getElementsByTagName('span');

     for (var i = 0; i < span.length; ++i) {

        span[i].style.color = "black";

        span[i].removeAttribute("class");

     }

    elm.style.color = "red"; 

    elm.className = "dragSelected";

}



function clickDrop(elm)

{

    var selectedDrag = getClosest(elm,"dragdrop").getElementsByClassName("dragSelected")[0];

    

    try {

         var selectedElmId=selectedDrag.id;

         var targetElmId=elm.id;

         

         elm.parentNode.replaceChild(selectedDrag, elm);

         

         document.getElementById(selectedElmId).removeAttribute("onclick");

         document.getElementById(selectedElmId).style.color = "black"; 

          // blank id

         document.getElementById(selectedElmId).className = targetElmId;

             

         // ans id

         document.getElementById(selectedElmId).id = document.getElementById(selectedElmId).id.replace("drop", "dropped");

         

             

    }

    catch(err) {

           //no element is selected

}



}

      

      function validate(e){  

        var span = e.getElementsByTagName('span');

        for (var i = 0; i < span.length; ++i) {

            if(checkEnd(span[i].id,"dropped"))

            {

                // if is wrong ans

                if(span[i].id.replace("-dropped","") != span[i].className)

                {

                    var blank = document.createElement("span");

                    blank.id=span[i].className;

                    

                    blank.setAttribute("draggable", "true");

                   blank.setAttribute("onclick", "clickDrop(this)");

                    blank.setAttribute("style", "display:inline-block;min-width:100px;min-height:30px;border-style:solid;border-width:0px;border-bottom-width:1px;");

                    

                    var wrongAns = span[i].cloneNode(true);

                    

                    // Set blank

                    span[i].parentNode.replaceChild(blank, document.getElementById( span[i].id));

                    // Reset to ans list

                    wrongAns.id = wrongAns.id.replace("dropped", "drop");

                    wrongAns.setAttribute("onclick", "dragClick(this)");

                    e.getElementsByClassName("ansSet")[0].appendChild(wrongAns);

                }

            }

        }

      }

      

      function reset(e)

      {

          var span = e.getElementsByTagName('span');

          

         for (var i = 0; i < span.length; ++i) {

            if(checkEnd(span[i].id,"dropped"))

            {

               var blank = document.createElement("span");

                    blank.id=span[i].className;

                    

                     blank.setAttribute("draggable", "true");

                    blank.setAttribute("onclick", "clickDrop(this)");

                    blank.setAttribute("style", "display:inline-block;min-width:100px;min-height:30px;border-style:solid;border-width:0px;border-bottom-width:1px;");

                    

                     var wrongAns = span[i].cloneNode(true);

                    // Set blank

                    span[i].parentNode.replaceChild(blank, document.getElementById( span[i].id));

                    

                    // Reset to ans list

                    wrongAns.id = wrongAns.id.replace("dropped", "drop");

                    wrongAns.setAttribute("onclick", "dragClick(this)");

                   e.getElementsByClassName("ansSet")[0].appendChild(wrongAns);

                

            }

        }

      }

 

      

        function checkEnd(data, checkData) {

    var check = data.substr(data.length - checkData.length, data.length);

 

    if (check == checkData) {

        return true;

    } else {

        return false;

    }

}



/**

    End of Interatcive Drag & Drop

*/





/**

    Start of FA lcMatching2

*/





function validateMatchingQn(data) {



    if (data.value == "correct")

    {

        data.parentNode.parentNode.getElementsByTagName("td")[2].getElementsByClassName("correctMatchFeedback")[0].style.visibility="visible";

        data.parentNode.parentNode.getElementsByTagName("td")[2].getElementsByClassName("correctMatchFeedback")[0].style.display="block";

        

        data.parentNode.parentNode.getElementsByTagName("td")[2].getElementsByClassName("incorrectMatchFeedback")[0].style.display="none";

    }

    else if (data.value == "wrong")

    {

        data.parentNode.parentNode.getElementsByTagName("td")[2].getElementsByClassName("incorrectMatchFeedback")[0].style.visibility="visible";

        data.parentNode.parentNode.getElementsByTagName("td")[2].getElementsByClassName("incorrectMatchFeedback")[0].style.display="block";

        

        data.parentNode.parentNode.getElementsByTagName("td")[2].getElementsByClassName("correctMatchFeedback")[0].style.display="none";

    }

}



/**

    End of FA lcMatching2

*/

/**

    Start of FA lcSequencing2

*/



function exchangeElements(element1, element2)

{

    var clonedElement1 = element1.cloneNode(true);

    var clonedElement2 = element2.cloneNode(true);



    element2.parentNode.replaceChild(clonedElement1, element2);

    element1.parentNode.replaceChild(clonedElement2, element1);



    return clonedElement1;

}



function dragDropSeq(elm) {



    var divs = elm.parentNode.parentNode.getElementsByTagName("div");

    var optionSelected;

    for(i=0; i<divs.length; i++) {

        if(divs[i].getAttribute('draggable') == "true" && divs[i].style.color == "blue" )

        {

            optionSelected =divs[i];

            break;

        }

    }

    if(optionSelected==undefined)

    {

        // blue mean selected

        elm.style.color = "blue";

        return;

    }

    

    if(elm.getAttribute('draggable') == "true" && (elm.style.color == "black" || elm.style.color == "") )

    {

        optionSelected.style.color = "black";

        exchangeElements(optionSelected, elm);

    }

  

}



function lcSeqValidation(e) {

    var div = e.getElementsByTagName('div');

    var seq = new Array();

     for (var i = 0; i < div.length; ++i) {

        if(checkEnd(div[i].id,"ans"))

        {

          var number=div[i].className

          seq.push(number);

        }

     }

   

     if (isSequential(seq)== true)

     {

         e.getElementsByClassName("correctSeqFeedback")[0].style.visibility="visible";

         e.getElementsByClassName("correctSeqFeedback")[0].style.display="block";

         

         e.getElementsByClassName("incorrectSeqFeedback")[0].style.display ="none";

     }

     else

     {

         e.getElementsByClassName("incorrectSeqFeedback")[0].style.visibility="visible";

         e.getElementsByClassName("incorrectSeqFeedback")[0].style.display="block";

         

         e.getElementsByClassName("correctSeqFeedback")[0].style.display ="none";



     }

     

}



function isSequential(data) {

  for (var i = 1, len = data.length; i < len; i++) {

    // check if current value smaller than previous value

    if (data[i] < data[i - 1]) {

      return false;

    }

  }

  

  return true;

}





/**

    End of FA lcSequencing2

*/
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. SINGAPORE
Singapore Service Class (S-Class) QUALITY CIASS

Self-Diagnostie Tool (SDT) SERVICE

Instructions
Key in your self-assessment score for each sub-category in the highlighted boxes below.
Refer to the 'Scoring Rubric! tab for more info on how to score each sub-category.
Results and overall scoring of the self-diagnosis can be found in the ‘Overview tab.
Statements highlighed in green are unique to the BE niche standard for service.

1. LEADERSHIP (20 points) % SCORE

1.1 Senior Leadership o1

How senior leaders guide the organisation to achieve and sustain excellence
Describe how the organisation’s senior management:

. Demonstrates and reinforces their commitment to customer-centricity to consistently create value for
customers

1.2 Organisation Culture

How the organisation develops a culture that is consistent with its values, and encourages learning,
innovation as well as the achievement of strategic goals

Describe how the organisation:

. Nurtures a customer-centric culture to achieve organisational goals

2. CUSTOMERS (20 points) (|

2.1 Customer Experience
How the organisation engages customers to co-create products, services or experiences, improve
customer loyalty and enhance customer experiences

Describe how the organisation:

a. Empowers employees to meet and exceed customer expectations.
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Singapore People Developer (PD)

Self-Diagnostic Tool (SDT)

s
Key in your self-assessment score for each sub-category in the highlighted boxes below.
Refer to the 'Scoring Rubric' tab for more info on how to score each sub-category.
Results and overall scoring of the self-diagnosis can be found in the 'Overview" tab.

instructi

1. LEADERSHIP (20 points)

1.1 Senior Leadership

How senior leaders guide the organisation to achieve and sustain excellence
Describe how the organisation’s senior management:
2. Demonstrates and reinforces their commitment to people-focused leadership

1.2 Organisation Culture

SINGAPORE
QUALITY CLASS

PEOPLE

% SCORE

How the organisation develops a culture that is consistent with its values, and encourages learning,

innovation as well as the achievement of strategic goals
Describe how the organisation:

. Nurtures a high-performance culture where employees’ commitment, talent and creativity are valued

2. CUSTOMERS (10 points)

2.2 Customer Experience

How the organisation engages customers to co-create products, services or experiences, improve

customer loyalty and enhance customer experiences
Describe how the organisation:

. Empowers and provides employees with competencies and knowledge to enhance customer experience

3. STRATEGY (20 points)
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. . SINGAPORE
Singapore Innovation Class (I-Class) QUALITY CLASS
Self-Diagnostic Tool (SDT) INNOVATION
Instructions

Key in your self-assessment score for each sub-category in the highlighted boxes below.
Refer to the 'Scoring Rubric' tab for more info on how to score each sub-category.
Results and overall scoring of the self-diagnosis can be found in the ‘Overview' tab.

1. LEADERSHIP (20 points) % SCORE

1.1 Senior Leadership ]
How senior leaders guide the organisation to achieve and sustain excellence

Describe how the organisation’s senior management:
a. Demonstrates and reinforces their commitment to innovation excellence

1.2 Organisation Culture

How the organisation develops a culture that is consistent with its values, and encourages learning,
innovation as well as the achievement of strategic goals

Describe how the organisation:

a. Nurtures a culture that enables innovation

2. CUSTOMERS

3. STRATEGY (20 points) (|

3.1 Strategy Development
How the organisation develops a strategy and determines strategic goals
Describe how the organisat
a. Develops innovation strategies with clear goals and articulation of its intent and value to the organisation
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Create and publish a company mission statement and commit to it.
Learn the new philosophy.

Understand the purpose of inspection.

End business practices drivenby price alone.

Constantly improve system of production and service.

Institute training.

Teach and institute leadership.

Drive out fear and create trust.

Optimise team and individual efforts.

Eliminate exhortations for work force.

Eliminate numerical quotas and Management By Objective [MBOY, focus on
improvement.

Remove barriers that rob people of pride of workmanship.
Encourage education and self-improvement.

Take action to accomplish the transformation.





images/su4_newsflash_developingLeaders.png
Newsflash:

Developing Leaders for Sustainable Growth
General Electric is strengthening its commitment
to leadership development as it pursues growth in

emerging markets.






images/su6_ch10_fig_6_5.png
Customer Dimension Internal Processes
How should we Dimension
appear to our What business processes

9 2
customers? must we excel at?






images/su4_caseinpoint_buildingGlobalStrategy.png
Building a global strategy

(S SPRING S, Jone 010





images/su2_newsflash_courtUsers.png
Court users come first

W






images/su5_caseinpoint_persistencePays.png
Casein Poi

Persistence pays

e i Nty o e Vo ot e

ool

e e ey o s oy s o4

Oersiing s v ks
oy i g s T i i
et e o et Ot e Pt et o
e

Adoping cutur st
e L

(S SPRING g, SPRINGas A 200 o)





images/su2ch3_fig2_2.JPG
Loablers Results

\

vt s

Lesrin, Ceatuis and st





images/su1ch1_fig1_2.jpg





images/SU5ch8_p01.jpg





images/su2_newsflash_listenLearn.png
ten, learn and act






images/su2_newsflash_roadtoexcellence.png
Newslash

The road to excellence






icons/bulletW.png





images/su5_caseinpoint_customersHappy.png
Casein Point:

R A | R L TR R T

The scoop
on keeping
customers
happy






images/su3ch5_p11.png
2
2
2

3
B
Fil
=

2
el
)
E
S

B D
" - SINGAPORE

Singapore Quality Class (SQC) QUALTTY CIASS

St DiagnosicTool 507

Instuuctions

Key inyout el-assessment soreforesch sub-categoryinh ighighved baves beow.

Feterothe Scering Rubric” bt moreinon how 1 sore ach sub-oategon

Rt snloverl corng of he sl dagnasisan b o the‘Dveriew b

1. LEADERSHIP %score

L1 Senior Leadership 50 points]

Howseniorleaders quide the organisation to achieve and sustain excllence

Desciibe how the organisation's senior management:

. Develops the rganisaton'smission, ision and ualues, and communioates themtokey stakeholders
b Engages key stakehaldsrs tochivethe organisaton's performance.

. Aots a5 ole models and grooms fuure eaders

1.2 Organistion Culture (40 points]

Howthe organisaion develops  cultre that s consistent with it values, and encourages learnin,
innovation as wel s th achievement of trategic goals

Deerbe how the orgarization:

. Develops  oulure thatsupports the crgarisation's mission, sion and vaues o dive growth

b, Translates valuss into desired smployes behatiours o enable nnovation,learing and schisue the
engarisation’s gasls

. Embraces argarisationsl change forsustsinbity

1.3 Corporate Governance and SocialResponsibility (30 points)

How the organisation maintains @ governance system that practises ood corporate citizenship,
rotect he interest of stakehol ders and fufist esponsibilty to the community an the.
environment it operatesin

Deerbe how the orgarizatior:

. Establishes a governance system o ensure aocountabilty and uansparency

b Implemert polcies s inuclves 2tskehaldsrs to cortbut tthe commnity and the enrment
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