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1. Introduction 

Quality has become one of the central topics of administrative modernization 
in the 1990s. In many countries such as Great Britain and Portugal, the cen
tral government has set up specialized units on Cabinet level to support qual
ity management in the public administration. In the U.S. the Gore report has 
become a manifesto for quality management in the federal government. In 
other countries like Germany, there is no government initiative for quality 
management in the public administration. Nevertheless, there are some mu
nicipalities starting with TQM such as the City of Saarbriicken (Hirschfelder 
and Lessel, 1994). 

Even though quality is global as a topic of administrative modernization, it 
is local in i..111plementation. The report \Viii sho\v that there are many concepts 
and methods of awarding and assessing quality in the public sector in OECD 
countries. In particular, the author wants to put forward the hypothesis that 
the conception of quality is influenced by contextual macro-variables such as 
the political system (centralized or federal), political party competition and 
administrative culture. 

This comparative study aims at documenting different concepts used to 
evaluate quality in different OECD countries. The particular focus will be on 
quality awards, which can be considered as the most important assessment 
instrument of quality management in the public sector. The report starts with 
a discussion of the 'New Public Management (NPM)'-Paradigm, which forms 
the normative framework of this empirical study. It will be important to un
derstand the relations between the NPM-paradigm, administrative moderniza
tion and modernization criteria and strategies. The next chapter focuses on 
quality as a measurement concept. This rather theoretical part also discusses 
TQM in a private and public sector context. Chapter 4 describes and com
pares different concepts to assess quality management systems such as the ISO 
9000 series, citizen' s charters and quality awards. The major part of this re
port is dedicated to a detailed comparison of selected private and public sector 
quality awards, which are compared with respect to formal frame and design, 
assessment criteria and evaluation process. The paper concludes by pointing 
out potential dysfunctions of private quality awards to be used in the public 
sector. 

The intermediate report is the preliminary result of a project carrying on 
"Administrative Modernization in an International Comparison - Evaluation 
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Criteria, Strntegies, Success Factors". \Vhile tJ·Js intermediate report is fo-
cussing on the evaluation criteria of quality awards, the final report will exam
ine the modernization strategies of award contenders in an international corn-
panson. 

2. Analytical Framework, Research Question and Purpose of the 
Study 

2.1 The New Public Management Paradigm as a Normative Framework 

The current administrative reforms in OECD countries have to be seen in the 
light of the new administrative paradigm "New Public Management", which 
suggests a new vision for the management of the public sector. The NPM 
paradigm takes the function of a meta-catalogue of principles to be valid for 
the public sector. Administrative modernization means the transformation of 
those abstract principles into objectives and issues to be addressed by politi
cians and administrative actors. Modernization strategies that will be at the 
center of this study are the concretization of these still rather abstract 
'modernization' objectives. The hierarchical relationship between the NPM 
paradigm, administrative modernization and modernization strategies is shown 
in the graph below. 

Graph 1: Analytical Levels of 'Administrative Modernization' 

Administrative 

tv1odernization 

Modernization 

Stiategies 

© LOffler 1995 
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The major components of the NP:f"vf paradigm - customer orientation, in
creased managerial freedom in resource and personnel management, perform
ance measurement, investment in human and technological resources and re
ceptiveness to competition - prescribe a more economic view of the public 
administration that has mainly been dominated by legalistic thinking. Thus, 
the NPM paradigm implies change into a new direction, but it is too abstract 
to tell how far to go and how to get there. A first concretization of the NPM 
paradigm is effected on the level of 'administrative modernization' where 
change agents have to set goals. These goals may change over time: introduc
ing economic and/or business-oriented principles in the public sector in the 
1980s meant realizing the three "E's" - economy, efficiency and effective
ness. In the 1990s, the focus shifted on quality and customer orientation 
(Carter, 1991:91). Once the goals are defined, it is still not clear how to real
ize them. The operationalization of those goals and their realization is done on 
the level of modernization strategies. This highest level of concretization of 
the NPM paradigm wiH be at the center of this study. 

For the further discussion it is important to note that paradigms as defined 
by Thomas Kuhn are scientific achievements that "attract an enduring group 
of adherents away from competing modes of scientific activity ... (and are) 
sufficiently open-ended to leave all sorts of problems for the redefined group 
of practitioners to resolve"(Kuhn, 1970: 10). This means that a paradigm es
tablishes a new perspective in a research field in the sense that different ques
tions are asked and new solutions suggested. Thomas Kuhn also stresses that 
paradigms come before theories (Kuhn, 1970:44). Therefore, it cannot be ex
pected that a paradigm offers a body of theory. A paradigm rather has to be 
understood as "an extended family of ideas" (Barze lay, 1992: 116) that are 
somehow interrelated, but there is no obvious hierarchy of ideas, no single 
key principle from which all the others can be deduced. 

The NPM paradigm has its roots in the "marriage of two different streams 
of ideas" (Hood, 1991 :5). One of the partners was the 'new institutional eco
nomics' which generated new administrative principles such as contestability, 
user choice, transparency and close concentration on incentive structures. The 
other partner in the 'marriage' was business-type managerialism recommend
ing private-sector styles of management to the public sector. 

There is a certain inconsistency in the NPM paradigm. It is basically a 
group of inconsistent ideas about how so-called 'public' goods should be allo
cated. In literature, NPM gives two different answers to this question: 
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- According to a broad definition of NPivi (Budaus, 1994:46-47; Borins, 
1994: 4-11), both external and internal markets should replace the political 
provision of public goods. 

- According to a narrow definition of NPM (Hood 1991 :4 f.), NPM focuses 
on internal markets. 

In both definitions, the public sector is taken over by the market. How
ever, in the case of external markets, the key issue of public sector allocation 
is "how much state", whereas in the case of internal markets the key issue is 
"which state". At first glance, the quest for privatization seems to be contra
dictory to the quest for management: Privatization implies that public func
tions are hived off the public sector, whereas public management is an attempt 
to reform the public sector from inside (Lane 1994:3). Indeed, if public en
terprises are privatized because the public sector is considered to be ineffi
cient per se and because only market competition is believed to bring about 
efficiency, then the broad definition of NP:M: is not consistent. If, however, 
privatization takes place (out of fiscal reasons) in order to close what Budaus 
calls the "external resource gap" (Budaus, 1994:20), the concept of external 
markets completes the concepts of internal markets which have the function to 
bridge the "internal management gap" (Budaus, 1994:21). 

Since this study focuses on management concepts and later on manage
ment strategies of the public sector, the narrow definition of NPM is more 
adequate for the purpose of this study. It takes a micro-perspective of the 
public sector and takes the size of the public sector as given. The problem of 
this narrow understanding of NPM is that too large a public sector may be 
retained and tried to be made more efficient by the introduction of private 
sector management methods. OECD statistics reveal that 15 of the 24 current 
OECD member states neglect this side of NPM (OECD, 1993: 13). It is also 
obvious that internal markets cannot solve macro-problems even though the 
'modernization' of the public sector is often seen as the remedy of all kinds of 
societal problems. Ideally, the cutting-back of the size of the public sector 
goes hand in hand with internal public sector reforms (Loffler, l 995a). 

In which way has the NPM paradigm become a normative framework of 
administrative modernization? It is important to note that this thesis does not 
state that the NPM paradigm has replaced country- specific administrative 
values. It merely claims that admir1istrati\1e or political actors pushing for 
administrative modernization are consciously or unconsciously driven by a 
managerial or economic view of the public administration. 
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The emeigence of this new parndigm is usually explained by a set of 
challenges (Klages, 1992:4-11) to the public administration which can be 
sU1lll11arized in: 

- the change of the external environmental conditions from a world of stabil
ity to a dynamic, interdependent and complex world (Reinermann, 
1993: 12); 

- the value change that challenges the public administration from inside and 
outside replaces traditional values of duties and acceptance by values of 
self-realization (Klages, 1988:56-60, Klages 1993: 191-194) and 

- fiscal pressures resulting from the growth of public functions and personnel 
while, at the same time, financial resources become scarce (Farber, 1995). 

These challenges, it is argued, force certain reactions of the public ad
ministration. The NPM paradigm can be interpreted as an abstraction of ap
propriate reactions to the perceived challenges to the public administration. 
This pattern of argumentation is persuasive but somewhat tautological since 
the challenges posed to the public sector already give the answers. However, 
it is possible to react to the same challenges differently. Furthermore, this ar
gumentation only gives the necessary but not the sufficient conditions for a 
change. As Zauner points out when analyzing the European challenge to the 
Austrian public administration, not a criticial situation itself but the decision 
of administrative and political actors determines if change takes place 
(Zauner, 1994:25). Therefore, the current challenges to the public admini
stration are rather background variables, whereas the interests of political and 
administrative change agents are the explanatory variable for the emergence 
of the NPM paradigm. The principles of the NPM paradigm promise more 
managerial autonomy for a new generation of 'managerialists' and suggest to 
politicians to be a panacea for all kinds of macro- and micro-problems. 

The implications of the NPM paradigm (used in the narrow sense) for the 
management of the public sector are usually discussed in two perspectives: 

- subsumed under the heading "paradigm change", the NPM paradigm is 
juxtaposed to the W eberian bureaucracy model (Klages and Haubner, 
1995:349 f., Reinermann, 1993:2); 

- another col11illon topic is the question of the transferability of private sector 
management met.liods to tl1e public sector, \:11hich is basicallj' a discussion 
about divergence or convergence of the private and public sector (Murray, 
1975; Rainy et al., 1976). 

In this study, NPM's claim to universality will be at the center of interest. 
In his brilliant article "Is new public management a management for all sea-
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sons?" (Hood, 1992), Hood looks at this question by focusing on tl1e implica
tions of the NPM paradigm to different administrative values. Here, this 
question will be analyzed in the following perspective: which are the implica
tions of different administrative cultures and other macro-contextual variables 
to NPM? This research perspective assumes that we do not know yet what 
NPM is (on the implementation level) and at the same time it challenges 
NPM' s claim to universality on the operational level of modernization strate
gies. 

2. 2 The Research Perspective: A Pluralist View of 'Administrative 
Modernization• 

The scientific and political debate on "administrative modernization" in the 
1990s talces a rather uniform perspective of this global trend in the public 
sector. Different authors and comn1entators perceive t.11.e present moderniza-
tion of the public sector in Western post-industrial countries, in Eastern 
Europe and East Asia as a fundamental change of the public sector introduc
ing (private) business principles into the public administration. Also the 1990 
Survey of the OECD states that "there seems to be a significant convergence 
in the definition of the issues to address and the objectives which government 
ought to pursue (OECD, 1993:13)." 

Public sector modernization is usually described by lists or catalogues 
(Hood, 1991:4 f.; OECD, 1993:13, 15; Naschold, 1993:50-53; Klages, 
1994:5-7) with characteristic elements such as: 

- a move towards performance measurement with the difficult tasks of defin
ing performance specifications and creating the appropriate incentives 
which are essential for the system to function correctly; 

- a related tendency towards more managerial flexibility in financial man
agement. Devolution aims at making managers take responsibility for 
achieving results by providing them with the incentives and flexibility nec
essary to achieve those results; 

- a devolution of responsibility in personnel management with increasing use 
made of performance-related pay and personalised contracts. Other issues 
on the agenda of human resource management are a better career planning 
and an improved management development including an organisational 
culture; 

- efforts made to achieve more responsiveness to customers/users in tl1e pub-
lie administration by paying more attention to the particular needs of users; 
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- decentialisation of authoiiry and iesponsibiliry from central to lower levels 
of government; 

- a greater recourse to the use of market-type mechanisms including the 
creation of internal markets and a wider introduction of user chargers, 
vouchers, franchising and contracting out and 

- privatisation initiatives of public enterprises. 

This convergence in the description of public sector modernization can be 
explained by the fact that conventional literature and international compari
sons (OECD, 1990, 1991, 1992, 1993) tend to focus on the NPM paradigm 
which (explicitly or implicitly) plays an important role in the phase of policy 
formulation. In other cases (Siedentopf 1992), the conclusion is drawn that 
convergent goals of modernization programs in different countries in post
industrial Western countries also mean that modernization strategies used in 
the public sector go into the same direction. This single track perspective of 
'administrative modernization' is also underpinned by the assumption of a 
common set of political, economic and societal problems in OECD countries 
which provides a logically compelling precondition for a uniform method of 
public sector modernization (Klages and Haubner, 1995:351). 

Yet the commitment and initiatives of politicians and 'administrative lead
ers' for administrative modernization in the Western world does not imply 
that the implementation of 'administrative modernization' is the same in all 
the countries. The data pool of the first and second Speyer Quality A ward in 
1992 and 1994 (Hill and Klages, 1993 and 1995) and other empirical case 
studies (Rogers, 1990; Gastner, 1992) reveal that public agencies have devel
oped a whole variety of 'modernization strategies' to realize 'administrative 
modernization'. 'Modernization strategies' as used by these authors and in 
this study describe actions taken by administrative actors with the goal to im
plement 'administrative modernization'. This definition may be misleading 
because 'strategy' has a rather abstract, long-term notion (Gablers Wirt
schaftslexikon, 1993: 3170) in the conventional terminology of business ad
ministration, whereas 'strategy' as an analytical term in this study makes ref
erence to the operational level. Since in administrative practice the number of 
modernization strategies to be found comes close to infinite it will be neces
sary to categorize modernization strategies into classes of variables, or reac
tion types (!<Jages and Haubner, 1995:367-371). The list of 'strategic choices' 
and 'strategy variables' below may serve as a tool box to construct the reac
tion types as a combination of several strategy variables. 
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Table 1: 'Strategic Choices' in the Process of Realizing 'Administrative 
Modernization' 

Analytical Level Strategic Choices Strategy Variables 

planning decisions theoretical foundation of deductive, model-oriented 
modernization initiative procedure vs. home-made 

solutions 

provision of know-how support by experts vs. use 
for modernization project of internal know-how 

main area of moderniza- internal vs. external mod-
tion efforts ernization strategies 

time horizon of moderni- long-term vs. short-term 
zation plan modernization initiatives 
nrrt.'"'"''"rlnr"" fnr imnJ""m""nt_ hn.1 i ctil" ctrat""n-" uc ct,:>n_ 
P.LV ...... ¥..,,_.,U..L,._.. .LV.J- .1.__1._.1..a_y.1.¥.a...t• ...... ••1.. .&-1.VJ..1.~'--_a_""" L:Jl.·.LU. ... 'ttll'bJ "T" U!• _..,.\.¥t' 

ing modernization plan by-step approach vs. 
muddling through 

executive decisions focus on modernization structural vs. cultural mod-
efforts ernization 

time perspective of mod- anticipating vs. repairing 
ernization strategies strategies 

importance of measure- qualitative vs. quantitative 
ment strategies 

degree of decentraliza- internal coordination vs. 
tion agency concept 

degree of adaptability of built-in flexibility in struc-
administrative unit tures vs. discrete reforms 

assignment of middle flattening of hierarchies vs. 
management functional redefinition of 

hierarchies 

terminology with respect citizen- vs. customer- ori-
to demand side of front- entation 
line offices 
mPrh~ni~m of ~rh1Pv1no r-114'l.tomPr I ri t17Pn-1nfh1r-P.-1 ......... _._.&.&.-.a..L.& ..... .L.&.& _. ... __ ......... _ • ......... b --~ ..................... _ ... , _ ...... ..._ ...... _ ... .& ........... ._.... ..... ___ 

management by results result-orientation 
vs. internal modernization 

Source: Klages and LOffler, 1995:378 f., modified by the author 
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There are two analytical levels: the level of planning decisions made by 
politicians and/or 'administrative change agents' when preparing moderniza
tion projects in public agencies and the level of executive decisions giving the 
administrative staff indications what to do in a given modernization project. 
On each level, several 'strategic choices' in the process of realizing adminis
trative modernization can be made. 

The level of planning decisions: 

An important choice to be made in the stage of preparing a modernization 
project is whether to adapt a theoretical or an empirically proven model or 
whether to rely on more hand-made solutions. The analogous question has to 
be raised with regard to the provision of expert knowledge: Should external 
consultants be hired, or is it sufficient to rely on the knowledge of the staff-in
house? Another issue to be answered in the planning stage is whether to con
centrate modernization efforts on the internal organisational structure of ad
ministrative agencies or to focus on the external dimension of administrative 
units, i.e. the relationship to the customer. In the planning phase the time ho
rizon of the modernization project has also to be made explicit. Short-term 
projects have the advantage of showing quick results, whereas long-term proj
ects allow for more comprehensive modernization approaches, but the pay
offs may be more uncertain. Last but not least a classical question at the 
planning stage is whether to use a holistic strategy for the realization stage or 
to pursue a step-by-step approach. In case this question is not considered, 
'muddling through' will be the consequence. 

The level of executive decisions: 

When it comes to realizing administrative modernization many choices 
have to be made. One choice concerns the focus on modernization strategies. 
Here, 'hard' strategies focusing on organizational changes contrast with 'soft' 
strategies which also include the cultural component of an organization. An
other question is whether to rely on the internal modernization of an organi
zation or to pay attention to external modernization, i.e. the relationship of an 
organization to its socio-political environment. Then choices have to be made 
with regard to the dynamics of modernization strategies where repairing, re
active strategies can be distinguisted from anticipating, active strategies. Fur
thermore, measurement issues can be very important in modernization proj
ects when the focus is on quantitative strategies or less important when quali
tative modernization strategies are dominant. A more specific issue is the de
gree of decentralization to be realized in modernization projects. There are 
many flexible solutions between merely internal decentralization within an or
ganization at the one extreme, and the (British) agency concept with the crea-
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. + . . I . tion OJ. new, autonomous orgaruzat1ona._ urtlts, at L'1e other extreme. Od1er 
strategic choices concern the role of the middle management in modernized 
administrative organizations: Do they become obsolete or do they get rede
fined jobs as project managers? Last but not least terminology plays an impor
tant role in modernization projects. A heatedly debated issue is whether to use 
the term customer or to keep the term citizen. Last but not least, the question 
for public managers and the staff in administrative agencies is how customer 
orientation is to be realized. There is one possibility of defining citi
zen/customer-oriented performance targets and publishing the results. It is 
also possible to rely on modernization processes from within which automati
cally bring about more customer orientation. 

Intellectual discussions about interest policy and ideologies hiding behind 
administrative modernization (Politt, 1990a) and the difficulties in defining 
administrative results (Carter, Klein and Day, 1992; Politt, 1990b) also show 
that it is a preliminary task to talk a priori about "the" modernization of the 
public sector. 

These findings gave birth to the hypothesis of "diverging strategies of 
public sector modernization" (Klages and Haubner, 1995:352). This does not 
imply that the idea of a uniform perspective of public sector modernization 
loses its meaning and justification as a paradigm shift in the public admini
stration. But the different strategies and approaches that are connected with it 
have to be made visible. Only after the pluralistic character of public sector 
modernization has been analyzed the following question arises: "Is there a 
com.n1on road to the modernization of the public sector?" (Klages and Haub-
ner, 1995:372). 

2. 3 Research Question and Purpose of the Study 

These preliminary findings of empirical research on divergent ways of 
"modernizing" the public sector are the axiom of this research. The purpose 
of this study is twofold: one purpose is to test the hypothesis of "divergent 
modernization strategies" empirically in an international comparative study; 
the other purpose is to extend the hypothesis of "divergent modernization 
strategies" to the hypotheses of "divergent methods and concepts of awarding 
qu~lit)1 ". While the final report is focusing on modernization strategies as re-
gards quality management in the public sector, the intermediate report takes a 
closer look at the concepts of quality and methods of assessing and awarding 
quality. 
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The aim of this intermediate report is to document different methods of 
evaluating quality used in the public sector in OECD countries and to analyze 
them in a comparative perspective. The descriptive part will mainly be en
deavoured to introduce the concept of quality management into the public 
sector. The analytical part examines to what extent and in which way different 
'societal backgrounds' have an impact on the operationalization of quality and 
the choice of quality assessment instruments in the public sector. This re
search question is based on the hypothesis that "there are differences in 
awarding and assessing quality ( .. ) according to different conceptions of qual
ity in society ( ... )" (Bouckaert, 1995: 196). While Bouckaert derived this hy
pothesis from a comparison of the French, Belgian and British Citizen char
ters, in this study, quality awards will be the analytical unit. 

This question has important implications for the legitimacy of international 
awards like the Carl Bertelsmann Prize and international benchmarking. If 
different 'administrative systems' have different conceptions of quality, this 
means that criteria applicable to one country are not 'valid' for another coun
try. As a matter of fact, the Carl Bertelsmann Prize of 1993 was not a truly 
international quality award since the Latin area (France, Italy, Spain, Portugal 
and Belgium) had been excluded from the award (Bertelsmann Foundation, 
1993: 17). This was justified on the basis that these countries do not have the 
same kind of performance-orientation as the Anglo-Saxon countries 
(Bertelsmann Foundation, 1993: 17). However, international quality awards 
and a European Charter of Quality that is drafted by the EU Commission at 
present only make sense if the public sector in the countries concerned shares 
the same conception of quality. 

In the final report, quality awards will be considered data banks that fur
nish modernization strategies of administrative organizations with empirical 
data. The international perspective raises the question what accounts for the 
divergence of administrative modernization at the implementing stage. The 
hypothesis is that the existence of certain types of modernization strategies is 
not random but determined by independent, 'contextual' macro-variables such 
as degree of centralization of the political system (federal vs. centralized 
state), party competition and administrative culture. The research question of 
the final report that follows this hypothesis is to what extent modernization 
strategies (to be operationalized by 'strategy variables') are determined by 
'contextuai' macro-variabies. 
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2.4 A Working Definition of 'Administrative lv!oden1ization' 

Since the term 'administrative modernization' takes a prominent place in this 
study it is necessary to have a short discussion about the more generai term 
'modernization' and its meaning in the context of public administration. 

As a concept of system transformation, the term modernization focuses on 
the transition of the demographic, economic, political, communication and/or 
cultural sectors of a society from one stage to another. (Lerner argues that 
modernization has to be conceired in terms of the society as an entity, but as 
the term administrative modernization suggests transformation processes can 
also be restricted to certain segments of society; see Lerner et. al., 1958:401). 
This means that in contrast to development, modernization is not an open
ended process. Monte Palmer states that modernization "refers to the process 
of moving toward that idealized set of relationships posited as mod
ern"(Palmer, 1980:3 f.). This is where the time and culture bound connota
tions of modernization enter this generic definition. 

In historical terms, the English industrial revolution from 1760 to 1830 
and the political French revolution from 1789 to 1794 can be considered the 
first type of social change to be called modernization (Bendix, 1969:506). A 
much more abstract, formal definition of modernization emerged during the 
1950-70s when modernization described (or prescribed) the transition of 
'traditional' society of developing countries to 'modern' societies in the West
ern world. A modern society was considered to base on social stratification, 
cultural legitimation, rational legal order, bureacratic organization, a market 
system based on monetary transactions and democratic association (Parsons, 
1964:342-356). This kind of institutions enable processes of structural change 
such as "differentiation, adaptive upgrading, inclusion and value generaliza
tion" (Parsons, 1971 :26-28). Societies that develop those institutions would be 
more successful and reach higher system levels than others who do not have 
this institutional framework. 

This structural-functional theory serves to define the elements of modem 
societies and their sub-systems. By doing so, it also gives a theoretical 
framework to test the 'modernity' of the NPM paradigm. Nevertheless, most 
modernization theories of the 1950s have been criticized to stick to the ideal 
of Western industrial societies, to perceive traditions as opposed to modernity 
and to underestimate the importance of asymmetries in the international trade 
as a barrier for the modernization of developing countries (Mansilla, 
1986:203-210). 
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Since also the 1980s have become an era of transfor111ation, the term n1od
ernization has become popular again. It refers to the political and societal de
velopment in Greece, Spain and Portugal as a consequence of the EC entry 
(Axt, i992). Another reference is Eastern Europe which does not look any 
more for a third way but seeks the transfer and emulation of modern Western 
institution (Zapf, 1994: 140-143). 

Last but not least 'administrative modernization' has become a common 
term in Continental Europe and East-Asia to describe a process of change 
within the public administration. It is important to note that in Anglo-Saxon 
countries the same kind of phenomenon is decribed by the term 're-inventing' 
(Osborne and Gaebler, 1993). However, 're-inventing' in the American con
text is much more revolutionary as 'modernizing' in the European context: 
Whereas past administrative reform initiatives in the U.S. relied on the ideal 
that a minimal state was the best one, the Gore Report affirms government 
action and public administration. Re-inventing does not aim at reducing but at 
improving the public sector. For the European welfare states, there has never 
been the intention to cut the public sector (considerably). Thus, modernizing 
the public sector is consistent with the past growth of the public sector in 
Western Europe. 

On the sub-system level of administrative modernization, the universal 
modernization theories of the 1960s are too abstract to furnish a practice
oriented framework. In this context, medium-range innovation theories may 
be very functional by delivering strategies to bring about adaptation. Social 
innovations may thus be defined as "strategies that create adaptation of socie
tal sub-systems to changing environmental conditions by designing new 
(formal or substantial) system elements" (Bleicher and Wiek, 1976:828). Of 
course, administrative modernization and other modernization processes are 
always in danger of encouraging social innovations for its own sake that are 
no more goal-related strategies. 

Given the fact that 'administrative modernization' is a term that is limited 
to a particular country group, the question arises if it would not be better to 
use the more neutral term 'administrative reform' instead? Even if some ad
ministrative scientists like to make the argument that 'administrative moderni
zation' of the 1980s and 1990s is just another kind of administrative reform 
(Laux, 1995: 16; Konig, 1995), the author argues that the present moderniza
tion process goes beyond administrative reforms. Common definitions decribe 
administrative reforms as "non-revolutionary profound changes of the struc
ture of the administration ( ... ) which are executed within the constitutional 
framework. "(Lepper, 1976: 1737). This means that reforms do not require 
amendments of the constitution or changes of the political system. Adminis-
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trative modeu.i.ization, however, implies far-reaching legal changes, in some 
countries even constitutional changes. Otherwise, administrative moderniza
tion cannot be implemented properly or risks to place the public administra
tion on iiiegal grounds. In contrast to reforms which are one-time events, 
modernization in the sense of "ongoing modernization" (Zapf, 1990:32) de
scribes a continuous, dynamic process which will never be finished since the 
ideas of what is supposed to be a modern public administration might change 
over time. At present, administrative modernization is understood to be an 
economy- or business-oriented public management, which, of course, is only 
a partial modernization of the public sector. Other 'modernization gaps' like 
equity issues and democratic control might become themes for future adminis
trative modernization. The fact that these 'challenges' are not chosen to be 
central issues for politicians and administrators today shows that the seem
ingly "technocratic goals" (Hauschild, 1991 :81 f.) of administrative moderni
zation in the 1990s are driven by a new set of norms called NPM paradigm. 

This still leaves the question if a term like administrative modernization, 
the use of which is restricted to Western Europe, is useful for a comparative 
international study. This seems to be legitimate because the countries to be 
analyzed more closely in this study largely adhere to Continental Europe. 
Furthermore, the term 'administrative modernization' allows to see the pres
ent modernization of the public sector in the context of the general debate 
about the modernization of the economy (Lafontaine, 1994) and the state 
(Hesse and Benz, 1990). 

The global themes of 'administrative moden.i.ization' of the 1990s are 
quality (management) and customer orientation. In the following, it will be 
analyzed how and to which degree the operationalization and implementation 
of these themes vary among modernizing societal sub-systems. 

3. Total Quality Management as the Basis of Quality Awards 

3.1 Quality and Customer Orientation as the Central Goals of 
Administrative Modernization in the 1990s 

The shift from a 'quantity' focus to a 'total quality' focus in the public sector 
has its roots in the NPM paradigm that recommends private sector manage
ment methods and systems to the public sector. 

The ne\v mear..ing and increasing importance of quality in tl1e private sec= 
tor can be readily explained by a number of factors (Wonigeit, 1993: 1-12): 
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- definitely, the key factor is the increasing competition on world markets 
since Japanese companies have enlarged their market shares with cheap and 
high-quality consumer products since the early eighties; 

- also the changed customer preferences that value product quality as high as 
or even higher than the price of the product account for the relevance of 
'total quality' in the private sector; 

- new logistic systems such as the just-in-time principle imply that the quality 
of input factors in the logistic chain becomes more important. The trend to 
disintegrate the logistic system back to (external) suppliers also explains the 
increasing use of third party certification by suppliers. 

- From the point of view of the production process technical progress by it
self raises quality standards for products. Especially in micro-electronics, 
products have become so complex that the standards for the production 
process have become more and more demanding. 

- Last but not least, also employees of private companies have become a 
driving force in the 'quality movement' by asking for a certain quality of 
their work and participation. 

Which of these reasons does apply for the public sector? It is obvious that 
'the' explaining variable of quality as a strategic issue in the private sector is 
missing in the public sector, namely increasing international competition. 
Since the public sector is rather service than product-oriented, there is also no 
technical need for quality orientation from the point of view of the production 
process. Thus, the only factors pushing for quality orientation in the public 
sector are quality consciousness of citizens and the expectation of public em
ployees to find self-realization in their work. The question is if these factors 
produce enough pressure to go the painful way towards total quality in the 
public sector. Much more empirical research has to be done why TQM starts 
in the public sector (Bouckaert, 1992a:9). 

'Total quality' and TQM are definitely new management concepts and 
philosophies for the public administration. This does not imply, however, that 
public employees were not quality-oriented in the past. Quality - at least im
plicitly - has always played a role in the public administration even though the 
contents of qualitative public services have changed over time. Beltrami 
(1992:770) distinguished three phases in the evolution of quality in the public 
sector: 

( 1) 'quality' in the sense of respect of norms and procedures 

(2) 'quality' in the sense of effectiveness 
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(3) 'qualir-y' in the sense of customer satisfaction. 

In the first case, quality means the absence of arbitrary, or to express it in 
a positive way, formal correctness. Of course, in this definition, the reference 
to the user or customer is missing. As will be shown later, this understanding 
of quality in the public administration corresponds to the early notion of qual
ity as 'technical conformance to specification' in industry. The meaning of 
'quality' in the context of public services changed in the late 1960s when 
management by objectives gained popularity. Quality in the public sphere 
would still include the absence of errors but also starts to link the concept of 
quality with the purpose/a product/service would serve. This definition of 
quality has its equivalent in Juran's famous definition of quality as "fitness for 
use". In the early eighties, the 'total quality' concept of the private sector was 
transferred to the public sector, making customer satisfaction or even cus
tomer delight the point of reference for the degree of quality achieved. 

3. 2 The Development from 'Quality to Total Quality ' 

But what does quality mean? In a country where "made in Germany" is still 
taken as a synonym for high quality it seems paradoxical to copy quality man
agement systems from Japan. This shows that quality has different meanings 
in different cultural contexts: whereas in Germany quality has still the notion 
of a technology-oriented characteristic, quality in Japan has become a way of 
life (Zink and Schildknecht, 1992:78). 

This was not always the case in the past. Until the early fifties, Japan, the 
U.S. and Western Europe had a common understanding of quality. After
wards, the development of quality management in the U.S. and Western 
Europe stagnated. The further development of quality management took place 
in Japan. It was heavily influenced by U.S. quality experts like Deming, Ju
ran and Feigenbaum. The following table gives a survey of the phases of 
quality management in Japan in the historical evolution. It is important to see 
that TQM is the last chain-link in the evolution of different management sys
tems comprising elements of precedent management systems. The survey also 
shows the interdependence of the definition of quality and quality management 
systems. 
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Table 2: The Evolution from Quality to Total Quality in Japan 

I time per~od 11945-1949 11949 - 1951 11951 - late 1960s I late 1960s-1990s 
definition of technical con- technical con- fitness for use conformance to 
quality fonnance to formance to customer require-

norms and specification ments 
standards 

quality man- quality inspec- statistical qual- system-oriented company-wide 
agement sys- tion ity control quality assurance quality-control 
tern 
parameter of final product final product production proc- customer needs 
the quality ess 
management 
system 
management standardization statistical root cause analy- quality function 
instruments methods sis deployment 
era basic needs era basic needs era growth era quality era 
technological mass produc- mass produc- short product service economy 
change tion tion (Fordism) life-cylces 
type of markets seller markets seller markets buyer markets satisfied and 

globalized markets 
type of goods search goods search goods experience goods experience goods 
perspective producer- producer- consumer- producer- and cus-

oriented oriented oriented tomer -oriented 
(internal) (internal) (external) (external and inter-

nal) 
measurement objective con- objective con- subjective con- subjective concept 
concept of cept cept cept 
quality 
assessment third-party as- third-party third-party self-assessment 
concept of sessment assessment assessment 
quality 
time dimension static static dynamic dynamic 

© LOffler 1995 

The history of quality management in Japan can be divided into four 
phases. The starting point of Japanese quality management was the breakdown 
of the Japanese telephone network after the second World War (Ishikawa, 
1985: 15). The American Allied Forces as well as Japanese industry regarded 
the low quality of the telephone network as the main reason for this problem. 
As a consequence, efforts were made to apply modern methods of quality in
spection. This kind of quality management was already practiced in Europe 
whe-re, in the course of the industrialization process, manufactt1red \vork 
processes were substituted by the Taylorist concept of work organization 
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\.vhich was based on the separation of 'hand and head work'. This meant that 
monitoring activities became the exclusive task of additional hierarchical and 
functional uhits. In this context, quality inspection was transferred to superi
ors and later to specialized departments (Zink and Schildknecht, 1992:75). 

Quality tnspection had a purely technical function: it had to detect the 
good produc:ts and let them pass and had to stop the bad product. The per
centage of 111nacceptable products determined the quality of the production. 
Quality consisted of "conformance to requirements" (Crosby, 1979:17), 
specified as . a list of required characteristics. Since quality inspection focused 
on the finat product solely, it usually had no implications for productivity. 
Quite on the contrary, economists would often see a contradiction between 
quality and productivity: the more technical attributes or characteristics a 
product has to conform the more input factors are needed to produce one unit 
of output (Lancaster, 1966). The main management instruments were norms 
and standards that helped to carry out inspections correctly. All in all, quality 
inspection had an important function in creating common industrial norms in 
post-war Ja@an (Wongigeit, 1994:34). Nevertheless, this quality management 
system suffered from the fact that total inspection of all products was impos
sible and that conclusions from small samples were not representative. As a 
result, the ratio of detecting defects by quality inspection was low and quality 
inspection therefore inaccurate. 

In order to overcome this deficit quality inspection was further developed 
to statistical quality control. This phase of quality management was heavily 
influenced by the U.S. quality expert Deming. Deming stressed the impor~ 
tance of vairiation problems and its causes. In particular, he distinguished 
between systematic mistakes caused by men or machines and random mistakes 
like bad quality input factors. The main management instruments were statis
tical methods like sampling methods. The mass production of armament dur
ing the Second World War also encouraged statistical quality control in the 
U.S. and Great Britain (Zink and Schildknecht, 1992:76). Statistical quality 
control still focused on the end product and was the task of specialized in
spection departments. 

The environment of these early quality management systems was charac
terized by the "basic needs era" (Reiss and Zydromomyslaw, 1994:34). This 
meant that tlhe fulfillment of basic needs had first prionity in terms of individ
ual goals which was made possible by mass production on large scale. On 
markets, the price was the decisive competitive parameter. In terms of qual
ity, the goal function of producers was to produce a certain level of quality at 
least cost. The quality control system had to guarantee that costs of inspection 
did not exceed direct failure costs such as refuse and rework. 
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This concept of quality and quality control is onJy adequate for goods 
which the producer can specify before sale (and the consumer can investigate 
the characteristics before purchase). Nelson ( 1979) defines this type of goods 
as search goods. The Ford Tin Lizzy would clearly fall into this catagory, to 
give one example. This producer-oriented perspective (Bouckaert, 1992a:7) 
defined quality at the output level as a set of features of a good or service cor
responding to a predetermined description of the good or service to be pro
duced. Quality, in this sense, was an objective concept (Bouckaert, 1992a:7), 
since the judgement on quality was based on hard data. Specialized functional 
divisions were responsible for the assessment of product quality, which is a 
third-party assessment from the workers' perspective. At the same time, it is 
a static view that emphasizes technical conformance, no matter how much the 
specification for a product may have become inappropriate for the circum
stances in which this product must now be used. 

In the 1950s, environmental conditions changed and producer-oriented 
quality concepts and quality management systems proved to be inappropriate. 
Successful organizations now had to manage external rather than internal 
systems (Walsh, 1991 :504). The meaning of quality therefore shifted to qual
ity as "fitness for use" (Juran, 1979a:2). This definition of quality means 
meeting the objectives of the various customers. In order to do so, quality 
management in Japan then turned to quality assurance which "is broadly the 
prevention of quality problems through planned and systematic activities" 
(Oakland, 1993: 15). This included the rediscovery of the 'employee as rele
vant size' (Zink, 1992: 24) in the framework of so-called Zero-Defects
Programmes in the United States. This vision was mainly directed against 
thinking in terms of Acceptable Quality Levels and aimed at avoiding errors 
due to deficient attention and care of employees by changing the working atti
tude of front line employees. Various types of quality assurance management 
systems (Mack, 1992: 113) all have in common that they are system-oriented 
approaches which involve the whole company (in functional and hierarchical 
terms) in quality assurance. 

The focus is no more on the final product but on the production process. 
Quality improvement takes place by root cause analysis (Juran, 1979b: 16-9 -
16-44). The aim is to raise product quality continuously and to adapt it to the 
changing needs of customers. 

The behaviour of customers is determined by increasing material weH
being and forming a critical attitude towards technical progress in the "growth 
era" (Reiss and Zydromomyslaw, 1994:34). Markets are characterized by 
globalization and shorter product cycles. Low prices are no more sufficient to 
attract customers in buyer 11U1rkets. Quality has become a competitive parame-
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ter and a strategic goal for compaPJes. The types of goods being produced 
have also changed: with the service sector becoming larger at the expense of 
the industrial sector, experience goods (Nelson, 1979) become more and more 
important. Experience goods are those which are impossible, impracticable or 
too expensive to investigate before purchase. 

This has several implications for the judgement of quality which becomes 
a function of individual perceptions and expectations. This consumer-oriented, 
'subjective quality' vision (Bouckaert, 1992a:8) measures quality at the effect
level as the "fitness for use" (Juran, 1979a:2). Translated into the field of mi
croeconomics, the consumer-oriented concept of quality means the maximiza
tion of utility functions (subject to budget constraints). Even though system
oriented quality assurance was based on the idea that "quality is everybody's 
job" (Feigenbaum, 1983: 158), in practice responsibility for quality assurance 
has only shifted from inspection departments to top management. Therefore, 
it is legitimate to refer to the assessment concept of quality as third-party as
sessment from the perspective of the operational level. 

Company-wide-quality control is the last chain-link of Japanese quality 
management systems. It was introduced by Ishikawa in 1968 as a more com
prehensive approach than system-oriented quality assurance (Ishikawa, 
1985:91). What are the new elements of company-wide-quality-control? The 
underlying concept of quality is similiar to Juran's attitude: quality require
ments are derived from individual needs and translated into technical specifi
cations. However, customer-orientation does not only refer to the external, 
but also to the internal customer so that the whole company may be inter-
preted as a network of customer-relationships. As a consequence, all man
agement efforts concentrate on the fulfillment of customer needs. Market re
search has an important function in company-wide-quality-control, using 
techniques such as quality fanction deployment (Sullivan, 1986: 18). As the 
term company-wide-quality-control suggests all functional divisions and em
ployees are responsible that customer requirements are met in the production 
process. Quality in this management system becomes a strategic business is
sue and is seen as the key success factor for long-term competitiveness 
(Ishikawa, 1985: 104 f.). 

The evolution of quality from a technical function to a strategic business 
goal may be explained by the change of the external environment. The 
"quality era" (Reiss and Zydromomyslaw, 1994:34) may be characterized by 
a general consciousness and awareness of quality among customers as well as 
by competition through quality. Today's service economy is based on personal 
company-customer relationships rather than on standardized production proc
esses, which is the reason for quality becoming a subjective concept. 
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Comprehensive quality mar1agement concepts like company-wide-quality-
control try to combine the old producer-oriented quality control and customer
orient.ed quality assurance concept so that the idea of customer-orientation is 
also introduced into the production process: The preceding production ur.its 
become the internal customers of the performance recipients in the added
value chain. The term product therefore includes each single output of a pro
duction process. Since customer requirements have to be met at every stage of 
the production process every employee has to make sure that his or her 
'products' have all the necessary quality specifications. Following the logic of 
this management concept, the assessment of quality is based on self
assessment. 

Company-wide-quality-control and TQM are often referred to as syno
nyms in literature. Even though their approach and emphasis is similiar, there 
are differences with respect to the operationalization of customer-orientation. 
Also, TQM claims to be more complete than company-wide-quality control. 
However, this completeness goes at the expense of clarity as will be shown. 

3.3 TQM as Quality Management System in the Private and Public Sector 

In the Western world, TQM was seen as one of the success factors for the 
Japanese becoming the number one in the electronics and car market. TQM is 
based on a definition of quality that comes from consumer psychology litera
ture and sets consumer expectations as the first and ultimate goal of each ac
tivity in an organization (whereby staff is seen as the internal consumers of an 
organization). Often an even more ambitious definition of quality is used in 
organizations applying TQM, namely that quality only exists if the customer's 
expectation is exceeded (Bovaird, 1995). 

Whereas the TQM concept of customer-orientation is still quite clear, it is 
difficult to define TQM as a management system. Every author stresses dif
ferent elements of TQM (compare an overview in Zink and Schildknecht, 
1992:99 f.). The following definition from the U.S. Department of Defense's 
Total Quality Management Guide (1990) conveys a sense of the comprehen
siveness and the expectation inherent in TQM as an organizational change 
process (Hyde, 1995:48). According to this definition, "TQM is both a phi-
losophy and a set of guiding principles that represent the foundation of a con-
tinuously improving organization. TQM is the application of quantitative 
methods and human resources to improve materials and services supplied to 
aiTl. organization, to improve all the processes \vithin the orgar.Jzation, and to 
improve the degree to which the needs of the customer are met, now and in 
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the future. TOM integrates fundamental management techniaues. existin2 im-
-- - - .._ I ....... 

provement efforts and technical tools under a disciplined approach focused on 
continuous improvement" (U.S. Department of Defense, 1990: 11). 

in order to function properly, TQivi requires the full and active involve
ment of all employees as well as effective information systems. Quality costs 
calculation and benchmarking are two important information instruments to 
collect the information needed with regard to external and internal customers, 
internal processes and competitors (Herter, 1993: 32). 

None of these elements are new. What is new about TQM is that it pre
tends to integrate and combine each of these elements in order to maximize 
customers' satisfaction. Now linear programming tells us that it is not possible 
to maximize simultaneously in several directions. For example, maximizing 
investors' satisfaction would mean to shut down a company when the external 
rent exceeds the internal rent. Of course, this would not satisfy employees 
who only care about permanent rent. The experience with applied TQM also 
shows that organizations in Japan rather focus on cost reduction techniques, 
whereas in the U.K. customer orientation has been regarded as a main goal 
with costs reduction regarded as secondary (Boivard, 1995). Much consensus 
exists on some of the key components of TQM systems, but there are major 
differences in opinion about the appropriate components of TQM and the ap
propriate emphasis among the various components (Easton, 1994: 595). Qual
ity awards as an assessment instrument of quality management systems give 
some conceptualization of what TQM ought to be. Therefore, it is interesting 
to examine quality awards in a comparative perspective. 

What is it that makes TQM so attractive in private companies? One possi
ble explanation is that TQM dissolves the contradiction between quality and 
productivity (Herter, 1993 :29). By integrating quality assurance into the pro
duction chain, effiency gaps will be removed and the overall productivity will 
be increased. Thus, high investment costs for TQM training activities and or
ganisational changes pay off for private companies in the long-term. 

The question arises if TQM also makes sense in the public sector. As a 
matter of fact, TQM proponents maintain that TQM principles only need mi
nor modifications when applied to business and government because a deliv
ered service can be viewed as a product. However, (public) services have 
characteristics which are very different from industrial products even though 
for analytical and operational purposes a service can be defined as a product. 
Therefore, it is important formulate to explicitely the (unwritten) conditions 
for "orthodox TQM" (Swiss, 1992:356) in the industrial sector, to confront 
these tenets with the particular characteristics of the public sector and to make 
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t11e necessary conclusions. In t.11e following, seven basic tenets of classical 
TQM (Swiss, 1992:357-359) will be confronted with the particulars of the 
public sector. 

Table 3: Classical TQM and 'reformed' TQM in the public sector 

The Tenets of Classical Characteristics of the Characteristics of the The Tenets of 
TQM Private Sector Public Sector 'Reformed' TQM 

the customer is the ul- in a market situation, in the state, the citizen the taxpayer is the ul-
timate determiner of the customer is the is a concentration of timate determiner of 
the quality sovereign party of rights and duties within the quality (and quan-

market contracts; the rule of law; in the tity) 
diverging needs can be case of public goods 
addressed by different diverging interests 
private goods and/or between different 
different producers groups of customers 

1..~··~ ·~ 1..- 1..~1~-~~...i 
1141 Vo;; LU Uo;; UiU411'-o;;U 

quality should be manufacturing industry in the case of private the perceived quality of 
aimed at early in the (with routine produc- and public services, a service depends on 
production process tion processes) production and con- the appearance and be-
(upstream) rather than sumption often coin- havior of the person 
being added at the end cide delivering the service 
(downstream) 
preventing variability manufacturing industry in the case of labor- heterogenity of per-
is the key to producing (with routine produc- intensive services, sonalized services may 
high quality tion processes) standardization is im- be used to increase 

possible choice 
quality results from the intrinsic motivation general level of salary extrinsic motivation 
system, not from indi- important below private sector important in low-salary 
vidual efforts positions 
quaJity requires con- product quality has to fixed resources limit limited resources re-
tinuous improvement be adapted to changing the capability for rais- quire more focus on 
of outputs as well as of customers' needs; or- ing the quality of out- continuous improve-
inputs and processes ganizational effective- put according to ment of organizational 

ness leads to customer 'customer demands'; efficiency and eff ec-
loyalty organizational effec- tiveness 

tiveness and efficiency 
leads to savings 

quality improvement quality is accepted as a the sharing of one each organizational 
requires strong worker strategic goal of the definition of quality is unit has to operational-
participation organization and difficult in an organi- ize quality into meas-

worker and manage- zation where employ- urable dimensions de-
ment have a common ees have different pending on the kind of 
definition of quality loyalities and strive to service it provides 

meet umelated, if not 
mutually exclusive 
standards of excellence 
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The Tenets of Classical Characteristics of the Characteristics of the The Tenets of 
TQM Private Sector Public Sector 'Reformed' TQM 

quality requires total business culture fo- government culture for the top political of-
organizational corn- cuses on management much more open to ficials other political 
mitment outside forces factors more important 

than quality; sole focus 
of employees on cus~ 
tomer satisfaction diffi-
cult when loyalities and 
other standards of ex-
cellence are more im-
portant success factors 

© LOffler 1995 

This discussion comes to the conclusion that all of Swiss' seven tenets for 
classical TQM have to be modified when considering the particular features of 
the public sector. In some cases, the 'characteristics of the public sector' also 
apply to the provision of private services, which is different from the produc
tion of goods. The tenets of 'reformed' TQM are derived as follows: 

- The main tenet of classical TQM is that the customer is the ultimate de
terminer of (product) quality. This is true in non-monopolistic market 
structures where the customer has the choice between different producers. 
In the state, however, the customer is no more sovereign since he or she is 
subject to the rule of law. In the case of public goods, the public admini
stration also has the problem to balance diverging interests between differ
ent groups of customers, such as the direct beneficiaries of public goods 
and the taxpayers. Since all public goods are financed by the taxpayer, no 
matter which interest groups may demand their provision, in 'reformed' 
TQM the taxpayer has to be the ultimate determiner of the quality and 
quantity of public goods. 

Classical TQM also puts a lot of stress on process management. In order to 
avoid costs of inspection and repair, quality should be considered early in 
the production process rather than being added at the end. Variability in the 
production process should also be avoided. This makes sense in the manu
facturing industry producing homogenous products on large scale. Yet, in 
the case of (private and public) services, production and consumption often 
coincide. Variabilit'f is nat'J.ral since the provision of labor=intensive ser1= 
ices cannot be standardized. The conclusion is that the perceived quality of 
a service depends on the appearance and behavior of the person delivering 
the service. 'Reformed' TQ~1 t.11.erefore stresses hUi"11an resource manage
ment instead of process management. Variability in personal service deliv-



25 

ery is also regarded as an instrument to increase choice and competition in 
. . . 

service prov1s1on. 

- Classical TQM claims that quality results from the system, not from indi
vidual efforts. As a consequence, individual rewards are seen as dysfunc
tional. Intrinsic motivation may be more important than extrinsic motiva
tion when a certain standard-of-living can be afforded and the position 
gives some kind of recognition. In the public sector, however, the general 
level of salary is below that of the private sector and, especially in low
salary position, individual incentives may increase the motivation of public 
employees. Thus, 'reformed' TQM recommends individuals rewards in 
low-profile public service positions. 

- Continuous improvement of TQM refers to the adaptation of product qual
ity to changing customers' needs as well as to internal processes. The trans
fer of classical TQM to the public sector would imply that the state has to 
raise the ·quality' of public goods according to demands of various cus-
tomer groups. However, given the fixed resources of the state, the capabil
ity for investing in increasing quality (and quantity) of output is limited. 
Notwithstanding, it pays off for the public sector to increase organizational 
efficiency and effectiveness in terms of savings and improved public pro
ductivity. Therefore, 'reformed' TQM recommends to the public sector to 
focus on the continuous improvement of organizational efficiency and ef
fectiveness, which means to link outputs with inputs. 

Classical TQM only works if all workers are actively involved in the conti
nous improvement process. This means that all employees share a common 
understanding of quality and work towards the same goals. This is much 
more difficult to carry out in the public sector where employees have dif
ferent (political) loyalities and strive to meet unrelated, if not mutually ex
clusive standards of excellence (Halachmi, 1991 :2). Instead of elaborating 
an abstract vision that only serves to cover diverging interests of public 
employees, 'reformed' TQM claims that it is more functional in the public 
sector to define indicators of quality depending on the kind of public serv
ice/task of organizational units. 

- Last but not least, classical TQM demands total organizational commitment 
to quality. This is possible in a business culture environment where quality 
is a strategic goal .. GoverP..ment cultt1re is much more heterogenous and 
open to outside forces. This does not mean that government culture cannot 
become more quality-oriented. However, 'reformed' TQM claims that 
quality cannot become die sole para..TJieter of excellence in the public sector, 
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as political loyalities a..11d other sta..11dards of excellence are more important 
success factors for public employees. 

Summing-up, TQM is also useful in the public sector if it is adapted to the 
particular conditions of public service provision. The comparison of private 
and public quality awards will reveal if and how quality award organizers 
have considered the characteristics of the public sector in the design and cri
teria of quality awards. 

4. Assessing Quality in the Public Sector 

4.1 Measurement Problems (LOffier, 1995b) 

The evolution of quality management systems depending on different defini
tions of quality shows that quality is a broad concept. This fact already gives 
one important reason for the attraction of quality within the 'New Public 
Management' movement: it has various meanings for different stakeholders, 
which makes it less controversial than other, clearer conceptualizations of 
performance. Considering, however, the little progress that has been made 
with the measurement of the 'three E's', it is doubtful whether it can be re
garded as a progress to proceed to an even more complicated concept of per
formance in the public sector. The present state of performance measurement 
in the public sector can be illustrated with the graph below. 

Graph 2: Dimensions of Performance Measurement in the Public Sector 

Goals, 

Targets Input 

~ . 

Output "Outcome" Structure, 

Process 1-+-~1 ("objective").____. ("subjective") 

·--··-----·--· 

----------~Gecti;0,...l _____ ....... I 
Source: Klages and Haubner (1990:250) 
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Reading the graph from the left to the right, the 'production process' of 
the public administration starts with goals or targets. The realization of these 
goals implies the use of input (staff and material) in organized administrative 
processes. These actions result in products which may be defined as output 
from the point of view of the administrative organization. From the 
'customers' point of view they are perceived as outcome. 

In theory, each of the elements of this 'system' may be taken as a basis for 
perfonnance measurement. In practice, however, there is a downward trend 
in performance measurement that goes from inputs to structure and processes. 
The measurement of outcomes had been neglected in the past but this dimen
sion becomes increasingly important with the rise of (subjective) quality con
cepts. Talking in concrete terms, surveys to find out financial and personal 
requirements are very common in the public administration and take place 
regularly. Also organizational examinations focussing on organizational ef
fectiveness are quite common in the public administration. Less efforts have 
been made to define and measure administrative outputs and to relate them to 
input; i.e. to assess public sector productivity. The same is true for relating 
outputs to previously defined goals, i.e. the measurement of effectivity. In
stead, more and more attention is paid to the effects of administrative actions 
as perceived by the external 'customer'. As a matter of fact, an increasing 
number of public organizations regularly relies on customer surveys and focus 
groups in order to obtain 'soft' data. 

In contrast to the 'three E's', quality can be taken as an objective or sub-
• • A 1-' ' ' 1.. 1- 1' ' 1' -l' jective concept. n.s an Oujective concept, 1t uas to ue sp11t up mto qua11ty ul-

mensions such as performance, features, reliability, conformance, durability, 
serviceability,aesthetics and perceived quality (Garvin, 1988:49-60; Kouzmin, 
1993:216 f.). Such a differentiation of the complex term quality allows to op
erationalize the quality of products or services by means of particular quality 
dimensions. 

If quality is considered a subjective concept, there is no need to break it 
down into several dimensions and to find indicators for these. The (subjective) 
view of customers may be sufficient as an indicator for the degree of quality 
achieved. Relying on customer satisfaction as an indicator of quality implies 
that quality may be perceived as decreasing due to more demanding customers 
while (objective) quality has remained constant. This may be acceptable in the 
private sector which builds on the idea of customer sovereignty and where 
customer satisfaction is supposed to lead into increased profits and market 
shares. Yet, in the public sector financial resources are limited and the at
tempt seek 'customer satisfaction' by focussing on the perceived quality of 
public services may lead to more unrealistic expectations on behalf of the citi-
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zens. Taking customer satisfaction as the difference between the perceived 
quality of public services and individual expectations shows that public or
ganizations with scarce resources also have to do expectation management, 
i.e. to make clear to c1t1zens what is feasible and what is not feasible. This 
aspect certainly needs more elaboration but it shows that a simple transfer of 
private sector ideals and methods to the public sector may be counter
productive. 

Summing-up, three major trends in performance measurement in OECD 
Countries in the 1990s can be identified (MAB-MIAC 1993:20-21): 

- the development of benchmarking concepts which enable comparisons of 
similar quality management activities across a number of areas (quality 
awards); 

- the efforts concerning the measurement of customer satisfaction (citizen 
surveys, output as indicators such as the number of complaints, throughputs 
as proxies for direct clients, impacts of programs) 

- some lessening in the focus on the long-term, particularly in evaluation 
work. 

There is also a trend to 'measure' organizational quality indirectly by as
sessing quality management systems. This is done on the assumption that 
quality management systems such as TQM produce high quality outputs, in
ternal processes and inputs. Quality awards are one particular assessment in
strument of quality management systems. They are closely related to other as
sessment instruments such as the ISO 9000 series and citizens' charters. 

4. 2 Assessment Instruments of Quality Management Systems 

4. 2. 1 The ISO 9000 series and Third Party Certification 

The ISO 9000 series is an internationally recognised standard for quality as
surance. (ISO is an International Organization for Standardization, which is a 
federation of national standards bodies, and which is responsible for preparing 
international standards.) This international standard gives indications how to 
set up quality systems in organizations where a contract between seller and 
buyer requires the demonstration of a supplier's abiiity to supply to mutuaiiy 
agreed requirements. Thus, the ISO 9000 series in its present form only re
quires an organization to build such a quality system that its products comply 
to stated requirements. It does not require, albeit not prevent, an organization 
to aim at full customer satisfaction, or even customer delight. Therefore, this 
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international standard is not contradictory to TQrv1 but rather an important 
building-bloc for the introduction of TQM (Kume, 1993; Fowler, 1993:69-
72). 

Not surprisingly, this standardization approach has its roots in the military 
business. In the 1960s, the techniques of quality management practiced in the 
USA were beginning to attract attention in Western Europe and so the British 
Ministry of Defense introduced standards as a means of codifying the quality 
management system of suppliers (Ware, 1993:5). Other major purchasers, 
particularly in the public sector, industries followed suit. The success of this 
approach in Great Britain prompted BSI standards to produce a national stan
dard, culminating in the publication of BS 5750 in 1978. The British standard 
then served as a model for the ISO 9000 series that were published in 1987. 
ISO 9000 was also adopted by the European Community as EN 29000. By the 
end of 1992, there was an increasing number of European, but also U.S. and 
Japanese companies obtaining registration (Aune and Ashok, 1994:583 f. and 
593). The ISO 9000 series had become important for doing business in the 
European Community and thus helped to facilitate the free flow of goods. It is 
now time for the European Commission to standardize national standards of 
certification (Sharp, 1994). 

The mysterious formula ISO 9000-9004, reveals itself as a synopsis of 
norms which needs to be understood as a guideline, as a benchmark for com
panies to improve their individual quality management but also fitting their 
needs and organizational characteristcs. It is by no means a ready, of-the-shelf 

1 • 1 • • so1uti0n or a regu.1ato1y system ma negative sense. 

With regard to the contents of ISO 9000-9004, it can be divided into three 
blocs (BHising, 1992:27): 

- Instruction to use, selection criteria (9000); 

- guidelines for the development of quality management in one 's own re-
sponsibility (9004); and 

- proposals aiming at preventing non-conformity in the framework of con
tract-based negotiations (9001,9002,9003). 

It is apparent that the main focus of the ISO-system is the contracting 
situation. The recommended quality assurance system consists of 23 elements, 
out of which an organization has to choose suitable elements for the formula~ 
tion of contracts. The point of departure for the development of TQM is the 
non-contracting situation for which ISO 9004 gives instructions. 

The establishment of a quality assurance and management system along 
ISO 9000 guidelines is connected with considerable costs (for a survey on 



30 

those costs, see Biasing, i992:35). in view of this investment, industry wants 
to have the application of ISO 9000 certified. Independent, so-called third 
party certification offers the possibility of using quality as a marketing tool 
and avoids ihe disadvantages of second party actJV1ty and subjective judge
ment (Ware, 1993: 6-8). Demand for the application and certification of ISO 
9000 may be created by a need to extend a suppliers' market into areas where 
his reputation is unknown or needs support. Especially the desired realization 
of the internal European market by the end of 1992 showed the need for a 
single consensus quality standard, which explains the increasing importance of 
certification for trading companies (Meier, 1993:77). However, whereas na
tional accreditation bodies make sure that certification bodies operating within 
each EU country are equally stringent and competent in their certification, no 
such harmonization exists on the EU-level yet, let alone on the international 
level (Sharp, 1994). Thus, in reality, ISO 9000 does not come up to its claim 
to be an international standard. 

Does the ISO 9000 series also make sense for public sector organizations? 
To date, the application of the ISO-system to the public sector is still at an ex
perimental stage. The Finnish Association of Local Authorities has done some 
pioneering work by testing the ISO set of standards in practice in order to find 
out whether they were applicable to municipal service operations. Five mu
nicipalities were selected for pilot projects in different service functions. In 
the end, all five pilot projects had produced a quality manual and achieved 
readiness to introduce a certified ISO 9000 quality system (the five reports of 
the pilot projects are published in Finnish by the Association of Finnish Local 
Authorities). This shows that ISO standards are applicable to the public sec
tor, but do they bring public organizations on the road to 'new public man
agement'? Here it is important to remember that achievement of the ISO stan
dards by a public organization indicates that its processes are under control 
and that products and services reaching the client/ customer are conform to 
(however defined) quality requirements. As far as the application of ISO 9000 
helps to reduce the risk of error and rework this is conform with the demand 
of NPM to increase the efficiency of public sector organizations. As far as 
ISO 9000 encourages conformance of public products and services to re
quirements it is contrary to the demand of NPM to focus on customer orienta
tion and rather supports the W eberian ideal of a uniform production of public 
goods. 

For the value of the ISO 9000 series as a quality assessment instrument in 
the public sector there are three implications: 

(1) ISO 9000 it primarily important for contractual situations such as con
tracting-out or competitive tendering to help public sector organizations to 
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evaluate the product or service quality of different suppliers and their ex
pected quality level for the duration of the contract. 

(2) The application of ISO 9000-9003 may be especially useful for small 
public organizations where supervision and management are multi-roled and 
lack or written procedures and crisis management are prevalent (Steventon, 
1994: 7). The documentation required by the ISO standards brings in the nec
essary transparency to control the various operations. 

(3) In most cases, however, public sector organizations will find it most 
useful to implement the ISO 9004 standards. This component lays the corner
stone for the development of TQM. Interestingly enough, the Association of 
Finnish Local Authorities based the Finnish municipal service standard ex
actly on ISO 9001 and 9004-2 standards (Association of Finnish Local 
Authorities, 1995). 

4.2.2 Citizen's Charters and the British Charter Mark Awards Scheme 

Charters are important official documents expressing commitment to the mod
ernization of the public services. "Considering charters as purely technical 
documents describing intentional and planned quality improvement strategies 
underestimates the real scope and significance of these documents. The po
tential of charters is to express a consensus on a societal model on the behav
iour and responsibilities, rights and duties, expectiations and trust, of politi-
ciru1s in gover11ment, civil ser1ants in public ser1ices and citizens" 
(Bouckaert, 1995: 194). 

The essential idea behind charters is to increase the quality of life in soci
ety and to pay more attention to the needs of citizens. The ultimate purpose is 
to renew citizen trust not only in public services but also in the State. Mean
while, citizen's charters have been set up in Belgium - "Chartre de 
l'Utilisateur des Services Publics - Handvest van de Gebruiker van de Open
bare Diensten" (Minister van Binnenlandse Zaken en Ambtenarenzaken, 
1993), in France - "La Chartre des Services Publics" (Ministre de I'Etat, 
Ministre de la Fonction Publique et des Reformes Administratives, 1992), in 
Portugal - "The Public Service Quality Charter" (Secretariado para a Mod
erniza~ao Administrativa, 1993) and in Great Britain - the Citizen's Charter 
(Prime Minister, 1991). 

As Bouckaert concluded from a careful comparison of the Belgian, French 
and British charters, "there are different charters for different conceptions of 
quality in society" (Bouckaert, 1995: 196). In the British Citizen's Charter, 
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the market is the point of depai-ture and the general purvose is to increase 
competition and choice. The basic mechanism in the system to achieve quality 
is the pressure on the users on their producers to satisfay the recipients of 
public services. The French and Belgian charters, however, are based on the 
State and the legal framework of democracy. Their main intention is to im
prove public service delivery by maintaining an equilibrium of rights and du
ties between the various stakeholders. The Portuguese Public Service Quality 
Charter focuses both on the idea of accountability of the state to the citizen 
and on value for money. Thus, even though charters generally focus on qual
ity in the public sector the underlying societal concept and ist operationaliza
tion of quality are different from each other. 

The British Citizen Charter is also the basis of the so-called Charter Mark 
Award (Cannon and Fry, 1995:201). It is open to public services whose main 
purpose is to serve the public directly. Applicants have to prove to the Prime 
Minister's Citizen's Charter Advisory Panel that they meet the Citizen's 
Charter principles for delivering quality in public services (Prime Minister 
and the Chancellor of the Duchy of Lancaster, 1992:46).The Charter Mark 
winners then may use the Charter Mark on their products to show that their 
achievements have been recognised. 

The idea to use charters in the 'new public management' framework is 
somewhat irritating because the historical load of the term charter places them 
among the old state contract theories (Hobbes, Locke). Historically, the term 
charter was first used in the English Magna Charta Libertatum from 1215 
which was rather a letter of privileges for the noblemen than a catalogue of 
liberal rights for all citizens (LOw, 1986: 197). Nevertheless, it was an impor
tant milestone in the history of human and basic rights. The citizen is at the 
centre of this early codification of liberal rights; a citizen being defined 'as a 
concentration of rights and duties within a constitutional State, within the rule 
of law, and a hierarchy of laws and regulations' (Bouckaert, 1995: 185). The 
client is a much more limited concept since the citizen is part of the social 
contract, whereas the client is part of the market contract. When charters are 
used in the ideological context of new public management, the meaning of 
charters changes significantly. It is no longer a catalogue of rights and duties 
of the ruler and the ruled, but a 'quality' checklist for clients of public serv
ices. This is especially true in the British Citizen's Charter which would be 
more appropriateiy named "Customer's Charter" (Bouckaert 1995: 185). 
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4.2.3 Quality Awards 

Quality awards are a performance measurement instrument which foster inno
vation and quaiity in the pubiic sector by identifying exceiient pubiic organi
zations through independent panels with the active participation of public 
agencies. The aim of quality awards is to make the success factors of excel
lent administrative practices visible and public. This definition excludes 
awards that are given to organizations for outstanding achievements in the 
past without using performance indicators and without submitting to competi
tive selection processes. For example, the grant of the Distinguished Service 
Cross to public organizations in Germany does not fall into the quality award 
category because the selection was not carried out by competitive process. 
Nevertheless, the above definition is broad enough to include innovation 
awards in the public sector. As Borins (1995:215) points out, the difference 
between specific and general quality awards is gradual rather than fundamen
tal: Given the elusive nature of innovation in the public sector, judges of spe
cific innovation awards will always have to include effectiveness in their 
overall judgement. 

Quality awards have their origin in the total quality movement (TQM). 
Whereas the standardization approach such as ISO 9000-9004 helps organiza
tions to reach a minimum level of quality, the intention of TQM is to make 
organizations work out their own specific quality improvement system 
(Antilla, 1993:19). Yet, the two 'schools' are not as contradictory to each 
ot_her as different quality movements may suggest: With the help of standards, 
organizations are given an orientation of the different aspects of quality and 
enable them to obtain a minimum standard of quality which can be the starting 
point for total quality management. The German experience with awards is 
that the participation of an organization in an award program only makes 
sense if the organization has already reached a certain level of quality man
agement and, thereby standards can be a useful instrument. 

As already pointed out above, quality awards competitions stem from the 
private sector and have been transferred to the public sector as a result of a 
paradigm shift taking place in the public administration in post-industrial 
countries (Reinermann, 1993). 

Quality awards are introduced as surrogates of competition in the public 
sector where a market does not exist. The competition among the participants 
of an awards program is intended to motivate members of public organiza
tions to take an active role in quality management of their organization. In 
case they win the award they then act as a model for other organizations, in 
case they do not win the award, they then learn to become better in the future. 
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Pubiic sector quaiity awards have another important function. Whereas in the 
case of private goods there is a price reflecting a complex measure of all the 
quality characteristics economic actors attribute to a good, there is no such 
indicator in the case of public goods. As a result, there is a complicated 
problem in the assessment of quality in the public sector. Here, quality 
awards can be an instrument to measure quality by using multi-dimensional 
indicators. This technical function is closely related to the third function of 
public quality award programs which is to help public organizations to im
prove their quality assurance systems by learning from each other. Quality 
awards identify excellent public organizations and their success factors are 
made visible to other public organizations (Haubner, 1993: 54). This means 
that there is also a cooperative element in quality competition awards which is 
perhaps the most important function of such quality awards if they claim to be 
an instrument in fostering innovations and quality in the public sector. 

It is obvious that there is a tension between the competitive and coopera
tive elements of public quality award competitions. On the one hand, partici
pants of award programs want to know how good they are compared to other 
organizations and where they have strong and weak points. On the other 
hand, nobody wants to 'lose' so that organizers of quality awards have to 
stress the cooperative element of the award in that 'every participant 
wins'(Information Sheet of the Second Speyer Quality Award 1994) by 
learning from others and that winning the award itself is not so important. 
This trade-off that has to be made by the organizers reveals the inherent 
complexity of problems of award programs. If the learning aspect is central it 
might be more functional for the program to avoid the term competition and 
to look for another term. On the other hand, if the aim is to introduce com
petition, market competition being abgent, then winning the award becomes 
the crucial element of the program and 'losing' has to be the consequence of 
participation. 

4. 3 Overlap of Different Assessment Instruments 

It is evident that the above quality management assessment instruments are not 
mutually exclusive for they target at different levels of quality (in the sense of 
degree) and aim at aualitv at different levels (in the sense of oersoective) of 

........ ,, _.._ .,,, ... .I.. ~ , 

the public sector. 
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Giaph 3: Quality f'v1anagement Assessment Instn.unents and Targets of Quality 
Levels 

level of quality 

quality measurement instruments 

ISO 9000-9004 charter mark award quality awards 
© LOffler, 1995 

Certification according to the ISO 9000 series checks whether a certain 
(minimum) level of quality management has been attained by an organization. 
The standard that has to be reached is conformity of product quality. This 
standard approach also underlies the British Charter Mark Award. It is at
tributed to public organizations that have fulfilled certain criteria of quality 
service delivery. Nevertheless, in contrast to the static approach of ISO 9000, 
the evaluation scheme of the Charter Mark Award puts emphasis on in-built 
mechanism of improving service delivery over time. Quality awards, how
ever, do not look for the 'good' public organizations, but for the 'best of the 
class'. In otl1er words, quality awards look for the maximum level of qualit-y 
in public services, which does not only have to express itself in high quality 
of service delivery, but also with regard to working relations. The various 
quality management assessment instruments may therefore be classified ac
cording to the level of quality they target at as shown in graph 2. 

The described quality management instruments also differ with regard to 
the perspective they take of the public sector: they want to focus on quality. 
According to Bouckaert ( 1992b), the focus on the concept of quality may be 
situated at three levels, the micro, the meso and the macro level of society: 

Self-assessment and quality circles fall in the category of micro-quality. 
This is an internal quality concept which applies to the relationship of 
top/middle/base in an org~misation. The orighrnl purpose is to increase the 
quality of working life by paying attention to human resources. The ultimate 
goal is to improve the organisational performance. The basic method is to 
make a.n organisation define its own qu;:ility st;:indard. 
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The ISO 9000 series, the char1er nzark award and quality awards belong to 
the category of meso-quality. This is an external quality concept which applies 
to the relationship producer/consumer. The orginal purpose is to increase the 
quality of the service. The basic method is to set up a quaiity standard or to 
use TQM. 

Charters adhere to the category of macro-quality. This generic system 
concept applies to the relationship public service/citizen and to the relation
ship politics/society. The original purpose is to increase the quality of life in 
society and pay more attention to citizens. The ultimate goal is to re-establish 
people's trust in public services, the government and the state itself. 

Here the focus will be on quality awards and on the concept of quality they 
use. 

5. Anaiysis of important Quality Awards in OECD Countries 

5.1 An Overview of Quality Awards in OECD Countries 

Due to the rise of the quality movement in the Western World, quality awards 
for the public and private sector exist in most OECD countries by 1995. The 
table below only gives an overview of the quality awards organized on the 
national level in each OECD country, excluding awards programs given on a 
more limited geographical scale such as the quality awards existing in every 
state of the United States (Bemowski, 1993:30-36). It would be another re
search task to examine to which degree quality awards on a 'regional' level 
consider 'regional characteristics' or to check if they simply reduce the na
tional award to the 'regional' level. The same question applies to international 
awards such as the Carl Bertelsmann Prize that was organized by a private 
German foundation. In this international study, the focus will be on national 
awards solely. 

Table 4 reveals that quality awards for the private sector (for an overview 
see European Organization for Quality, 1994) are more common than for the 
public sector. This is not surprising if you consider the origin of quality 
awards. A whole variety of national quality awards is given in the United 
States and Canada. ~A .. lso each of the Sca.~dinaviaI1 countries has a national 
quality award. It is interesting to note that in the German-speaking countries 
(with the exception of Germany) there are no quality awards on a national 
level. The absence of quality awards in German-speaking countries is due to 
the fact that 49 percent of German entrepreneurs still have an inspection-
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oriented view of quality, as a su1 vey effected recently in West-Germany 
shows (Hauer et al., 1993). Most quality award organizers have the intention 
to extend their award program to the public sector in 1996. By mid-1995, the 
foliowing quaiity awards had been estabiished for the pubiic sector. 

Table 4: Overview of National Quality Award Competitions in the Private and 
Public Sector in OECD Countries in 1995 

country quality award for quality award for quality award for 
the public sector the private sector the private and the 

public sector 
Australia - Australian Quality -

Award 
Austria - - -

Belgium - Belgium National -

Quality Award 
Canada IPAC Award for In- Canada Awards for Canada Awards for 

novative Manage- Business Excellence Excellence 
ment; 

Margaret Cottrell-
Boyd Innovation 

Award 
Denmark The Danish Quality - The Danish Quality 

Prize; De Bedste i Prize 
Staten (the Best State 

Agencies) 
t'iniand Bra Serviceverk Finnish Quaiity Finnish Quaiity 

(Good Public Service Award Award 
Utilities) (1994) 

France - Le Prix Qualite -

France 
Germany Speyer Quality - -

Award; 
Carl Bertelsmann 

Prize 
Greece ? ? ? 
Ireland - Irish National Qual- -

ity Award 
Italy Innovation Prize in - -

the Public Admini-
stration 

(Premio Innovazione 
nella Pubblica Am-

-!-! ... +-~-!--- ...... \. 
JJJJJJJl)U aLJUJJC:) 

Japan Deming Award 
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country 

Luxemburg 
Netherlands 

New Zealand 

Norway 

Portugal 

Spain 

Sweden 

Switzerland 
Turkey 

United Kingdom 

United States 

quality award for 
the public sector 

The Dutch Quality 
Prize (N ederlandse 

K waliteitsprij s) 

Vellykket Forvaltning 
(Eczellent Public 
Administrations) 

Public Service Qual
ity Contest 

? 

Kronorna Bland 
Verken (I'he Crowns 
of the Govemement 

Agencies); 
Swedish Quality 

Award 

British Charter Mark 
Awards Scheme 
The President's 

Awards Program; 
The Innovations in 
American Govern-

ment Awards 

no quality award exists 

? no information available 

© LOffler, 1995 

J•...t.._ ..i p qmu.1ty awaru 10r 

the private sector 

European Quality 
Award 

Norwegian National 
Quality Award 

Portuguese National 
Quality Award 

Spanish National 
Quality Award 

Swedish Quaiity 
Award 

Turkish National 
Quality Award 
British National 
Quality Award 

The Malcolm Bald
ridge Award 

quality award for 
the private and the 

public sector 

New Zealand Na
tional Quality 

Awards 

Swedish Quaiity 
Award 
(1995) 

Since this is a study on the public sector it is self-evident that quality 
awards which are only open to the private sector are excluded with three 
exeptions: the Deming A ward, the Malcolm Baldrige National Quality Award 
and the European Quality Award. These private sector awards function as 
models for quality awards for the public sector and will therefore have to be 
considered. 
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Not all public sector quality awards on the national level will be analyzed 
in depth in this study. The selection criterion is the relative importance of a 
public sector award in the respective country. This is operationalized by the 
degree to which quality awards are institutionalized and the number of award 
participants in an award. Quality awards will be considered important if they 
are organized on a regular basis and attract at least 1 % of all eligible candi
dates as award participants. There are a number of awards that do not fulfill 
these criteria since they were one-time events and/or only had a very small 
number of participants. This is the case with the Danish award 'De bedste i 
staten' given in 1990, the Swedish and Finnish public sector awards 
'Kronoma bland verken' and 'Bra Serviceverk' which were organized simul
taneously in 1991 and the Norwegian award 'Vellykket forvaltning' given in 
1993. All these awards were experimental in nature and laid the cornerstone 
for more elaborate public sector awards (Murray, 1995:147 f.). Also the Ca
nadian 'Margaret Cottrell-Boyd Innovation Award' is still evolving. 

5.2 Fonnal Frame and Design of Awards 

5. 2. 1 Comparison of the Three Private Sector Prototype A wards 

The formal frame of a quality award, which includes items such as year of 
establishment, initiative, organizing institution, type of award, types of or
ganization admitted, conditions for admission and the kind of financing, gives 
a first idea of the role and significance of quality management in the public 
sector. The design of quality awards refers to the intended purpose of quality 
awards, the concept of competition, the definition of excellence and the con
cept of rewarding. It will be important for the evaluation of quality awards to 
compare how far the design of a specific award is consistent with the purpose 
of the award. 
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Table 5: Comparison of the three Private Sector Prototype Awards 

Quality Award Deming Prize 

Year of Establishment 1951 

Degree of lnstitu- annual event 
tionalization 
Initiative Union of Japanese Sci-

entists and Engineers 
(JUSE) 

Organization JUSE 

Purpose of the Award to award profit organi-
zations that have 
achieved distinctive 
peiformance improve-
ments through the ap-
plication of company-
wide quality control; 
to promote TQC 

Concept of Competi- recognition 
tion 
Definition of Excel- above average 
lence 
Concept of Reward- pass-fail concept 
ing 

Malcolm Baldrige 
National Quality 

~;\ward 

1987 

annual event 

Malcolm Baldrige Na-
tional Quality Im-
provement Act 
responsible: 
Department of Com-
merce; management: 
National Institute of 
Standards and Tech-
nology (NIST); 
administration: Ameri-
£-'];TI Qnr-1P.tu f.l'\1" n11'!Jl;tu 
..... ~_. ~V""'"-""'1-J .lV.L x~..-.&411.-J 

Control (ASQC) 
to recognize U.S. 
companies that excel in 
quality management 
and quality achieve-
ment; 
to help raise quality 
performance practices 
and expectation; 
to facilitate communi-
cation and sharing 
among and within or-
ganizations of all 
types ... ; 
to serve as a working 
tool for planning, 
training, assessment 
and other uses 
competition 

absolute 

no ranking 

European Quality 
Award 

1992 

annual event 

14 leading Western 
European companies 

European Foundation 
for Quality and Man-
agement with the sup-
port of the Commission 
of the European Union 
and the European Or-
ganisation for Quality 

recognition and corn-
petition 
above average and ab-
solute 
two award categories: 

•the European Qual-
- . icy Pnze; 

•the European Qual
ity Award 
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National Quality Award 
Award 

Prize Categories (in • the Deming Prize • Manufacturing 
organizational terms) for Individual Per- Companies 

sons; • Service Companies 

• the Deming Appli- • Small businesses 
cations Prize 

• the Deming Appli-
cation for Divisions; 

• the Deming Prize 
for Small Enter-
prises; 

• the Quality Control 
Award for Facto-
ries; 

• Japan Quality Con-
trol Metal 

Basic Eligibility an kinds of private any for profit-business any for profit business; 
sector companies, also in 1996 also open to 
open to public institu- the public sector 
tions; 
since 1984 certain 
prize categories open 
for enterprises operat-
ing outside Japan 

Conditions and Re- • divisions may apply • subsidiary units may • subsidiary units may 
strictions for Eligibil- provided they have apply provided the apply if the compa-
ity some managerial unit functions as a nies have more than 

freedom and the business entity and 500 employees and 
authority to promote other conditions are other conditions are 
future developments fulfilled fulfilled 
of their business; • restrictions on mul- • restrictions on mul-

• award winners are tiple applications of tiple applications of 
eligible to the Japa- the same company the same company 
nese Quality Con- • award-winners are • award-winners are 
trol Metal after five not eligible for a not eligible for a 
years or more period of 5 years period of 5 years 

Financing by JUSE fund raising from the member contribution of 
private sector institu- Western European 
tionalized in Founda- companies 
tion for the MBNQA 

Fee of examination free of charge application fees application fee (ECU 
($1200-$4000) plus site 1000 and ECU 3000) 
visit review fees plus site visit review 

fees 
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The Deming Prize: 

Regarding the early evolution of quality in Japan, it is not surprising that 
the first quality award was initiated in Japan. After World War II, the fore
most task for Japan was to reconstruct its industry. To be successful as a 
processing manufacturer, the key task for Japan was to achieve quality and 
efficiency. In 1946, scientists and engineers founded the Union of Japanese 
Scientists and Engineers (JUSE) to promote scientific knowledge about quality 
control (Tsuda, 1992: 1). The quality research group within JUSE soon started 
to organize training courses and seminars and also invited E. Deming to pres
ent a series of lectures at such seminars. The Deming Prize was initiated in 
1951 by JUSE in grateful recognition of Demings achievements in quality 
control. 

The purpose of the award is to award profit organizations that have 
achieved "distinctive peiformance improvements through the application of 
company-wide quality control" (JUSE, 1992:5). Thus, it is not important to 
show a particular degree of performance at a given point of time, but it is 
necessary to show evidence of a continuous learning process within the com
pany. The Deming Award is not really competitive since all award partici
pants obtain the Deming Prize when passing at least 70 point out of 100. Ex
cellence in the Deming A ward can be defined as performing above average. 
In consistence with the principle of recognition, Deming Prizes is based on a 
pass-fail concept. 

Having a long history, the Deming Prize has been modified many times to 
respond to the change of quality concepts (Tsuda, 1993:34-35). Over time, 
also different kinds of Deming Prizes have been developed for different cate
gories of applicants (JUSE, 1992:2): The Deming Prize for Individual Persons 
is awarded to persons who have achieved excellence in the theory or applica
tion or dissemination of statistical quality control. There is also the Deming 
Prize for Corporate TQC Implementation for enterprises (including public 
institutions) and the Deming Prize for Divisional TQC Implementation for di
visions that have proved high performance in the implementation of company
wide quality control. For small and medium-sized enterprises, the Deming 
Prize for Corporate TQC Implementation in Small Enterprises has been set 
up. 

It is import..ant to note that the Deming Prize for Corporate TQC Imple
mentation has been 'internationalized' in 1984 so that foreign companies may 
also apply. Another particularity of the Deming Prize for Corporate TQC 
Implementation is tl1e Japan Quality Control ~Medal that is awarded to corn-
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parJes holding the Deming Piize foi more tlian five years with the aim to en-
courage continuous improvement. 

The Malcolm Baldrige National Quality Award: 

In the Western World, quality awards were discovered much later as a 
means to promote quality management. The need to raise the awareness of 
quality and to introduce quality management into industry was only felt in the 
early 1980s when the U.S. was perceived to become less competitive with re
gard to Japan because of bad product and service quality. Efforts were under
taken to reach a higher level of quality in industry. This culminated in the 
creation of the Malcolm National Quality Improvement Act (Public Law 100-
107). This law gave birth to the Malcolm Baldrige National Quality Award 
(MBNQA) that was organized for the first time in 1988. The responsibility 
for the award has been assigned to the Department of Commerce. NIST, an 
angency of the Department's Technology Administration, manages the Award 
Program and took ASQC under contract to assist in administering the A ward 
Program. Beyond this, there is a Board of Overseers which acts as an advi
sory organization on the A ward to the Department of Commerce (NIST, 
1994:ii). 

The purpose of the MBNQA is to recognize U.S. companies that excel in 
quality management and quality achievement. Compared with the Deming 
Award, the concept of the MBNQA is static since it aims at a certain level of 
performance at a given time. Other purposes of the MBNQA are to help raise 
quality performance practices and expectation, to facilitate communication 
and sharing among and within organizations of all types and to serve as a 
working tool for planning, training, assessment and other uses. This shows 
that the real significance of an award does not have to be measured in terms 
of award participants, but that the number of copies of the application guide
lines (450,000 in the case of the MBNQA) gives a more realistic indicator of 
the impact on an award. 

The MBNQA is clearly a competitive award since there are only six pos
sible winners per year (Garvin, 1991:93). Excellence is defined in absolute 
terms, which means that a certain number of points has to be obtained in or
der to win the award. In theory, there may be no award winners in a specific 
year when award participants fail to meet this predetermined benchmark of 
points. In spite of this emphasis on compet1t10n, the 1viBNQA does not differ
entiate between different ranks of award winners. 

Regarding the scope of the award, the MBNQA can be characterized as a 
purely private sector quality award since it is only open to profit organiza
tions. The award has three eligible categories: manufacturing companies, 
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service companies and small businesses. Theie aie moie subtle conditions and 
restrictions for admission to ensure fairness and consistency in definition 
(NIST, 1994:39 f.). 

The European Quality Award: 

The European Quality Award is the counter-part of the MBNQA in West
ern Europe. It has been initiated by fourteen leading Western European com
panies which perceived the necessity to implement TQM and programmes for 
continuous improvement (EFQM, 1994:5). As a consequence, the European 
Foundation for Quality Management was founded in 1988. This organization 
aims at increasing the acceptance of quality as a strategy to achieve competi
tive advantages and also targets at promoting measures of quality improve
ment. The European Quality Award is an important part of its quality policy 
and was first organized in 1992. 

As far as the concept of competition is concerned, the European Quality 
Award takes the middle road between the Deming Award and the MBNQA by 
applying the competition and recognition principle at the same time. Thus, the 
EAQ distinguishes between two categories of winners: the European Quality 
Medal is awarded to companies meeting a superior standard of quality man
agement as set out by the Jurors, whereas the European Quality Prize is given 
to the most successful exponent of TQM in Western Europe (EFQM, 
1994:5). 

Like the MBNQA, it is open to all kinds of profit business with similar 
1•. • _ '9 _ 1• •t •-.•. _ TT _ .1 T""' l"""ll.. 1•, A 11 •11"1 t concnuons or engmuuy. nowever, me r.uropean 'JUanry 1\. wara wrn oe open 

to the public sector in 1996. The EFQM finances the organisation of this 
award by the contribution of its member companies and application fees of 
award participants. 

This first comparison of the Deming Award, the MBNQA and the EQA 
shows that although all of the three awards are based on a TQM framework, 
they differ quite considerably in design. They use different concepts of com
petition and rewarding and are based on different definitions of excellence. It 
seems that the longer an award is institutionalized the more prize categories 
are set up for various organizational types. All three awards are deeply an
chored in their respective business world which is proved by the financial 
commitment of companies to the award organization. 
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5. 2. 2 Comparison of Public Sector A wards 

The following comparison of public sector awards is based on information 
from the respective application material, literature and a survey done by the 
author (see appendix 1 for the questionnaire). 

Table 6: Formal Frame and Design of Quality Awards for the Public Sector 

Quality Award British Charter Mark Portuguese Public Speyer Quality 
Awards Scheme Service Quality Con- Award 

test 
Year of Establish- 1992 1993 1992 
ment 
Degree of Institu- annual event annual event 1992, 1994 
tionalization 
!PJtiative m1rt of thP: NP.Yt StP:rn: r.ornP:r.1:tonf". of mm 1 itv nriv~tP l'ProfP.1:1:or1: r--- -- -- - ,_. __ ---r- ----------- -- "'l~---J r···-·- ,- ---------

Progranunelaunched policy launched by Klages and Hill, 
by UK Prime Minister Prime Minister Post-Graduate 
Major in 1988 Cavaco Silva in 1991 School of Ad.mini-

strative Sciences, 
Speyer) 

Organization Citizen's Charter Unit Secretariat of Admin- Post-Graduate 
(part of the Office of istrative Moderniza- School of Admini-
Public Services and tion (part of the Cabi- strative Sciences, 
Science within the net Office) Speyer 
Cabinet Office) 

Purpose of the award organizations award prizes to those identify and award 
Award which provide an ex- services which provide excellent public or-

cellent service to the quality; ganizations with 
public; to stimulate self- excellence which 
tool for measuring the assessment of public are future-oriented, 
service an organization services; service-oriented, 
provides to disseminate quality efficient and effec-

experiences through- tive, successful and 
out public services and performance-
society oriented 

Concept of Com- recognition competition competition and 
petition recognition 
Definition of Excel- above average relative relative 
le nee 
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Awards Scheme Service Quality Con- Award 
test 

Concept of Re- no ranking no ranking three categories of 
warding prizes: 

• the Speyer 
Prize for parti-
cularly out-
standing merits 
for the moder-
nization of the 
public admini-
strati on 

• the Speyer 
Prize for out-
standing merits 
for the moder-
nization of the 
public admini-
stration 

• the Speyer 
Honour 

Prize Categories one one one 
Basic Eligibility public services whose public organizations all kinds of public 

main purpose is to within the central ad- organizations 
serve the public di- ministration 
rectly (local authorities 
only in respect of in-
dividual service de-
partments or units) 

Conditions and Re- evidence of a substan- none evidence of a sub-
strictions for Eli- tial degree of manage- stantial degree of 
gibility rial and financial managerial and fi-

autonomy nancial autonomy 
Financing with government with government funds from various 

funding funding sources 
Fee of examination none none none 
Reward symbolic symbolic symbolic 

The British Charter Mark Awards Scheme: 

The British Charter lYfark was launched in 1992 by Prime lViinister lViajor 
and has to be seen as an integral part of the Next-Steps proposals. The main 
recommendation of the Next-Steps report from February 1988 was that the 
civii ser~vice should be restructured so that the deiivery of serrices is separated 
from policy work as far as possible and executed by agencies operating under 
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business style regimes (Jordan and O'Toole, 1995:6). According to this view, 
organizational decentralization is the prerequisite for delivering better quality 
public services. The Citizen's Charter arid the Citizen Charter Mark Awards 
Scheme provide the guidelines and incentives for the new agencies. There
fore, the Charter Mark A wards Scheme has strong political support which is 
expressed by the fact that the award organization - the Citizen's Charter Unit 
- is part of the British Cabinet Office. 

According to the Charter Unit, the Charter Mark is a tool for measuring 
the service an organisation provides. It is also "an award for organisations 
which provide an excellent service to the public" (Cabinet Office and the 
Central Office of Information, 1995: 5). Excellent service provision means 
meeting the standards set up by the Charter Mark. The underlying concept of 
competition is based on recognition, which implies that the number of award 
winners is open and that there is no ranking. As a consequence, there is a 
high number of charter mark winners every year: 36 in 1992, 93 in 1993 and 
98 in 1994. 

The Charter Mark A ward does not have specific awards for organizational 
categories. It only admits front-line offices that have direct contact with cus
tomers. Municipalities may not apply as a whole but only as separate service 
units (Cabinet Office and the Central Office of Information, 1995:33). Par
ticipation in the award program is free and award winners are entitled to use 
the Charter Mark on their products and equipment for a period of 3 years 
(Cannon and Fry, 1995:202). 

The Portuguese Public Service Quality Contest: 

Like the British Charter Mark Awards Scheme, the Portuguese Public 
Service Quality Contest also enjoys the political support of the Prime Minis
ter. It is part of a comprehensive quality programme initiated in 1991 (Corte
Real, 1994:2 f.). The Portuguese Public Service Quality Contest is organized 
by the Secretariat for Administrative Modernization that is located in the 
Portuguese Cabinet Office. 

The purpose of the Portuguese Award is also twofold: the primary purpose 
is to stimulate self-assessment and raise the general awareness for quality 
within public services as well as in the Portuguese society. The other purpose 
is to award prizes to those services which provide quality as well as to en
courage them to maintain and develop their standards of quality (Secretariado 
para a ModerniZa!faO Administrativa, 1994: 1). In contrast to the British 
Charter Mark Awards Scheme, the Portuguese Contest is based on competi
tion since only five awards are given out every year. These five contest win-
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ners are better than all the other applicants. Thus, the Portuguese A ward is 
based on a relative notion of excellence. 

The contest is open to all kinds of public organizations within the central 
administration, which make up more than 82 % of the Portuguese public 
service. Nearly 10 per cent of the Directorates General and equivalent serv
ices took part in the past two contests in 1993 and 1994 (Corte Real, 1994:6). 
The prizes were symbolic sculptures which were presented by the Portuguese 
Prime Minister. 

The Speyer Quality Award: 

The Speyer Quality Award was introduced in 1992 as a private initiative 
of Prof. Klages and Prof. Hill at the Post-Graduate School of Administrative 
Sciences in Speyer. Since there is no quality or modernization policy on the 
federal level, this award does not have much political support. Due to the 
limited financial and organizational resources of academia, the Speyer award 
is organized every second year only. 

The Speyer Quality A ward has the purpose to identify excellent public or
ganizations that are willing to serve as a model in the public sector (Haubner, 
1993:49). The award is based on recognition and competition: an open num
ber of finalists are awarded the Speyer Honour and the two best of the final
ists obtain the Speyer Prize. All winners are selected on the basis of a relative 
understanding of excellence. In 1992, there were 3 award winners and 7 hon
our winners (Haubner, 1993:53). In 1994, the jury chose 2 first winners, 12 
second winners and 10 honour winners (Hill and Klages, 1995:IX-XI). 

The Speyer A ward addresses to all kinds of public organizations that have 
a certain degree of managerial autonomy. In 1992, 59 public organizations 
participated, and in 1994, there were 67 award participants. The award is 
symbolic and is highly recognised in the German public administration. 

Table 6 (continued) 

Quality Award Presidential Canada Awards for Ex- Canadian Suggestion 
Award for cellence (for Quality, for Award Program 
Quality and Innovation, for Entre-
Quality Im- preneurship) 
provement Pro-
totype Award 
(QIP) 

Year of Establish- 1988 1984 1987 
jment 
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Award for cellence (for Quality, for Award Program 
Quality and Innovation, for Entre-
Quality Im- preneurship) 
provement Pro-
totype Award 
(QIP) 

Degree of lnstitu- annual event annual event continuous program 
tionalization 
Initiative U.S. Federal Government of Canada in Canadian Federal Gov-

Govermnent, consultation with the pri- ernment 
meanwhile cor- vate sector 
nerstone of Na-
tional Perform-
ance Review 

Organization Federal Quality National Quality Institute Treasury Board 
Institute and Industry Canada 

J'>..----L'f .... -~ ...... _ - recogr1rze Oi- ...-.Jl'lnJ;h,. n•T1n ... A • .,._,... .a-1;.-;l- ~,,...m .arn ..... lr.'IT 
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Award ganizations recognize organizations ees ideas that will help 
that have that have achieved an management improve 
implemented outstanding level of ac- and maintain produc-
quality man- complishment across a tivity, economy, effi-
agementin comprehensive quality ciency and effective-
an exemplary framework; ness and lead to better 
manner, ... ; employer-employee 

- promote innovation award: relations 
quality man- recognize outstanding 
agernent achievement in the inno-
awareness vative application of 
and imple- technology to processes, 
mentation products and services in 
throughout Canadian profit-making 
the federal businesses 
government; 
and 

- provide a 
model or-
ganizations 
can use to 
compare and 
assess their 
own quality 

Concept of Com- competition competition recognition 
petition 
Definition of Excel- absolute absolute continuous improve-

! lence jment 
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Award for cellence (for Quality, for Award Program 
Quality and Innovation, for Entre-
Quality Im- preneurship) 
provement Pro-
totype Award 
(QIP) 

Concept of Re- two classes of two classes of prizes cash and non-cash re-
warding prizes (contenders (award winners and cer- wards 

of the President's tificate winners) 
Award must first 
qualify by win-
ning the QIP) 

Prize Categories one business categories: one 
(in organizational • manufacturing (small) 
terms) • manufacturing (large) 

• service (small) 

• service (large) 
public sector categories: 

• education 

• government 

• health care 
Basic Eligibility federal organiza- all kinds of private and employees of the pub-

tions public organizations lie service of Canada 
(individuals and 
groups) 
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Award for cellence (for Quality, for Award Program 
Quality and Innovation, for Entre-
Quality hn- preneurship) 
provement Pro-
totype Award 
(QIP) 

Conditions and Re- applicant must - demonstration of con- employees classified 
strictions for Eli- - have at least tinuous improvement under the Management 
gibility 100 full-time for a minimum of Category are not eli-

federal em- three years gible for cash awards 
ployees - primary activities of 

- be autono- the applicant must be 
mous, with its conducted in Canada 
own defined - agreement of appli-
mission cants to site-visits 

- provide prod- - agreement of appli-
ucts and serv- cants to site-visits to a 
ices to custom- random selection of 
ers outside its external suppliers and 
own agency customers 

- winners are 
ineligible to 
compete for 
the same 
award for 4 
years 

- the number of 
appiications 
from each 
Cabinet de-
partment is 
limited accord-
ing to its size 

Financing government ? out of the participating 
funding organization 1 s budget 

Fee of examination finalists have to none none 
bear site-visit 
costs and award 
winners will bear 
costs of case 
study publication, 
video production 
and travel to con-
ferences on Fed-
P1"<> 1 011<t11tu 
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Award for cellence (for Quality, for Award Program 
Quality and Innovation, for Entre-
Quality hn- preneurship) 
provement Pro-
totype Award 
(QIP) 

Reward symbolic symbolic cash (from$ 50 to$ 
10,000) and symbolic 

The President's Quality Award Program: 

The President's Quality A ward Program can be considered the federal 
equivalent of the MBNQA. It has also been institutionalized in 1988 and is 
presented each year by the President of the United States. Its design, how
ever, is based on a two-tier process since the President's Quality A ward Pro
gram includes two awards: the Presidential Award for Quality and the Quality 
improvement Prototype (QIP) Award. The latter is inteded to encourage and 
draw 'less-developed' departments into the quality process. Nevertheless, 
there is no stigma of 'less-developed' attached to the QIP, as contenders for 
the President's Award must first qualify by winning a QIP award (Harwick 
and Russell, 1993:34). Both awards are administered by the Federal Quality 
Institute which became a key organization to the President's Management 
Council for euroling federal employees in the National Performance Review 
Program (Hamson, 1990:46-48). 

The President's Quality Award Program is intended to "recognize organi
zations that have implemented quality management in an exemplary manner, 
resulting in high products and services, and the effective use of taxpayer dol
lars" (Federal Quality Institute, 1995:2). Besides this, the award also has two 
more indirect purposes, which are to promote quality management awareness 
and to provide a model for self-assessment. Both awards are highly competi
tive: in any year, the Federal Quality Institute presents at most two Presiden
tial and six Prototype awards. Winners for both awards are selected according 
to a certain number of scores so that the underlying definition of excellence is 
absolute. 

The award program basically addresses to all kinds of federal organiza
tions provided they have at least 100 federal employees and some signs of 
managerial autonomy. The Federal Quality Institute sets limits to the nwuber 
of applications per Cabinet department in order to encourage agencies to con
duct internal reviews, and select the best nominations as contenders for the 
award prograiTi (Federal Quality Institute, 1995:3). There are no fees for par
ticipation exept the costs of site visits. Winners are responsible to carry out 
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and finance a number of activities to promote qualit"y management awareness 
in federal government. 

The Canada Awards for Excellence: 

The Canada A wards for Excellence is a very interesting awards program 
since it encompasses three different types of awards: the Excellence Award 
for Quality, the Excellence Award for Entrepreneurship and the Excellence 
Award for Innovations. This extensive awards program started in 1984 as the 
Canada Awards for Business Excellence. At this time, the awards program 
addressed to all industry sectors to recognize outstanding achievements in the 
categories entrepreneurship, industrial design, innovation, invention, market
ing and small business (National Quality Institute, 1994: 1). Since 1995, the 
Canada Awards for Excellence (in quality) has addressed to private and public 
organizations (National Quality Institute, 1995:2.). It is organized by the Na
tional Institute of Quality with the support of an awards office sponsored by 
the Canadian Chamber of Industry. 

Depending on the type of award, the purpose of the Excellence A ward for 
Quality is to recognize organizations that have achieved an outstanding level 
of accomplishment across a comprehensive quality framework (National 
Quality Institute, 1995:5.). The Excellence Awards for Innovation aims at 
recognizing outstanding achievement in the innovative application of technol
ogy to processes, products and services in Canadian profit-making businesses 
(National Quality Institute, 1995:20.). There are up to three trophies awarded 
in each organizational category. Excellence is meant to be an absolute con
cept, which becomes obvious by the fact that two of the eight categories did 
not have a winner in 1994. However, besides a limited number of trophies (3 
in each organizational category) merit awards are also given to well
performing organizations. 

In contrast to most other awards, the Canada Awards for Excellence de
mands from applicants that they practice continuous improvement for at least 
three years. Thus it is possible for the evaluation committee to evaluate results 
achieved in the criteria categories on a solid basis. Applicants also have to 
agree to site-visits where also a random selection of external suppliers and 
customers may be scrutinized. 
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The Canadian Suggestion Award Prog:ra.111: 

This is an untypical quality award since it addresses to employees and not 
to the organization itself. But since the Suggestion A ward Program is not 
based on nominations (as the other programs of the Incentive Award Plan are) 
it can still be considered a quality award according to the above definition. As 
an integral part of the Incentive A ward Plan, the Suggestion A ward Program 
was launched by the Canadian government in 1987. It invites federal govern
ment organizations to establish and operate a Suggestion A ward Program on 
the terms of the Incentive Award Plan (Treasury Board Canada: 1987: chap
ter 365, 1.2). The Suggestion Award Plan is administered and reviewed by 
the Canadian Treasury Board. 

The purpose of the Suggestion A ward Program is to elicit from employees 
ideas that will help management improve and maintain productivity, economy, 
efficiency and effectiveness and lead to better employer-employee relations. 
In other words, the idea of Llie Suggestion Award Prograi~ is to recogrJse in= 
dividuals or groups contributing to the continuous improvement of their gov
ernment organization. Excellence here is not defined statically as a certain de
gree of performance at a given point of time, but as active employees' in
volvement resulting in 'investment returns' to a government organization. 
Thus, exellence is understood in terms of continuous improvements. The 
Suggestion Award Program has two categories of rewards: cash and non
cash. Employees classified under the heading 'management' are only eligible 
for award certificates without financial rewards. The rewards have to be fi-
nanced by the budget of the participating government organization, and they 
are $ 50 at minimum and $10,000 at maximum. 
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Table 6 (continued) 

Quality Award the Italian Inno- IPAC Award for the Innovations in 
vation Award for Innovative Man- American Govern-
T'11.-l-4.~---- L-""--·--- ___ ,,.. ___ ... 

___ ....... ------....1- ,/4.L.--
.l'\.lt:lCIUUll~ Ut::lW~ll Cl~lt:llllt:llL llllt:lll n. WCll-lC!i \ Llllt: 

the Public Admini- Innovations in Local 
stration and the and State Awards) 
Public 

Year of Estab~ 1993 1990 1986 
Iishment 
Degree of Insti- one-time event annual event annual event ( exept 
tutionalization 1989) 
Initiative private private private 
Organization Sistemi Pubblica Institute of Public Ford Foundation and 

Amministrazione Administration of the John F. Kennedy 
Ricerche (SPA) Canada School of Govern-

ment at Harvard Uni-
versity 

Purpose of the to identify excellent to identify and cele-
Award cases of organiza- brate outstanding ex-

tional innovation in amples of creative 
the public sector problem-solving in 
and to seek excel- the public sector 
lent cases of appli-
cation of law 
241/90 

Concept of competition competition competition 
Competition 
...._ - pill - • .L. - -- - "" Y"':"I __ ___ 1~..L~~-- ~-1- .._~--- -- _ 1 _..._~---uennnmn OI ~x- reiauve;: n:iauve re1auve;: 

cellence 
Concept of Re- two different prizes ranking (1st-3rd one category of prizes 
warding (one for transpar- prizes), number of (ten winners) 

ency and one for award winners is 
efficiency and ef- variable (5-10) 
fectiveness) 

Prize Categories one one one (15 award win-
(in organiza- ners) 
tional terms) 
Basic Eligibility all kinds of public all kinds of public until 1995 limited to 

organizations organizations state and local gov-
emmental agencies; 
since 1995 any gov-

I ernmental unit 
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'J'Uanty Awara me nan.an mno- IYAL- Awara IOr me mnovanons m 

vation Award for Innovative Man- American Govern-
Relations between agement ment Awards (the 
the Public Admini- Innovations in Local 
stration and the and State Awards) 
Public 

Conditions and innovations must be innovations must innovations must have 
Restrictions for in operation and have be in opera- a significant domestic 
Eligibility must have a signifi- tion no earlier policy content, have 

cant organizational than four years been in operation for 
and domestic policy before the dead- at least one year and 
content line of the appli- be funded at least half 

cation by one or more gov-
ernment institutions 

Financing private funding private funding private funding 
Fee of examina- none none none 
tion 
..,. ___ • __ ..Jli 

training courses in ----1..~1!- C.:----=-1 /ll'11V\ fVV\ 
A~wacu ~JlllUUll\,; 1111(1111-'li;ll \.JI J. \}\} 'uvv 

Italy and abroad grants to winners and 
$20,000 grants to fi-
nalists) 

Whereas 'genuine 1 quality awards try to evaluate a public organization as 
a whole, innovation awards focus on innovative programs or projects. At pre
sent, there are three innovations awards that are organized annually for the 
public sector: in Italy, there is the Prize for Innovations in the Public Ad
ministration, in Canada, there is the !PAC Award for Innovative Manage
ment, and in the U.S. there is the Innovations in American Government 
A wards, which is the former Innovations in Local and State A wards. 

The Italian Innovation Award for Relations between the Public Admini
stration and the Public: 

This innovation award has been launched as a private initiative by Sistemi 
Pubblica Amministrazione Ricerche (SPA), which is a private research insti
tution. The award has been stimulated by a series of laws such as law 241/90 
(administrative transparency), 142/990 (local autonomy) and 29/93 (so-called 
privatisation of public employment). These laws also define the general topic 
of the innovation award which concerns the relations between the public ad
ministration and the public. This has to be understood in the sense of trans
parancy, or publicity as cited in art. 1 of law 241/90 (SPA, 1993 :9). Other 
topics derived from law 214 are effectiveness of administrative management 
and economic use of resources. This background also explains the purpose of 
the award which is to identify excellent cases of organizational innovation in 
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ihe public sector and to seek exceHent cases of application of law 24 li90 
(Bonetti, 1995:214). However, innovations do not have to relate to law 241. 

In 1993, 20 excellent public organizations have been awarded. The inno
vation award addresses to all kinds of public organizations. 

The Innovations in American Government Awards: 

This is the most established of these public sector innovation awards. It 
started out in 1986 as the Innovations in State and Local Government Awards, 
changing its name into Innovations in American Government A wards in 1995. 
The awards program is based on a private initiative and is organized by the 
Ford Foundation and the John F. Kennedy School of Government at Harvard 
University every year. Until 1994, the awards program did not have an an
nual theme, yet the 1994 and 1995 Awards have encouraged applications 
dealing with three themes (tapping the creativity of front-line employees, re
shaping organizational culture, significant policy in_novation), but applications 
will not be limited to these themes {John F. Kennedy School of Government, 
1995:2). 

The purpose of the Innovations in American Government Awards is for
mulated as "to identify and celebrate outstanding examples of creative prob
lem-solving in the public sector" (John F. Kennedy School of Government, 
1995: 1). This means that innovative programs are sought that are better rela
tive to others. In the past, ten winners were awarded every year. In 1995, re
wards will be extended to 15 winners with grants of$ 100,000. Fifteen others 
will receive$ 20,000 grants. This year, the Program has also been expanded 
to incorporate innovations in the federal government as well as those arising 
in states and localities. This extension of eligibility is due to Vice-President Al 
Gore's initiatives to reinvent federal government. 

The IPAC Innovative Award Program: 

The Institute of Public Administration of Canada (IP AC) lnnnovative 
A ward Program was founded in 1990 on the basis of private initiative. It is 
organized on an annual basis by the Institute of Public Administration of Can
ada with changing subjects. The subjects in the respective years were: 

• 1990 Service to the Public 

• i 99 i Empowermeni 

• 1992 Partnership Management 

• 1993 Better with Less 

• 1994 Reshaping Government 
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• 1995 Making Diversity Work. 

The award is clearly competitive with selection basing on a relative un
derstanding of excellence. The result are three first, second and third prize 
winners. With regard to eligibility, the Canadian Innovative Award is some
what restrictive since it only public organizations with quite recent innova
tions (not older than 4 years). Due to the limited resources of the organizers, 
the award is symbolic only (Borins, 1995:218). 

Table 6 (continued) 

Quality Award The Finnish Quality The Danish Quality The Swedish 
Award Award Quality Award 

Year of Estab- 1991 1993 1992 
lishment 
Degree of Institu- annual event annual event annual event 
tionalization 
Initiative business business business 
Organization Finnish Society for The Danish Quality The Swedish Insti-

Quality A ward Secretariat tute for Quality 
Purpose of the serve as improvement see EQA a tool for self-
Award tool; assessment; 

identify good exam- internal driving force 
pies of quality man- external opinion 
agement driver 

Concept of Com- competition competition competition 
petition 
T"\r._,1!'!_.!.L!-- -~ -r,; __ ...... L ... -1 ... ..__ ...... L ... -1 ..... + ..... ..-..L .... -1 ... ..._ ..... 
.LJelllllUUll Ul £.X- ctU:SUlUU: ctU:SUlUU: ctu:su1uu;; 

cellence 
Concept of Re- no ranking, at maxi- at maximum 1 winner at maximum 1 win-
warding mum 2 winners ner 
Prize Categories one one one 
Basic Eligibility business, since 1994 firms operating in the all kinds of public 

open to public organi- private and public and private organi-
zations sector zations 

Conditions and - - -

Restrictions for 
Eligibility 
Financing 30 % with government founders fee, applica- ? 

funding, 60% sponsor- tion fee, government 
ing from the private funding since 1994 
sector and 10% par-
ticipation fees 

Fee of examina- minor fee none none 
... : .......... 
UUl..l 

Reward symbolic symbolic symbolic 
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\'.'hereas the other awards have been specifically designed for the public 
sector, the Scandinavian awards originate in the private sector. The Finnish 
Quality Award was first organized in 1991 and was made open to the public 
sector in 1994. The Swedish Quality· award was initiated one year later and 
has been open to public organizations since 1995. The Danish Award is still 
very young, starting in 1993. From the beginning it addresses both to private 
and public organizations. All Scandinavian awards are organized by the re
spective national Organization for Quality in each country. 

The similarities between the three awards are quite pronouncing. They aim 
at providing a tool for self-assessment and good examples for other organiza
tions to learn from. The selection process of these awards is highly competi
tive. The prerequsite for winning any of those awards is to obtain a certain 
numbers of scores. As a consequence of this absolute understanding of excel
lence, there may be no winner in a year. This happened in the case of the 
Swedish A ward in 1993. There is no ranking among the award winners and 
no differentiation between different organizational categories. 

As far as financial resources are concerned, those mixed private and pub
lic sector awards of the Scandinavian countries have the advantage to have 
private sponsors as well as government funding. Nevertheless, the reward is 
symbolic only. 

5. 2. 3 Conclusions 

After this detailed analysis of private and public sector quality awards, the 
overall question is where quality differs and what quality awards have in 
common. To address the issue of common points first, the above comparison 
has shown that all quality awards have the same set of purposes even though 
rhetorics may differ slightly. There are three kinds of purposes sought by 
quality awards: 

• The immediate purpose of quality awards is to identify excellent organiza
tions. This fact-finding exercise serves again two purposes: one purpose is 
to reward these organizations; the other purpose is to obtain models to be 
emulated by other organizations. 

• The other important purpose of quality awards is to give organizations a 
tool for self-assessment. 

• Another, more general purpose of quality awards is to raise the awareness 
~ 1 • ...:I 1' • • • ior quality anu to promote quatlty management m orgamzatmns. 
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Notwithstanding the corruuon pu1poses of quality awards, the design of 
quality awards differs considerably. Depending on the concept of competition, 
quality awards can be based on qualification, which means that the number of 
award winners is open (and usually as iarge as in the British Charter :Wiark 
Awards Scheme), or on competition. This implies that the number of winners 
is pre-determined and in very competitive awards, there is even competition 
among the award winners in the form of ranking. There are also different no
tions of excellence among quality award organizers: 

• The Speyer Quality A ward and the Portuguese Public Service Quality 
Contest use a relative concept of excellence. Excellent Organizations are 
those that are relatively better than other organizations ~ participants. Here, 
excellence depends on the general performance level of the given sample of 
award applicants. It is obvious that this ordinal concept does not require 
quantitative scoring-systems. 

e Public sector quality awards following the 11BNQi\. or the EQA define ex~ 
cellence as above average or in absolute terms. In both cases, excellence 
depends on a certain number of scores; in the first case the target is lower 
than in the second case. Quality awards with an absolute concept of excel
lence are very demanding and there may be no award winners in a given 
year when no organization reaches the pre-determined target. Both cardinal 
definitions of excellence require the elaboration of a scoring system. 

It is striking that public quality awards only have one prize category, 
whereas private sector awards like the Deming Prize often have several prize 
categories for different kinds of private sector companies. One possible ex
planation of this specialization of prizes is that this attracts a higher number of 
applicants. In case the award addresses to all kinds of organizations there is 
more insecurity on behalf of the applicants if they are eligible or not. 

There is also a difference between quality awards in the narrow sense and 
innovation awards as regards the initiative: Governments obviously have a 
preference for quality awards in the classical sense and are much more cau
tious about innovation awards. The reason for the commitment of the execu
tive for quality awards may be interpreted as an attempt to strengthen execu
tive control of the public administration and reduce parliamentary involvement 
in administrative micro-management. 

The comparison of nationai quality awards shows that the scope of the 
award fits to the administrative system in each country: 

• The British Charter Marks A ward addresses to public sector organizations 
dealing with the public directly and not to the central administration. This 
regulation of elegibility is due to the fact that those public organizations that 
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are service providers have been turned into agencies with a considerable 
degree of managerial freedom. 

• In contrast to this, Portugal has a heavily centralized public administration 
and a small open economy. With the entry into the European Community in 
1986, quality both in the private and public sector had become an important 
issue (Corte-Real, 1994:2). Therefore, the Portuguese Public Service 
Quality Contest addresses to Public Administration Central Services. 

• The current German landscape of public sector quality movements is dif
ferent from the British and the Portuguese since there is not a (directed) 
agency-building nor a central modernization policy. Quality management in 
the German public sector is much more heterogeneous and voluntaristic 
than in Great Britain or Portugal (Klages and Loffler, 1995:375). On this 
basis, the Speyer Quality A ward admits all kinds of public organizations to 
take quality initiatives at all levels and in all sectors of the public admini-
stration. 

• American, Canadian and Scandinavian quality awards address both to pub
lic and private organizations. This may be an indication that the frontier 
between the public and private sector in these countries is more fluid. 

Nevertheless, the formal framework and design of quality awards must not 
be overinterpreted. Often, organizational and procedural matters are deter
mined by situative and personal factors. The criteria of quality awards will be 
much more instructive to shed light to the question if different administrative 
contexts make a difference. 

5. 3 Assessment Criteria 

5. 3 .1 Assessment Criteria of the Three Private Sector Prototype A wards 

The assessement criteria of quality awards are usually centered around 6-8 
categories, which are leadership, planning (policy and strategy), human re
sources, physical resources (material, information, technology, finance), 
processes, and customer satisfaction (Young, 1993:51). By doing so, quality 
awards are clearly presciptive, especially since certain weights are given to 
the categories for evaluation. Quality awards ~re merely open with regard to 
the instruments that may be chosen. 

The criteria categories are usually subdivided into examination items and 
_____ _.. 1_'1 ___ Tr ____ ... • .. • .. '1111 11•, • • •./"'Ill 

areas w aooress. imormanon is suom1rreo oy appncams m response to spec1nc 
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requirements of these areas. These specifications of the award criteria an; 

very revealing for the understanding of 'total quality' of the award organizers. 

Table 7: The Assessment Criteria and Items with their Relative Weights of the 
three Private Sector Prototype A wards 

Core Criteria Deming Prize Malcolm Baldrige European Qual-
(1992) National Quality ity Award 

Award (1994) (1995) 
Leadership - Leadership (9 % ) Leadership (100) 

• Senior Executive 
Leadership ( 45) 

• Management for 
Quality (25) 

• Public Respon-
sibility and Cor-
porate Citizen-
ship (25) 

Policy and Policies Strategic Quality Policy and Strat-
Planning • Management • Planning (6%) egy (80) 

quality and • Strategic Qual-
quality control/ ity and Com-
management pany Perform-
policies ance Planning 

• Methods for Process (35) 
establishing • Quality and 
policies Performance 

• Appropria- Pians (25) 
teness and 
consistency of 
policies 

• Utilization of 
statistical 
methods 

• Communication 
and dissemina-
tion of policies 

• Checks on 
policies and 
status of their 
achievement 

• Their relation-
ship to long-
and short-term 
nlan<0: r----
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.&J-... ........ "'~~ -
(1992) National Quality ity Award 

Award (1994) (1995) 

Information and Information Gat- Information and -

Analysis hering, Commu- Analysis (8 % ) 
nication and its • Scope and Man-
Utilization agement of 

• Collection of Quality and Per-
external infor- formance Date 
mation and Information 

• Inter-depart- (15) 
mental corn- • Competitive 
munication Comparisons and 

• Speed of corn- Benchmarking 
munication (20) 
(utilization of • Analysis and 
computers) Uses of Com-

• Information pany-Level Data 
processing, (40) 
(statistical) 
analysis and 
utilization of 
information 

Analysis 

• Selection of 
important is-
sues and im-
provement 
themes 

• Appropriate-
ness of ana-
lytical methods 

• Utilization of 
statistical meth-
ods 

• Linkage with 
industry intrin-
sic technology 

• Quality ana-
lysis and pro-
cess analysis 

• Utilization of 
analysis results 

• Action taken on 
improvement 
sul!i:restiom: --00-------
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(1992) National Quality ity Award 
Award (1994) (1995) 

Human Re- Education and Human Resource People Manage-
sources Dissemination Development and ment (90) 

• Educational Management (15%) 
plan and results • Human Resource 

• Consciousness Planning and 
of quality and Management 
how it is man- (20) 
aged, and un- • Employee In-
derstanding of volvement (40) 
quality control/ • Employee Edu-
management cation and 

• Education on Training ( 40) 
statistical con- • Employee Per-
cepts and formance and 
methods and Recmmition (25) -----c------- -...--,, 

the degree to • Employee Well-
which they are Being and Satis-
disseminated faction (25) 

• Grasp of effects 

• Education of 
associated corn-
panies ( especi-
ally group 
companies, 
vendors, con-
tractors and 
distibutors) 

• QC Circle ac-
tivities 

• The system of 
improvement 
suggestions and 
its status 



Core Criteria 

Processes 

Deming Prize 
(1992) 

Quality Assurance 
• New product 

and service de
velopment 
methods 
{quality de
ployment and 
analysis, reli
ability testing 
and design re
view) 

• Preventive ac
tivities for 
safety and 
product liabil
ity 

• Degree of cus
tomer satisfac
tion 

• Process design, 
process analy
sis and process 
control and im
provement 

• Process capa
bilities 

• Instrumentation 
and inspection 

• Management of 
facilities, ven
dors, procure
ment and serv
ices 

• Quality assur
ance system 
and its diagno
sis 

• Utilization of 
statistical 
methods 

• Quality evalua
tion and audit 

e Stat'JS of qual--
ity assurance 

l\falcolm Baldrige 
National Quality 

Award (1994) 
Management of 
Process Quality 
(14%) 
• Design and In

troduction of 
Quality Products 
and Services ( 40) 

• Process Man
agement: Prod
uct and Service 
Production and 
Delivery Process 
(35) 

• Process Man
agement: Busi
ness and Support 
Service Proc
esses {30) 

• Supplier Quality 
(20) 

• Quality As
sessment (15) 

65 

European Qual
ity Award 

(1995) 
Processes (140) 
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(1992) National Quality ity Award 
Award (1994) (1995) 

Other Resources - - Resources (90) 
'Objective' Re- Standardization Quality and Opera- Business Results 
sults • System of stan- tional Results (150) 

dards (183) 

• Methods of es- • Product and 
tablishing, re- Service Quality 
vising and Results (70) 
abolishing • Company Op-
standards erational Results 

• Actual per- (50) 
fonnance in • Business and 
establishing, Support Service 
revising and Results (25) 
abolishing Supplier Quality 
standards RP<m 1t~ (1 ') ---..... -...... ~ ,-- ,, 

• Contents of the 
standards 

• Utilization of 
statistical 
methods 

• Accumulation 
of technology 

• Utilization of 
standards 

Effects 

• Measurements 
of effects 

• Tangible ef-
fects such as 
quality, serv-
ice, delivery, 
cost, profit, 
safety and en-
vironment 

• Intangible ef-
fects 

• Conformity of 
actual perform-
ance to planned 
effects 
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(1992) National Quality ity Award 
Award (1994) (1995) 

'Subjective' Re- Customer Focus Customer Satis-
suits and Satisfaction faction (200) 

(30%) 

• Customer Expec- People Satisfac-
tations: Current tion (90) 
and Future (35) 

• Customer Rela- Impact on Soci-
tionship Man- ety (60) 
agement (65) 

• Commitment to 
Customers (15) 

• Customer Satis-
faction Deter-
mination (30) 

• Customer Satis-
faction Results 
(85) 

• Customer Satis-
faction Compari-
son (70) 

(Impact on Society) 
(People Satisfaction) 



68 

Core Criteiia 

Other Criteria 

........... _:_ ... »...: .... -
i11VUJ.H.lf; L .l IL.o'I;;; 

(1992) 

The Organizations 
and their Opera-
tions 

• Clarity of 
authority and 
responsibility 

• Appropriate-
ness of the 
delegation of 
authority 

• Inter-depart-
mental coordi-
nation 

• Committee ac-
tivities 

• Utilization of 
staff 

• Utilization of 
QC Circle ac-
tivities 

• Quality control/ 
management 
diagnosis 

Kanri (Mana-
gement for Con-
tinuous Improve-
ment) 

Future Plans 

• 

• 

• 

• 

Concrete un-
derstanding of 
current situa-
tion 
Measures for 
solving defect 
problems 
Future promo-
tion plans 
Relationship 
between future 
plans and long
term plans 

l\6n.l--.1- 0 .... 1..1 ... :--
H'Ld.l\..U.l.l.l.l Dd.IU.l .lf;ll;; 

.., ........... -..-... ._ n... ...... 
A!IU.l Uf"l;;;d.l.l 'l~-

National Quality ity Award 
Award (1994) (1995) 

Management for -

Continuous Im-
provement 
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(1992) National Quality ity Award 
Award (1994) (1995) 

Emphasis of process of estab- customer satisfac- customer satisfac-
Criteria lishing excellence; tion; tion; 

fact-based manage- people satisfaction; impact on soci-
ment and ety, and 

fact-based manage- business results 
ment 

Underlying Con- objective objective and sub- subjective 
cept of Quality jective 

The assessment criteria and items of the awards will be compared with re
spect to format, language, contents and weights. In some cases, it was neces
sary to change the original order of the criteria in the award questionnaires in 
order to make them comparable. The criteria will be compared one by one, 
using the explanations and interpretations of award organizers as far as avail
able. The interpretation of the criteria and items of the Deming Award suffers 
from the fact that the English translation is low quality. 

Leadership: 

The Deming A ward seems to consider this category important enough to 
work out a separate application prize checklist for senior executives (Juse, 
1992:26-28). This checklist contains a number of categories of the 'general' 
application checklist such as policies, objectives and targets, the organization 
and human resources, education and dissemination of information as well as 
future plans and measures. Other leadership categories that are not included in 
the 'general' application checklist are understanding and enthusiasm as well as 
implementation. All in all, the Deming Award asks senior executives to be 
enthusiastic about scientific management based on statistical methods. The 
key words are enthusiasm (about quality control management and more spe
cific aspects of it), definition of objectives, targets and performance meas
ures, evaluations and reviews. Senior executives are made responsible for es
tablishing quality policies in a rational and credible way and for the proper 
implementation of defined goals. 

In the MBNQA (NIST, 1994:14 f.) as well as in the EQA (EFQM, 
1994: 12), leadership is ihe leading criterion. In the MBNQA, the criterion 
leadership subdivides into the items senior executive leadership, management 
for quality and public responsibility and corporate citizenship. In each item, 
four areas have to be addressed. Without going into the details, one gets the 
impression that leadership is a 'soft' criterion. The key words are communi-
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cation, undeistanding, integiation and ieviews. OrJy foi key measures and/or 
indicators of improvement in addressing public responsibilities, hard data are 
asked for. All in all, leadership in the MBNQA is much about symbolism and 
active involvement of CEOs in qualit-y management (Garvin, 1991 :88). 

In the EQA, leadership means senior executives' visible commitment to 
the management of TQM, a stable comprehensive quality culture, recognizing 
the contributions of individual employees and teams, the promotion of TQM 
by the provision of appropriate resources and support, engagement with cli
ents and suppliers, active promotion of total quality outside the campany. 
These items have equivalent items or areas to address in the MBNQA with 
one exception: there is no reference in the MBNQA to (additional) financial 
and personal resources needed in order to develop and implement TQM. Be
yond this, the EQA also pays more attention to incentive systems that have to 
recognize individual or group performance. In the MBNQA, this is only a 
minor point. Summing up, TQM leadership in the EQA is not only communi
cation, but also an investment decision. 

Policy and Planning: 

This criterion exists in all three awards, even though the label in the 
MBNQA is 'strategic quality planning' (NIST, 1994:18 f.) and in the EQA it 
is 'policy and strategy' (EFQM, 1994: 12). 

The Deming Award (JUSE, 1992:24) explicits company policy and plan
ning into seven items. Tsuda's interpretation of these items reveals that there 
is a strong emphasis on methodological issues (Tsuda, 1992:3). :tv1anage
ment's quality policies have to be appropriate to their business environment 
and there has to be a consistency of (long-term and short-term) goals. The 
achievement of goals has to be measured using statistical methods. It is also 
important that the policies are communicated throughout the company. 

The MBNQA distinguishes between strategic quality and company per
formance planning for customer satisfaction leadership and more specific 
quality and performance plans. Like the Deming Award, the MBNQA puts 
emphasis on the fact that planning has to be a rational act, including the 
definition of operational performance measures. The planning process has to 
be described for the short-term and the long-term processes. 

The five items of t...lie EQ~A1 in t..liis categor; are less demanding. They do 
not prescribe the normative contents of a company's policy (like customer 
statisfaction and overall operational performance improvement in the 
MBNQA) nor do they focus particularly on the planning process itself (as in 
the Deming Award and MBNQA). In the EQA, policy and strategy have to 
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build on the concept of TQtv1 and do not have to be a pu1pose in themselves: 
they have to be the basis of the plans of a company and must be made public. 
In contrast to the Deming Award and the MBNQA, total quality does not have 
to be translated into measurable targets. This means that quality remains an 
abstract concept. 

Information and Analysis: 

The Deming Award (Juse, 1992:24) considers this an important issue 
since it has two separate criteria, which are information gathering, communi
cation and its utilization and analysis. The emphasis here is not so much on 
knowledge acquisition, but rather on the process of information distribution 
and interpretation. In particular, the items ask for lateral communication, fast 
spreading of information and the use of statistical methods in the analytical 
process. The purpose of the collection and analysis of data is to improve op
erational performance. 

The criterion information and analysis consists of three items in the 
MBNQA (NIST; 1994: 18 f.). These also include information distribution and 
analysis, but in contrast to the Deming Award there is also much emphasis on 
the process of knowledge acquisition. This means the criteria for selection 
data and information have to be made explicit. The MBNQA also comprises 
competitive comparisons and benchmarking as items, which is missing in the 
Deming Award. The purpose of information and analysis is also much wider. 
One purpose of data analysis is to improve operational and competitive per
formance~ the other purposes are to maintain a customer focus and to foster 
quality excellence. Again, the award participant is asked to document con
tinuous improvement in each of the three items. 

It is striking that the EQA does not have this criteria category. However, 
this is consistent with the fact that 'quality' remains a rather abstract concept 
in the EAQ that does not have to be operationalized (compare the category 
policy and planning) and therefore it would also make no sense to invest in 
data management. 

Human Resources: 

According to the seven items of the criterion education and dissemination, 
human resource management in the Deming A ward is restricted to training of 
staff in quality control and the concept of quality circles (JUSE, 1992:24). It 
is important that the training activities also extend to vendors, contractors and 
distributors of the company. The underlying assumption is that staff, if trained 
properly, can be functional to the improvement of operational processes. 
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In the MBNQA, human resource management is a much wider concept 
(NIST, 1994:20-22). It also includes employee education and training and 
employee involvement like the Deming Award. However, the ideal that corn-
panies should empov1·er their employees and upJeash the full potential of t.lie 
work force is not contained in the Deming Award. To see if empowerment 
really exists, the MBNQA asks for (short-term and long-term) human re
source planning, the establishment of incentive systems and measures taken to 
achieve employee well-being and satisfaction. This means that in the MBNQA 
human resource development and management do not only have to enable 
employees to contribute to improving operational performance objectives, but 
to reach the needs of the work force. Again, for all items, continuous im
provement has to take place. 

Human resource management in the EQA (EFQM, 1994: 13) is again 
completely different from the Deming Award's and MBNQA's concept. This 
already becomes obvious in the label 'employee leadership', which has to be 
based on the agreement of goals between employees or employee teams and 
their principals, the involvement of employees in continuous improvement and 
effective top-down and bottom-up communication. Beyond this, the skills and 
knowledge of employees have to be developed and overall 'employee leader
ship' has to be improved continuously. The purpose of 'employee leadership' 
is to realize the full potential of employees to improve operational perform
ance. Given this operationalization, human resource management of the EAQ 
is somewhere in between the Deming Award and MBNQA: it does not view 
employees as a mere tool, but it does not value employees as human beings, 
either. The prescription of a participative leadership style situates employees 
in vertical relationships with a certain degree of autonomy. 

Processes: 

The Deming Award refers to processes as quality assurance (JUSE, 
1992:25). The eleven items cover all stages of the production cycle: the de
sign and introduction of new products and services, the maintainance of qual
ity in the production process, including quality management of suppliers and 
quality assessment. It is typical for the Deming A ward that also here statistical 
methods are prescribed. 

The five items and their areas to address of the MBNQA are quite similar 
in contents (NIST, 1994:23-26). The focus in both awards is on improving 
quality and operational performance. 

In the EQA, process management does not follow the idea of product and 
service quality, but the idea of value-adding (EFQM, 1994:13). This concept 
goes one step further than the Deming Award and the MBNQA, as it links 
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operational performance with financial indicators. So the EQA asks to identify 
the processes first which are relevant for business success. Operational im
provement also figures in the EQA, but beyond this it also puts emphasis on 
innovation and creativity in process improvements. This vocabulary is un
known in the Deming Award and in the MBNQA. Re-engineering in the EQA 
does not only have to contribute to operational performance, but the utility 
has to outweigh the costs. All in all, this is a more financial view of process 
management, whereas in the Deming Award and in the MBNQA process 
management is a rather technical issue. 

'Objective' Results: 

Measuring results always involves the setting of standards and the com
parison of actual performance with standards. These two components of con
trolling figure as two separate criteria in the Deming Award (JUSE; 
1992: 25). In the criteria category 'standardization' the Deming A ward checks 
how and what kind of performance standards are set up, revised and abol
ished. Standards also have to be set up in order to assess technical progress. It 
is important that real use is made of the standards. Of course, also here statis
tical methods have to be used. The category 'effects' puts emphasis on the 
measurement of tangible (quality of products and services, costs and profit) 
and intangible effects (quality awareness of work force). Actual performance 
ought to conform with standards. This implies that the results category in the 
Deming A ward is based on self-assessment. 

The MBNQA asks for results for all items of the criteria category 'quality 
and operational results' (NIST, 1994:27 f.). Two kind of results have to be 
presented in each item: first, trends and current levels for key indicators have 
to be provided. This means that the measures in this category have to be ob
jective, like number of defects of on-time delivery-rates (Garvin, 1991 :92). 
Secondly, current quality levels have to be compared with those of principal 
competitors or other appropriate benchmarks. Here external standards are 
used to measure results. 

In the EQA (EFQM, 1994: 14), the category 'results' does not refer to 
process management, but to business results. This is consistent with the 
EQA' s concept of process management that is not an end in itself, but a 
means to maximize added-value. Business results include financial and non
financiai goais which have to be met continuousiy. The performance of the 
award participant has to be set in relation to its own goals, in relation to the 
performance of competing firms and in relation to the company which is the 
'best of the class'. The EAQ aiso demands documentation that the expecta
tions of financial stakeholders of the company have been satisfied. 
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'Subjective' Results: 

It is striking that customer satisfaction or other 'subjective' focus is not a 
criterion in the Deming Award. 

In the MBNQA (NIST, 1994:29-32), however, 'customer focus and cus
tomer satisfaction' is the most important and comprehensive criterion. This 
category examines how the award participant performs marketplace analysis 
in the classical sense, how he provides customer relationship management. It 
also analyses the type of commitment the company takes to promote trust in 
its products/services. Customer satisfaction measurement has to include a de
scription of processes and measurement scales used as well as a documenta
tion of comparative studies about customer satisfaction relative to that for 
competitors. Results of customer satisfaction have to be presented as trends, 
including trends and/or indicators of customer dissatisfaction. These results 
also have to be benchmarked against those of competitors. 

In the EAQ ;subjective' results cover customer satisfaction, empioyee sat
isfaction and impacts on society (EFQM, 1994: 14). For each of these criteria, 
the company has to show how the company mirrors in the eyes of external 
customers, employees and society. Beyond this, the company has to prove 
that it was successful in fulfilling the needs and expectations of these different 
groups. Also for these categories, performance measures have to indicate the 
company's actual performance and its performance standards, the perform
ance of its competitors and the performance of the 'best of the class'. 

Other Criteria: 

There are some criteria categories in the Deming A ward that do not figure 
explicitly in any of the other private sector prototype awards. One of them is 
'the organization and its operations' which is to check how the organization is 
managed to carry out quality control. Again here, the process of quality con
trol is important. Another category typical of the Deming Award is 'control 
or Kami', which asks for a regular review of quality management methods. 
Management for continuous improvement is also contained in the MBNQA, 
where evaluation and improvement efforts have to be shown for every item. 
The same is true for the category 'future plans' of the Deming Award which 
is also included in the leadership category and other categories of the 
MBNQA. This category stresses the long-term dimension of TQM. 

After this detailed analysis of criteria the question arises if there are any 
major differences between the three awards in terms of emphasis of criteria. 
Tsuda comes to the conclusion that the Deming A ward rather stresses the 
process of establishing excellence, whereas the Baldrige Award focuses on 
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customer satisfaction (Tsuda, 1992:4). The EQA also emphasizes customer 
satisfaction, but also people satisfaction, impact on society and business re
sults. As far as the underlying concept of quality is concerned, the Deming 
Award is based on an objective view of quality relying on hard data. The 
MBNQA, however, has a subjective view of quality since the (subjective) 
view of the customers determines what quality is. The EQA is located some
where between the Deming Award and the MBNQA, as quality is determined 
partly by the (subjective) view of various stakeholders and partly by hard 
(financial) indicator. 

5.3.2 Assessment Criteria of Public Sector Quality Awards 

In the following, the same kind of analysis will be done for those public sec
tor quality awards that were available in English. 

Table 8: The Assessment Criteria and Items with their Relative Weights of 
three Public Sector Awards 

Core Criteria 

Leadership 
Policy and Planning 
Information and Analysis 

Human Resources 

Processes 

Continuous Improvement 

Other Resources 
'Objective' Results 

'Subjective' Results 

British Charter Mark 
Award Scheme (1995) 

-

-

-

-

-

measurable and demon-
strable improvements in 
quality of service over 
the last two years 

-

Standards; 
Value for Money 
Information and Open-
ness; 
Consultation and Choice; 
Courtesy and Helpful-
ness; 
T'L _ __._..._~--- ~~~---. ~~_ .. _ _.._ ruumg 1 mngs .rugm, 
User Satisfaction 

Speyer Quality Award 
(1994) 
Leadership 

-

Data Collection and 
Analysis 
Human Resource Man-
agement 
Management of Organ-
izational Structures and 
Processes 
Modernization Plans 

Resource Management 
Standards; 
Benchmarking 
Customer-orientation 
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Award Scheme (1995) (1994) 

Other Criteria To have in hand or plan Mission and Organiza-
to introduce at least one tional 
innovative enhancement Culture; 
to services without any Use of Technology 
extra cost to the taxpayer 
or user 

Emphasis of Criteria performance-, customer- Performance-orientation 
and taxpayer orientation and Processes 

Underlying Concept of subjective underlying subjective and objective 
Quality budget constraints 

British Charter Mark Award Scheme (1995): 

Placing the criteria of the British Charter Mark Awards Scheme 1995 
within the ordinary set of quality award criteria, it becomes obvious that the 
British Charter Mark Award completely neglects the input-side of public or
ganizations, i.e. human and financial resources as well as organizational 
through-put, i.e. leadership, policy and planning, information and analysis 
and processes. Instead of it, there is a heavy focus on organizational out
comes. Objective and subjective results have to be achieved by continuous 
improvement and innovation. However, the Charter Mark Award does not 
give any indication on the framework needed to make public organizations 
more flexible. 

Continuous improvement figures in the British Charter Mark A wards 
Scheme as "measurable and demonstrable improvements in quality of service 
over the last two years" (Cabinet Office and the Central Office of Informa
tion, 1995:27). This means that improvements have to be measured in terms 
of results, costs and time required. Beyond this, there must be evidence that 
users know about and appreciate these improvements. This criterion has to be 
seen in context with criterion 9 of the Charter Mark A ward Scheme 
(1995:28), which asks public organizations "to have in hand or plan to intro
duce at least one innovative enhancement to services without any extra costs 
to the taxpayer or user". In both cases, the aim behind the criteria is to en
courage organizational learning. As far as criterion 8 is concerned, the stress 
is rather put on enhancing user-friendliness, whereas criterion 9 rather aims at 
removing slack. 

Other criteria of the British Charter Mark Award are related to results. 
Results are always defined from the customers' point of view expect in the 
case of criterion 6. This criterion is about "value for money" (Cabinet Office 
and the Central Office of Information, 1995 :25) asking public organizations to 
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make sure that financial management is economical and efficient. Subjective 
result-orientation in the British Charter Mark Award includes criteria such as 
providing "full, accurate information readily available in plain language about 
how public services are nm, what they cost, how well they perform and who 
is in charge" (1995:21), providing "choice to the customers" (1995:22), pro
viding "courteous and helpful service" (1995:23) and running "well publi
cised and easy-to-use complaints procedures with independent reviews wher
ever possible" (1995, 24). There must also be evidence that users are overall 
satisfied with the services provided (1995:26). Also performance standards 
have to be defined and assessed by users of public services (1995:20). 

This analysis reveals that the British Charter Mark Awards Scheme em
phasizes performance-orientation, customer- and taxpayer orientation of pub
lic organizations. The concept of quality used is strongly subjective but al
ways sees the perceived level of quality in connection with (fiscal) budget 
constraints. 

Speyer Quality Award (1994): 

The criteria catalogue of the 2nd Speyer Quality A ward is much broader 
than the British and Portuguese Award. The questionnaire (see appendix 2) 
addresses performance measurement as well as seven so-called modernization 
fields which may be interpreted as enablers. It also contains an assessment of 
the questionnaire by award participants. The modernization fields and the 
other sections are divided into 5-10 items with areas to address. 

Even though the structure of the questionnaire of the 2nd Speyer Award 
looks similar to that of the MBNQA and EQA, the topic is somewhat differ
ent. Modernization as the key word of the Speyer Quality A ward rather 
means public management with the aim of customer satisfaction than TQM in 
a narrow sense. This becomes obvious when looking at the criteria categories 
in detail. 

According to the Speyer questionnaire 'modern' leadership in a public or
ganization means that guidelines for leadership have been formulated and are 
followed. Furthermore, the promotion of senior executives has to be based on 
their leadership performance, which is to motivate employees to self
controlled quality assurance. The category 'human resource management' 
asks for an effective recruitment policy, immaterial and material rewards and 
effective training programmes. In the category 'management of structures and 
processes', the focus is on flat structures, efficient vertical and horizontal 
communication and cooperation with other organizations/ groups. The cate
gory 'use of technology' checks if information technology is used effectively 
by employees. The items of the category 'financial resource management' are 
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related to the degree of implementation of decentralized resource manage
ment. Mission and organisational culture is a criteria category that does not 
exist in most other awards. The main idea behind this category is to find out 
how a pubiic organization perceives itseif - as a bureaucracy in the ciassicai 
sense or as a 'modem' service provider. 

When it comes to results, the Speyer Award questionnaire asks if per
formance measurement systems have been set up, but does not ask for actual 
results. Performance measurement systems include self-assessment, inter
organizational comparisons of performance, assessment from the employees' 
and customers' points of view and the measurement of efficiency and effec
tiveness. 

Table 8 (continued) 

Core Criteria Presidential Canada Awards Canadian Sug-
Award for Qual- for Excellence gestion Award 
ity and Quality (for Quality) Program 
Improvement 

Prototype Award 
(QIP) 

Leadership Leadership Leadership (full support of 
(12,5%) • Strategic Direc- senior managers 

• Executive tion for suggestion 
Leadership • Leadership In- system) 

• Managing for volvement 
f'ln'l 11tu e rn •• t,..nmP.c\ 
'<._U-Ul.iC-J \ '-'4,.U . ...,V.1...1...1.""'D' f 

• Public Re-
sponsibility and 
Community 
Management 

Policy and Plan- Strategic Quality - -

rung Planning (63) 

• Quality and 
Operational 
Performance 
Planning 

• Quality and 
Operational 
Performance 
n1 _ _.._._ 
r1dl11i 



79 

r--.----- ~-= ... ---= -'-'U.l t;:: '-'.l IU:::.l li:l .£ .I t;::;tlUt::HLICll '-'Cllli:lUi:l an' C11 ~ '-'i:l.lli:IUICll• ~ue-

Award for Qual- for Excellence gestion Award 
ity and Quality (for Quality) Program 
Improvement 

Prototype Award 
(QIP) 

Information and Information and - -

Analysis Analysis (7, 5 % ) 
• Scope and 

Management of 
Quality and 
Performance 
Data and In-
formation 

• Similar Pro-
vider Compari-
son and 
Renchmarkinl! - ------------0 

• Analysis and 
Uses of Organ-
izational-Level 
Data 

Human Resources Human Resource People Focus (Employee In-
Development and • Human Re- volvement) 
Management source Planning 
{17%) • Participatory 

• Human Re- Environment 
source Planning • Continuous 
and Manage- Learning Envi-
ment ronment 

• Employee In- • Employee Satis-
volvement faction 

• Employee Edu- • (Outcomes) 
cation and 
Training 

• Employee Per-
formance and 
Recognition 

• Employee 
Well-Being and 
Satisfaction 
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Award for Qual- for Excellence gestion Award 
ity and Quality (for Quality) Program 
Improvement 

Prototype Award 
(QIP) 

Processes Management of Process Optimiza- -

Process Quality tion 
(14%) • Process Defini-

• Design and In- tion 
troduction of • Process Control 
Quality Prod- • Process Im-
nets and Serv- provement 
ices • (Outcomes) 

• Process Man-
agement: Prod-
uct and Service 
Production and 
Delivery Proc-
esses 

• Process Man-
agement: Busi-
ness and Sup-
port Service 
Processes 

• Supplier and 
Intermediary 
Quality 

• Quality Assess-
ment 

Continuous Im- partly contained in Planning for Im- suggestions are 
provement some criteria provement defined as a 

• Development written proposal, 
and Contents of plan or practical 
Improvement idea for im-
Plan provement of 

• Assessment operations of a 
department 

( continous learn-
ing environment 
that fosters inno-
vation and en-
courages people to 
reach their full 
potential) 

£"\..;.:I ..... ~~ 'T"'I.~~~---~~--. 
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'Objective' Re-
suits 

'Subjective' Re-
suits 

......_.. •..JI ..,.• I 
rres1uenuai 

Award for Qual-
ity and Quality 
Improvement 

Prototype Award 
(QIP) 

Quality and Op-
erational Results 
(18%) 

• Product and 
Service Quality 
Results 

• Operational 
Performance 
Results 

• Business and 
Support Service 
Results 

• Supplier and 
Intermediary 
Quality Results 

Customer Focus 
and Satisfaction 
(25%) 

• Customer Ex-
pectation: Cur-
rent and Future 

• Customer Re-
lationship 
Management 

• Commitment to 
Customers 

• Determination 
of Customer 
Satisfaction 

• Customer Satis-
faction Results 

• Customer Satis
faction Com
parison 
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,,., .JI ... \....anaua a. warus \....aJaawan ..,,ug-
for Excellence gestion Award 
(for Quality} Program 

Outcomes of results are 
Process Optimiza- monetary or non-
tion monetary bene-

fits related to 
such things as: 

• increased ef-
ficiency or 
productivity 

• conservation 
of property, 
energy, mate-
rial or ot..lier 
resources 

• improved 
working 
conditions, or 

• any advantage 
to the opera-
tion of the 
public service 

Customer Satisfac- -
tion 

Employee Satisfac-
tion 

Investor Satisfac-
tion 

Supplier Satisfac-
tion 
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Award for Qual- for Excellence gestion Award 
ity and Quality (for Quality) Program 
Improvement 

Prototype Award 
(QIP) 

Other Criteria - Customer Focus -

• Voice of the 
customer 

• Management of 
Customer Rela-
tionship 

• Measurement 
Process 

Supplier Focus 

• Partnering 
Pmnh~<1.111. nf rri- customer satisfac- nrnr:pi;:c;:_ m~n~OP- 1P~n m~n~aPmPnt 
~•Hy•-~·~ ~· ~&& y• ~--~~ ~--·-e- ---~ -·--e-----··-
teria tion ment; satisfaction 

of the major inter-
est groups of a 
company 

Underlying Con- rather subjective purely subjective purely objective 
cept of Quality 
Assessment Model MBNQA special assessment special assess-

model mentmodel 

Presidential Award for Quality and Quality Improvement Prototype 
Award (1995): 

The award criteria of the President's Award and the QIP, which have the 
same set of criteria, are an adaptation of the MBNQA. However, the set of 
criteria is briefer and clearer, and a lot of overlap of the MBNQA catalogue 
of criteria is avoided. Thus, it will be interesting to see where the criteria of 
the President's Quality Award Program differ from the MBNQA's and how 
they "reflect the unique federal environment and culture" (Federal Quality 
Institute, 1995: 1). 

After a thorough comparison of the items and areas to address, one has to 
come to the conclusion that differences between the President's Quality 
Award Program and the MBNQA are of minor nature. One major difference 
is that the President's Quality A ward Program demands to produce evidence 
of continuous improvement activities only for categories such as quality and 
operational performance planning process and human resource management, 
whereas evaluation and improvement of all aspects of quality management are 
obligatory in the MBNQA. In addition to that, the President's Quality Award 
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Program does not contain an area to address the issue of customer-contact 
employees. This may be due to the fact that federal government does not have 
direct contact with citizens. If this is so, it is hard to understand why the rest 
of the criteria contained in the President's Quality Awards pretend that the 
environment of business and federal government were the same. Summing
up, it has to be stated that the criteria of the President's Quality Award Pro
gram do not at all reflect the strong political environment of federal govern
ment organizations. Like the MBNQA, the President's Quality Award Pro
gram stresses customer satisfaction. 

Canada Awards for Excellence (for Quality) 1995: 

A first comparison between the Canadian quality award for excellence and 
the President's Award Program reveals that the Canada Awards for Excel
lence is less comprehensive. In order to understand the criteria categories of 
the Canada Awards for Excellence (National Quality Institute, 1995: 10-15) it 
is necessary to look at its aims, which are defined in terms of the subjective 
results customer satisfaction, employee satisfaction, investor satisfaction and 
supplier satisfaction. These outcomes determine the other criteria categories. 
Leadership, customer focus, people focus and supplier focus are the 'drivers' 
belonging to the respective result categories. Criteria that are not related to 
any subjective results are process optimization and planning for improvement. 
The demand for a continuous learning environment is also contained in lead
ership involvement and people focus. These criteria may be interpreted as the 
fragments of Japanese statistical quality control management. For all catego
ries, the Canada Awards for Excellence asks for the systems of measurement 
used as well as for concrete levels and trends. 

Summing-up, it can be said that the Canada Quality Awards for Excel
lence focuses on process management but also extends the subjective concept 
of quality to all kinds of stakeholders' groups that are involved with a private 
firm. 

Canadian Suggestion Award Program: 

Looking at the empty spaces in the above general scheme of quality award 
criteria, one immediately realizes that the cataloque of criteria of the Cana
dian Suggestion Award Program is quite limited. Nevertheless, it is a whole-
some approach as the criteria focus on those aspects of quality management 
that are neglected by most quality awards. 

The major criterion for employee suggestions is that they contribute to the 
continuous improvement of organizational performance, the latter being de
fined in objective terms such as increased efficiency or productivity, conser-
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vation of property, energy and material and any advantage to tii.e operation of 
the public service (Canada Treasury Board, chapter 365, appendix B, 3.2). 
Whenever possible, the benefits of operational improvements should be meas
ured in dollar terms. The true value of a suggestion is defined as the differ
ence between (actual and estimated) gross savings and the costs of implemen
tation (Canada Treasury Board, chapter 365, appendix B, 3.5.) For intangible 
benefits, an ordinal benefits scale was set up (Canada Treasury Board, chap
ter 365, appendix B, annex 2). 

Indirectly, the supervising Canada Treasury Board also demands the active 
involvement of senior executives and the full commitment of all employees. 
Thus, the criteria of the Canadian Suggestion Award Program fit the TQM 
framework very well. Summing-up, the overall focus of the Canadia Sugges
tion A ward Program is on lean management. Quality has to be defined on an 
absolute scale of (net) monetary benefits to the public organization. 

Table 8 (continued) 

Core Category The Italian Prize IPAC Award for The Innova-
for Innovations Innovative Man- tions in Ameri-

between the Pub~ agement can Govern-
lie Administra- ment Awards 

tion and the (the Innova-
Public tions in Local 

and State 
Awards) 

Leadership - - -

Policy and - - -
Planning 
Information - - -

and Analysis 
Human Re- - - -

sources 
Processes - - -
Continuous - - -
Improvement 
Other Re- information tech- - -

sources nology 
'Objective' Re- organizational ef- effectiveness of effectiveness of 
suits firiPnrv ~nrl pf_ thP nrnor~m the innovation .&..&-.&-.&.&-J -.... ... - _ .... ~.&- y.a.-b.&.-A.&• 

fectiveness of the in addressing an 
innovation important local 

or national 
problem 
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for Innovations Innovative Man- tions in Ameri-

between the Pub- agement can Govern-
lie Administra- mentAwards 

tion and the (the Innova-
Public tions in Local 

and State 
Awards) 

'Subjective' - significance of its value of the 
Results benefits to clients service to cli-

ents 
Other Criteria administrative innovativeness; novelty of the 

transparency; innovation; 
relevance of the 

(replicability) innovation to the replicability of 
chosen theme the innovation 

Emphasis of innovation and innovation innovation 
r-rlto-r1Pl ro1 .. t1nno tn thP. 
'-".L.1.\. ..... .1..1.U. .1......-.1.u.L-.l . .'V.l..a..::t IA.I Ll..I. .... 

public 
Measurement objective subjective and subjective and 
Concept of objective objective 
Quality 
Assessment special assessment special assessment special assess-
Model model model mentmodel 

The Italian Prize for Innovations between the Public Administration and 
the Public: 

The highly standardized questionnaire of the Italian Innovation A ward has 
four major criteria categories: application of law 241 (administrative transpar
ency), the kind of innovation, organizational effects of the innovation and the 
role of information technologies in realizing the innovation. 

In each category, the applicant has to answer questions by ticking off or 
giving estimations on an ordinal scale. The first section refers to administra
tive transparency and seeks to find out to what degree the applicant applies 
law 241190. Items ask if responsibles have been determined for administrative 
proceedings and their names are coveyed to third parties. A number of items 
check if proceedings have been finished in due time. The second category 
tries to identify the character of the innovation. The questionnaire distin
guishes between innovations making the access to public agencies easier, inJ
tiatives to accelerate performances and to simplify administrative procedures 
in the interest of the client and initiatives to collect information on service 
quality or customers' satisfaction. The applicant also has to indicate if the in
novation is an improvement of existing services/administrative procedures or 
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a new one. Section 3 concerns the organizational effects of the innovation. 
The applicant has to indicate on an ordinal scale (from 1 ~5) to which degree 
the effectiveness and efficiency of the organization has been improved. The 
questionnaire aiso asks for other impacts of the innovations such as a change 
of work organization, internal mobility, use of incentive systems and replica
tion of the innovation by other organizations. An extensive final section is 
dedicated to the role of information technology in the realization of the inno
vation. Most items cover the nature and depth of changes of information sys
tems and informatization of administrative processes. The innovation award 
organizers also want to have detailed information on the kind of hardware and 
software, their number and their use. The applicant also has to indicate how 
much money and time was invested in information technology. The overall 
impression on this section is that the information obtained from administrative 
applicants is useful market research information for computer companies. 

Summing-up, the Italian Innovation Award focuses on administrative in
novations and transparency which are to improve the negative image of the 
public administration. Quality is operationalized into measurable dimensions 
with customers' satisfaction only being a minor item. The assessment model 
has been developed on the basis of a series of laws encouraging flexibility in 
the Italian bureaucracy. 

IPAC Award for Innovative Management and the Innovations in Ameri
can Government Awards 1995: 

In contrast to the Italian Prize for ln_novations, both the IP AC and the In
novations in American Government A wards have a short catalogue of four 
criteria. In both Anglo-Saxon innovation awards, innovation programs of 
public organizations are evaluated with regard to innovativeness, effectiveness 
in solving specific policy problems and utility to clients. As a fourth criterion, 
the IP AC award wants applicants to demonstrate the relevance of the innova
tion to the chosen theme, whereas the Innovations in American Government 
A wards chooses replicability of the innovation as a fourth criterion. 

5.3.3 Conclusions 

Even if at a first glance quality awards seem to focus on the same kind of 
management issues, the above analysis of criteria reveals that the emphasis of 
criteria and measurement concepts of quality awards is different, particularly 
in the cases where oualitv award onrnnizers have deve]oned their own as-.I. - - ....... - -- - - -- - - - - ~ - -- -~- - -~ ~ - -- ---

sessment model. There are different operational frameworks, values and vi-
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sions behind the criteria of quality awards. They all hint at the New Public 
Management Paradigm, but they also reveal the different points of departure 
of various administrative systems. 

Table 9: Conceptions of Quality in Different Administrative Contexts 

Public Qual- Great Britain: Italy: Germany: U.S.: Canada: 
ity Awards Charter Mark Prize for In- Speyer Qual- • Presidential • Canada 
by Country Awards novations for ity Award Award Awards 

Scheme Relations Program for Excel-
between the • the Inno- lence 
Public Ad- vations in • Sugges-
ministration American tion 
and the Pub- Govern- Award 
lie ment Program 

Awards • IPAC 
Award for 
In-nova-
tive 
Mana-ge-
ment 

Dimensions customer-per- innovation performan-ce- customer customer 
of Quality formance-, and trans- orienta-tion, satisfaction, satisfaction, 

and taxpayer- sparency process man- innovation employee 
orientation age-ment satisfaction 

innovation 
Measurement subjective objective subjective and primarily primarily 
Concept of underiying objective subjective subjective 
Quality budget con-

straints 
Perspective customers public em- public em- customers customers 
of Quality and taxpayers ployees ployees and 
Assessment customers 
Paramter of not indicated process {IT) process and customer-ori- customer-ori-
the Quality and result- result-ori- ented man- ented man-
Management oriented man- ented man- agement agement 
System agement agement 
Operational service en- Rechtsstaat moderniza- service en- service en-
Framework terprise and flexibility tion terprise terprise 

'Public 'Public Com- 'Public Com-
Agency' pany' pany' 

Vision of market-based citizen-ori- management- business-ori- business-ori-
the Public and minimal- ented public oriented pub- ented public ented public 
Administra- ist administra- lie admini- administra- administra-
............ -. ...... ___ 

-·-~·!-- ·--- ..a.!--I uuu I uuu llSU;:tUUU 1 uuu I UUH 

© LOffler 1995 
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In the British Charter ?-vfark A wards Scheme the quality dhuensions of 
public services - performance, customer- and taxpayer-orientation - are 
judged from the customers~ and taxpayers~ perspective. The public agency 
employee cannot cast a vote in the assessment of quality and he or she is also 
not told how to deliver high-quality services. Public administration is not seen 
as a value in itself but as a 'service-producer'. This operational framework 
fits to a vision of government that seeks to cut back the public sector as much 
as possible and to base it on market values where privatization is not possible. 

The British conception of quality sharply contrasts with the Italian opera
tional and general framework. The Prize for Innovations for Relations be
tween the Public Administration and the Public emphasizes transparency and 
innovations. These dimensions of quality have to be assessed from the per
spective of public employees. All in all, the Italian Innovation Award pro
motes the idea of the Rechtsstaat and flexibility of the public administration. 
Its ideal is to create a citizen-oriented public administration. 

The Speyer A ward is located somewhere in between the British and the 
Italian conception of quality. The quality of public organizations which is un
derstood as process and result-oriented management has to be judged both 
from the point of view of public employees and customers. The operational 
framework consists of modernization with the meaning of a more manage
ment-oriented public administration. 

The U.S. and Canadian conception of quality differs radically from the 
European ones. In the quality awards examined, there is a heavy focus on 
customer satisfaction, seen as the overwhelming quality dimension of public 
organizations. Customers are also the most important judges of the quality of 
public goods and services. The operational framework of customer-oriented 
public management is based on a vision that perceives private and 'public 
companies' operating along the same business lines. 

Of course, the conception of quality of specific quality awards does not 
necessarily express a societal consensus on quality in that country. However, 
since quality awards have an explicit model function, they have an important 
influence on public opinion. Especially institutionalized quality awards soon 
set the guidelines for the NPM proponents in the respective countries. 
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5. 4 Evaluation Process of Quality Awards 

The criteria and the scoring-system from the reference system for the evalua-
tion of quality award applicants, but t.lJ.ey do not define the procedures and 
methodology to evaluate and select the award contenders. 

The evaluation of organizations along the criteria laid down in the award 
questionnare is a difficult enterprise. Award judges have to cope with two 
kinds of problems: one problem arises from the fact that most quality awards 
(with the exception of the Carl Bertelsmann Prize) are based on self
assessment. This may be a very functional exercise for award contenders and 
other organizations just using this management instrument without participat
ing in the award. Yet, self-assessment also allows cheating, and the selection 
of award winners is based on an external assessment of the applicants' self
assessment there is an in-built incentive to assess one's organization in a posi
tive way, if not to cheat. The other problem is that in general there is much 
agreement about what constitutes a 'bad' organization. There is much less 
consensus on what is to be defined as an excellent public or private organiza
tion. Of course, the criteria give some guidelines for award judges, but they 
still leave a lot of discretionary freedom for the judges. 

In general, award organizers draw two consequences from these problems. 
First, they organize the evaluation of quality awards as a multi-stage process 
with several in-built controls. Second, the selection of award winners is usu
ally based on a common decision-making process between several judges who 
have to reach a consensus on their decision. 

The following table will give a survey of the details of the procedures and 
methodology of the evaluation of different quality awards. 
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Table 10: The Methodology of the Evaluation m Quality Awards m 
Comparative Perspective 

!Quality !stages of the !scoring System 
Award Evaluation 

Process 

self-assess- site visits oral final de- approach deploy- results 
ment through to selected presen- cision by ment 
questionnaire award tation of judges 

partici- award 
pants partici-

pants be-
fore 
judges 

British HS-Q plus open num- - rep re- 253 - 753 
Charter supporting ber of fi- sentative 
Mark material nalists of the 
Awards public 
Scheme and pri-

vate sec-
tor, in-
eluding 
consumer 
groups 

Portuguese data cards plus one day - 4 asses- ranking ranking ranking 
Public reports visit sors of 
Service EFQM 
Quality and one 
Contest re pre-

sentative 
from sci-
ence 

Speyer HS-Q plus one day multi- 20 repre- ranking ranking ranking 
Quality supporting visit media sentatives 
Award material presen- from the 

tation public 
and pri-
vate sec-
tor and 
science 



Quality Stages of the Scoring System 
Award Evaluation 

Process 

The Presi- HS-Q plus one day 
dent's visit by 
Quality examiners 
Awards 
Program 

Canada HS-Q one day 
Awards visit by 4-
for Excel- 6 examin-
le nee ers (in-

eluding 
lead exam-
iner) 
---~~, 

The Italian S-Q four day 
Innovation visit with 
s Prize S-Q 

The lnno- HS-Q one-day 
vations in visit 
American 
Governme 
nt Awards 

TheIPAC TJS-0 --- "" 
Award for 
Innovative 
Manage-
ment 

S-Q standardized questionnaire 

HS-Q half-standardized questionnaire 

US-Q unstandardized questionnaire 

-

-

oral 
presen-
tation be-
fore 
judges 

one hour 
interview 

91 

private multiplicator is de-
and pub- tennined by degree 
lie sector of approach and de-
rep re- ployment 
sentatives 

5 senior ranking ranking ranking 
officials 
from the 
appro-
priate 
sector 

? ? ? ? 

National ranking ranking ranking 
Selection 
Commit-
tee 

S renre- r:mldnP rankinP rankirn:Y - --r-~ -~-----o ---~--o ----o 
sentatives 
from the 
private 
and pub-
lie sector 
and sci-
ence 

The evaluation process of quality awards consists of 3-4 sfages with the 
aim to narrow the number of organizations. 

The first selection is carried through by the review of the applicants' self
assessment. The table shows that most quality awards use haif-standardized 
questionnaires, which means that award participants have some freedom to 
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decide which kind and how much information they want to give. In order to 
avoid superfluous information, award organizers prescribe a maximum length 
of pages. Often, they also ask award contenders to support material as proof. 
The Italian Innovation Awards uses a standard questionnaire, which is less 
time-consuming for award participants to fill out, but more demanding for the 
judges. At the other extreme, there is the IPAC Innovation Award using an 
almost non-standardized questionnaire where award contenders are free to de
scribe their innovation project. 

The applications which have received a certain number of scores or some 
high ranking are considered to have got through to the semi-finals. Usually, at 
this stage, site visits to selected organizations take place. The purpose of the 
site visit is to verify and to clarify the information included in the written 
application. Given this purpose, site visits to all applicants should be made if 
the information contained in the written application might be insufficient or 
distorted. Depending on the quality award organizers and their personnel ca
pacity, a team of five or more experienced examiners spends one to five days 
on the selected organization during a site visit. In general, quality awards do 
not have a scheme in making use of the site visit. Only the Italian Innovation 
A ward organizers have elaborated a separate questionnaire to be used at the 
site visits. The findings of the site visits decide which applicants are consid
ered to be finalists. 

Before the final decision on the award winners is made by some panel of 
judges, the Innovations in American Government A wards and the Speyer 
Qualit<f ~A .. ward provide another stage of evaluation which is an oral presenta-
tion of the finalists before the judges. The final decision is made by a panel of 
judges based on an overall assessment of the finalists. 

The panel of judges is usually composed of 5-20 representatives from the 
private and public sector. In some cases, also scientists are included. In the 
British Charter Mark A wards Scheme one representative from consumer 
groups also belongs to the judging committee, which is consistent with the 
strong client orientation of the questionnaire. 

It becomes obvious that the evaluation process gives a lot of freedom to 
examiners and judges. 

As regards the evaluation of the written application, some quality awards 
have established guideiines for examiners referring to the aspects they have to 
consider in scoring the items. In the case of the MBNQA, there are three 
factors the examiners are looking for (Brown, 1992: 11-13): 

• Approach refers to the processes organizations use to achieve quality prod
ucts or services. For example, Baldrige examiners check whether processes 
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are prevention-based versus detection-based, whether there is a focus on 
continuous improvement and on the innovation or creativity of approach. 

• Deployment refers to how well the organization has executed the approach. 
In assessing deployment, Baldrige examiners look for appropriate and ef
fective application to all product and service characteristics, application to 
all transactions with internal and external customers and internal processes, 
activities, facilities and employees. 

• Results include factors such as the current and past overall quality and per
formance levels, rate/speed of quality improvement and significance of 
quality improvements to the company's business. 

Most public quality awards do not have explicit guidelines to tell which 
factors to look at. However, there are two exceptions: The British Charter 
Mark A wards asks examiners to look at approach and results and weighting 
approach 25% and results 75%. The President's Quality Awards Program 
goes even further than the MBNQA by eiaborating descriptions of each cate
gory in terms of different degrees of approach and deployment (Federal 
Quality Institute 1995:23-48). These 'evaluation tables' do not only simplify 
the evaluation process, but also offer transparency for the applicants. 

All in all, the evaluation of quality award contenders is a complex and 
difficult task. Even though quality award organizers try to bring in as much 
objectivity as possible, there can be no doubt that the evaluation process is 
heuristic in nature with experience being the most important asset of quality 
award examiners and judges. 

6. Concluding Remarks 

This preliminary comparative analysis of quality awards shows that 'New 
Public Management' has many different facettes and does not mean that the 
'modernization' goals are the same in all countries. Of course, the criteria of 
quality awards do not necessarily express a consensus on a societal model re
garding the role and nature of public administration. There is still too much 
controversy about the NPM-paradigm itself. However, quality awards may be 
instructive to uncover the variety of norms, aims and interests inherent in the 
NPtvt paradigm. 

Genuine public quality awards show that public sector quality means dif
ferent things in different societies: in Great Britain, customer-orientation is 
conceived to be the primary trait of public sector quality. In Italy, transpar
ency and flexibility of administrative acts are considered important features of 



94 

a high-qualit-y public administration. In Geuuany, administrative moderniza
tion describes the contents of public sector quality, which means a manage
ment-oriented public administration. In the U.S. and Canada, quality man
agement in the public administration is equivalant to the management of a pri
vate company. 

In genuine public sector quality awards, the particular features and cultural 
values are considered among the criteria and design of quality awards. This is 
not the case, when private sector quality awards are simply transferred to the 
public sector. The theoretical part of this report has shown that TQM is only 
functional to the public sector if the particular features of the public sector are 
taken into account. Thus, genuine national private sector awards risk being 
highly dysfunctional if they are not adapted to the administrative system in 
that country. 

In view of the fact that (at least in quantative terms) international and na-
tional quality awards for the public sector are on their way up, it will be im
portant to have an evaluation of those awards. This comparative study has 
merely been descriptive and analytical. The task of the final report will con
sist in completing this comparison quality awards by an evaluation and m 
elaborating a reference-system to evaluate the quality of quality awards. 
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8. Appendix 

8.1 Questionnaire on Quality Awards for the Public Sector 

Questionnaire on Quality A wards for the Public Sector 

Research Project: 

International Comparative Study of the Methodology and Findings of 
National Quality Awards 

Research Director: Prof. Dr. Helmut Klages 

Research Fellow: Dipl.-Volkswirtin Elke Loffler 

Please mail the questionnaire and any further questions and comments to: 

Miss Elke LOffler 

Research Institute for Public Administration 

P.0.Box 1409 

D-67324 Speyer 

Germany 

© Helmut Klages and Elke LOffler, 1995 

All rights reserved. No part of this questionnaire may be reproduced, 
stored in a retrieval system, transmitted or utilized in any form or by any 
means without permission in writing to the authors. 
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1. \Ve need the full address of your organization. 

2. Please give us the name of a contact person. 

(Name, Telefone, Telefax) 

3. Please write the exact, full name of your quality award in your 
language and in English. 

If you have several quality award programs (with respect to criteria and evaluation) for different 
categories of candidates, please indicate all of them. 



4. Are there any competing awards for the public sector your 
country you know of? 

Yes. D 

No. D 

If yes, please tell us the name of the other award(s). 

5. Does your quality award have a specific subject every year? 

No. We chose TQM as a general subject. 0 

Yes. We have specific subjects. 0 
If yes, please specify which subject in the respective years: 

6.1 What is the year of establishment of your quality award? 

19 
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6.2 Piease give us the total number of participating organizations 
and the number of award winners for every year you have been 
running the award. 

Year 1980 1981 1982 1983 1984 1985 1986 1987 1988 1989 1990 

Total Num-
ber of Pub-
lie Orga-
nisations 
Participa-
ting 

Number of 
Award 
Winners 

Year 1991 1992 1993 1994 1995 

Total Number of Public Organisa-
tions Participating 

Number of Award Winners 



6.3 Additional question concerning quality awards for the public 
sector: Would you please indicate the names of administrative 
agencies winning the award in the respective year? 
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If you have more detailed statistics on participants by geographical distribution and organisational 
category (municipal/government), would you please enclose this to the questionnaire? 

Year of the Quality Award for the Public Sector Names of Award Winners 
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Year of the Quality Award for the Public Sector Names of Award Winners 
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i. How did you rmauce the quality award? 

You can make several crosses. 

- out of the budget of our organization D 

- with government funding D 

- with sponsoring from the private sector D 

- by raising a fee from the award participants D 

- others D 

8. Eligibility: What kind of organization may apply to your quality 
award? 

Our quality award is open to: 

- all kinds of public and private organizations D 

- only to all kinds of public organizations D 

- only to specific kinds of public organizations as: 0 
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9. What are the stages of the evaiuation process? 

You can make several crosses. 

(1) award participant has to fill out questionnaire/describe his or her agency D 

(2a) site visits to all award participants 

(2b) site visits to selected award participants 

(3) oral presentation of award participants before judges 

( 4) final decision by judges 

10. What is your assessment model? 

- the Malcolm Baldridge Award; 

- the European Quality Award (EFQ M); 

- We developed our own assessment model : 

0 

D 

D 

11. Are the award criteria subject to review periodically? 

Yes. 

No. 

D 

D 

D 

D 

D 

D 
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12. Our scoring system gives weights to the factors as follows: 

Please give the percentage. 

approach: percent 

deployment: percent 

result: percent 

13. Who are the judges responsible for the evaluation of the award 
participants? 

Please indicate the organization/professional background of each of the judges: 

14. Do you have a 'symbolic' reward only or a material reward? 

We have a symbolic reward. D 
We have a material reward. 0 

If you have a material reward, please give us the amount: 
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15. Do you offer a preparatory or a follow-up prograi11 for award 
participants? 

our quality award program consists of 

- the quality award solely ; 0 

- a preparatory program; D 

- a follow-up program. D 

16. When do you have the award ceremony in 1995? 

Date: (Day/Month) 
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8.2 Questionnaire of the 2nd Speyer Quality Award 1994 

POST-GRADUATE SCHOOL OF ADMINISTRATIVE SCIENCES 
SPEYER 

2. QUALITY AW ARD 1994 

Answering Sheet 

for 

Self-Assessment 

For your information: 
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Survey of the sections 

Section A: Details about your authority/organisation 

Section B: Criteria concerning the level of performance of the authority/organisation 

Section C: Criteria concerning the performance factors of administration 

Field of Modernization: Model and Organisational Culture 

Field of Modernization: Resource Management 

Field of Modernization: Customer-Orientation 

Field of Modernization: Management 

Field of Modernization: Personnel Management 

Field of Modernization: Design of Structure and Processes/Operations 

Field of Modernization: Use of Technology 

Section D: Other Evaluation Criteria 
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To be used exclusively within the context of the "Speyer Quality Competition" and 
its objectives. 

No part of this questionnaire may be used, reproduced, transmitted or stored 
in any form or by any means without the prior permission of the authors. 

Speyer, March 1994 



121 

Notes for the users of the application form 

The questionnaire (completely filled in and enclosing documentary material) must be 
handed in to the "Hochschule fiir Verwaltungswissenschaft Speyer" by the 30th of June 
1994. 

Please regard our questionnaire as a piece of information which has been designed to help 
you to give a self-description of your authority/organisation, and do not forget to look at 
possible comments concerning the single questions. 

Please write down your answers in brief notes (legibly!). 

For some of the questions you only have to mark one or more of the given squares with a 
cross: 

Some of the questions contain the symbol * ; by this we want to point out that we expect 
an ariSwer with the relevent proof f..irrJshed~ 

If you need more space for your answer, cou can certainly use supplementary sheets or 
enclosures. Please mark these additions by: " cf. supplementary sheet No .... ". Please 
write down the number you mentioned in the questionnaire on top of your supplementary 
sheet. 

Should some of the questions not be relevant for your authority/organisation, please fill in 
the words "not relevant" and give a short explanation. 

Your aim should be to give the jury an image as 'round' and complete as possible of your 
authority I organisation and its level of performance/ efficiency. 
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Section A: Detaiis about the authorityiorganisation 

It. First, we need the complete name and address of your author-
! ity/organisation. 

[2. Please name a contact person. 

(job grade/profession, name, address, telephone number, fax) 

3. How many workers were employed at your main administration (except 
plants and other branches)? 

31.12.1993: 

31.12.1992: 

31.12.1991: 

4. Please name the absolute volume of the total budget of your author
ity I organisation at present. 

5. If you are applying as a local authority, please give the present number of 
inhabitants in your community. 



Section B: Criteria for the current level of peiformance of the 
authority !organisation 

16. How 'good' do you consider your authority/organisation to be? 

Please mark one of the following squares with a cross. 

top level 

7 6 5 

D D D 

fulfills average requirements 
needs 

4 3 

0 D 

2 

0 

123 

improvement 

1 

0 

7. Why do you think that your authority/organisation is better than compa
rable ones? 

Is. Are you comparing your efficiency with other authorities/administrations? I 
If 'yes', please give details: 
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9. Which criteria do you take into account when comparing your own level 
of performance with other ones? 

Recommendations from relevant literature D 

Examples of other authorities/administrations (which?) D 

Experience gained abroad D 

Advice of external consultors D 

Criterium: private sector of economy 0 

Other (which?) 0 

10. Have you recently made any attempts at 'modernizing' your author
ity I organisation? 

If 'yes', please characterize the methods of putting them into practice. 
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I 11. Have you planned further methods of modernization? 

If 'yes', please also give a brief outline of that. 

12. Why were these methods of modernisation put into practice? What was 
the immediate motivation? 

13. Has your authority/organisation initiated any activities in order to control 
your level of performance continually? 

If 'yes', which activities? 

- at which intervals? 

J 



126 

14. Which 'hard' or 'soft' indicators do you try to ascertain in order to get a 
survey of the current level of performance at your authority/organisation? 

l 15. Do you also consider the customers' /citizens' opinions when it comes to j 
evaluating the current level of peformance of your authority/organisation? j 

If 'yes' - what is your procedure like? 

- is this done regularly? 

- at which intervals? 
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16. Do you also consider your employees' opinions when it comes to evaluat
ing the current level of performance of your authority/organisation? 

If 'yes' - what is your procedure like? 

- is this done regularly? 

- at which intervals? 

17. Do you somehow control the economic efficiency (ratio expense : result) 
of the administrative activities in your authority/organisation? 

If 'yes', how do you do that? 

18. Do you ascertain the effectiveness (degree of goal achievement) of the ac
tivity of your authority/organisation? 

If 'yes' - how do you do that? 

- which goals do you take as a basis? 
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Section C: Criteria of the performance factors of administration 

Field of Modernisation: Model and Organisational Culture 

I 19. Is there a general model* in your organisation? 

*Please furnish proof of that. 

If 'yes' - can you give the contents/structure of this model? 

- how was it made obligatory? 

- how is this model checked and improved regularly? 

20. To what extent do your exmployees fulfill their services by taking the citi
zens' I customers' attidudes/ opinions into consideration? 

21. How do you evaluate your employees' motivation and enthusiasm? How 
well-developed are these factors? 

22. How about the sickness figure in your authority/organisation? (please 
name the ratio of days lost through sickness : working days) 



Field of modernization: Resource Management 

I 23. Have you introduced a decentralized resource management? 

Yes 

No 

If 'yes': 

area-covering? 

D 

0 

or concerning which single areas? 

124. Referring to the above, have you arranged a consensus of goals? 

Yes D 

No D 

If 'yes', which? 

I 25. Have you worked out the relevant product speficications? 

Yes D 

No D 

If 'yes', which? 

129 
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26. Do you additionally employ other methods of working out housing sur
veys than those which are laid down by law?* 

*If necessary, please enclose the result-oriented budget. 

Yes 0 

No D 

If 'yes', which? 

27. Does your authority/organisation take the opportunity to purchase exter
~ the performances which are achieved by the special depart
ments/branches? 

Yes 0 

No D 

If 'yes', which performances are these? 

28. Does your authority/organization have a 'controlling' (or other methods of 
controlling) in order to guarantee an efficient use of resources? 

Yes D 

No D 

If 'yes', piease give a brief outiine of the practicai appiication of this 'controUing'. 



Field of Modernization: Customer-orientation 

129. Does your authority/organisation analyse the structure/composition and 
the fields of interest of its customers/citizens? 

Yes* 0 

No D 

If 'yes', what is your procedure like? 

*Please furnish proof. 
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30. Is there a constant dialogue between your authority/organisation and the 
citizens/customers in order to guarantee their acceptance and consensus? 

Yes 0 

No 0 

If 'yes' - what is the general setting of this dialogue? 
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Are there any institutions in your authority/organisation which have been de
signed to cope with complaints? 

Yes * D 

No D 

*Please furnish proof. 

If 'yes' - which are these institutions? 



J 3 i. Do you evaluate the complaints on the part of citizens/customers? 

Yes D 

No D 

If 'yes' - which consequences do these final evaluations have? 

f 32. Does your authority/organisation have customer/citizen advisers? 

Yes 

No 

0 

D 

If 'yes', how do they procede? 
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Field of Modernization: Management 

! 33. Are there any principles and guidelines concerning management in your 
I authority/organisation? 

Yes 0 

No D 

If 'yes' - what are the contents of those? 

- how is the superior obliged to these principles? 

34. Are there regular further trainings concerning strategies and concepts of 
the management which must be attended by the superiors? 

Yes * D 

No D 

*Please furnish proof. 

j 35. Are the superiors promoted because of their leadership attitudes? 

Yes D 

No D 



!36. Is there an efficient executive training for your superiors? 

Yes 0 

No 0 

If 'yes', what is it like? 

37. Are the executives of your authority/organisation able to motivate the 
workers to ensure and control quality autonomously? 

Yes * D 

No D 

*Please furnish proof. 
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Field of Modernisation: Personnel Management 

138. How does your authority/organisation recruit its staff? 

)Does your authority/organisation have a plan of management development? 

Yes* D 

No D 

*Please furnish proof. 

39. Are there any trainings on-the-job, mentors or contact persons for recently 
employed workers? 

Yes D 

No D 

40. Are there regular dialogues between the superiors and the employees at 
your authority/organisation? 

Yes 0 

No D 
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j 41. Does your authority I organisation grant intangible incentives? 

Yes D 

No 0 

If 'yes', which? 

42. Does your authority/organisation offer an achievement-oriented payment 
or other financial incentives? 

Yes 0 

No 0 

How does your authority/organisation offer further trainings according to the 
needs and qualifications of its employees? 

43. Please name additionally the expenses for further trainings in relation to 
the total budget of your authority/organisation. 

I 44. Please write down how often your employees take part in further trainings I 
per year? 

If possible, make distinctions according to professional qualification. 
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Field of Modernisation: Design of Structure and Process 

l45. Please write down according to which principles your author-
! ity/organisation is structured. - - -

Please enclose an organizational chart. 

46. Have you structured your authority/organisation according to given pat
terns/? 

Yes D 

No D 

If 'yes' - which are these patterns? 

If 'no' - please explain the aspects by the help of which you have structured your author
ity. 
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!47. How many echelons of hierarchy does your authority/organisation have? 

j48. What about the span of control? (relation executive : workers)? 

! 49. How many project teams are there in your authority at the moment? 

- covering more than one department at the same time: 

- within a single department: 

Please give examples: 

j so. Have you recently altered the workflow organisation? 

If 'yes' - which modifications, connected with which goals? 

- how did you carry out these changes? 

- which improvements were effected by these changes? 
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51. How do you ensure short operating times, decision processes and methods 
of recording? 

Please enclose statistical evaluations which analyse the modes of working of 
usual/everyday services at your authority. 

52. How does your authority/organisation guarantee an efficient information 
flow (horizontally and vertically)? 

J 53. How many pages do your general service and business rules cover? 

j 54. How do you ensure cooperation between the single departments'? 
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55. What kind of cooperation does your authority/organisation have with the 
following institutions/teams? 

D with representative institutions (e.g. Rat)? 

0 with other administrations/authorities (which have the same principles and goals)? 

0 with other administrations/authorities (which have different principles and goals)? 

D with 'competing' administrations/authorities? 

0 with supervisory and controlling authorities/institutions? 

0 with special associations? 

0 with science/research? 

0 with the media? 

D Public-Private Partnerships? 

U participation in regional conferences, concerted activities etc.? 

0 participation in networks of experience and innovation-oriented associations? 

0 with other organisations? (please write down) 

We would be glad if you could give us some details about the nature and intensity of those 
relations you marked above (if possible, with the help of some informative material). 

[ 56. Has European integration had any effects on your authority/organisation? 

Yes D 

No 0 

If 'yes' - which effects are these? 

- how do you meet these requirements? 
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Field of Modernisation: Use of technology 

I 57. To what extent have you applied information technology in order to im-
1 prove operations planning? 

58. How many percent of your work places are equipped with comput
ers/terminals? 

j59. Has your authority/organisation developed its own software/applications? 

Yes D 

No D 

If 'yes' - which? 
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j60. Is there any further specialist training in data processing at your authority? I 

Yes D 

No D 

If 'yes• - do you enlist external advisers? 

l 61. Is your authority I organisation connected with external data banks? 

Yes D 

No D 

If 'yes' - which? 

62. Has your authority/organisation developed any systems in order to inform 
and advice citizens? 

Yes 0 

No D 

If 'yes' - which? 
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Section D: Other Evaluation Criteria 

l 63. To what extent have the criteria of this questionnaire been appropi
ate/suitable to give a 'round image' of your authority/organisation? 

very well fitting sufficiently fitting 

4 

not sufficiently fitting 

1 2 3 5 6 7 

D 0 D 0 D D D 

If you think that the given criteria are not sufficient to describe your author
ity/ organisation, which other criteria would you add? 

64. Which peculiarities of your authority/organisation should we - in your 
opinion - take into account when comparing it with other administrations? 

0 
D 
0 
0 
D 
D 
D 

size of administration 

special principles/ goals/tasks 

ad.u.inistration of the new federal states 

extreme financial restrictions 

low action scope 

politically sensitive sphere of action 

other: 
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65. How did you get to know /become aware of the Second Speyer Quality 
Competition? 

0 by specialist journals 

0 by internal information 

0 by other administrations 

0 by direct contact with the organizers 

0 by gathering information from: 

66. What do you expect from your participation in the Second Speyer Quality 
Competion? 

Please give a brief outline referring to your expectations: 

67. How do you think you can utilize the results of the Second Speyer Quality 
Competition for your authority/organisation? 

Please give a brief comment: 


