Chapter 1
Introduction
1.1 Overview
This chapter introduces the research study conducted on the “barriers to the effective use of self assessment by the organisations in the North of England”. This chapter helps in identifying the scope of the research; that is various private, public, not for profit and charity/voluntary organisations of different size, having different levels of business excellence maturity.  It also attempts to describe the objectives, questions and structure of the research.
1.2
Research Scope

The research covers the barriers involved in the self assessment practices by the companies in the North of England. A survey was carried out as a part of research involving all the members of North of England Excellence. All the respondents were different in size, sector, business excellence maturity and self assessment methodology. This primarily collected data was analysed in order to determine the core barriers are in the effective use of self assessment in the north of England. After analysing the data an attempt was made to device a mechanism of selecting the appropriate type of methodology for self assessment according to the size, sector and business excellence maturity of the organisation.
1.3       Research Objectives
The main objectives of the research are to:
· Identify different barriers associated with the effective use of self assessment in the North of England. 
· Provide remedies for these barriers.
· Device a mechanism which could help the companies to select appropriate type of methodology/ies for self assessment according to their size, sector and business excellence maturity.
1.4        Research Questions
In order to meet the above mentioned objectives, the research aims to find answers for:

· What are the different methodologies used for self assessment by the companies in the North of England?

· What are the barriers to the effective use of Self Assessment in the North of England?

· How can companies of different size, sector and business excellence maturity can select an appropriate method of self assessment to achieve business excellence? 

1.5       Research Structure
The Research starts with the project specification - Chapter One, which includes an overview of the dissertation, scope and objectives of the research, research questions and research structure.
Chapter Two, a general literature review, which covers concept and definitions of self assessment, self assessment process, different methodologies of self assessment, benefits and finally different barriers to self assessment.
In Chapter Three, the researcher introduces general literature about the Business Excellence in the North of England, North of England Excellence (NoEE), Business Excellence Model (EFQM) and Self Assessment Technique (beta plus) used by NoEE.

Chapter Four presents the research methodology of the dissertation, which includes the research philosophy, approach, strategy, methodology, data collection and literature search.
Chapter Five provides a comprehensive quantitative data analysis and discussion, in which the survey results are interpreted and analysed in order to identify the actual barriers to self assessment for the NoEE member companies.

Chapter Six, presents the key findings of the research on the basis of primary and secondary data collected.
Finally, Chapter Seven contains the conclusions and recommendations of this study; it also includes a matrix which will help the organisations to select the appropriate type of methodology according to its size, sector and business excellence maturity. 

Chapter 2
Literature Review
2.1 
Overview

This chapter is based upon the review of a literature and information search that was carried out in June and July 2008. It mainly explores the subjects of business excellence, different awarding bodies for business excellence, self assessment, self assessment process, various methodologies adopted for self assessment, benchmarking and knowledge transfer, and different benefits and barriers associated with self assessment.
2.2
Business Excellence
According to Poster (2003) “Business Excellence is dependent upon balancing and satisfying the needs of all relevant stakeholders, like employees, customers, suppliers, investors and society in general”.  Business excellence models provide a framework to the organisation to alter its process and operations in the most effective way. There are many regional, national and international Business Excellence Frameworks available, for the companies to follow in order to achieve the excellence. Deming Prize (DP) in Japan, Malcolm Baldrige National Quality Award (MBNQA) in USA, and European Excellence Model (EQA) in Europe, Middle East, Asia, and Africa are the three core and internationally recognized frameworks. Amongst them DP, MBNQA, and EQA are accepted worldwide. A brief introduction of each is presented here: 
2.2.1
Deming Prize 
The Board of Directors of Japanese Union of Scientists and Engineers (JUSE) established the Deming Prize (DP) in 1951, to evaluate and recognize the methods of company-wide quality control for Japanese businesses (Asian Productivity Organisation, 2001). It focuses on finding out how effectively an organisation is implementing TQM, by concentrating on the quality for products and services. The first prizes were given in 1951 to four Japanese companies. The DP became an international prize in 1984 (Zairi and Whymark, 2003). 

The DP has five award categories; individuals; application prize; large firms; small firms; and divisions. (Asian Productivity Organisation, 2001) Porter and Tanner (2004) included policies, organisation, information, standardization, human resources development and utilization, quality assurance activities, maintenance/control activities, improvement activities, effects and future plans in checklist for assessing DP applications.
2.2.2
Malcolm Baldrige National Quality Award (MBNQA)
President Reagan on 20 August 1987 signed and established MBNQA to recognize quality achievements of the US organisations (Dale, 2003). MBNQA is given annually, by the President of the United States to five categories businesses an annual award, US Department of Commerce and the National Institute for Standard and Technology (NIST) administers the whole procedure (Dale, 2003; Kaplan and Norton, 1992; Tummala and Tang 1996). The categories are; manufacturing companies /subsidiaries; service companies/subsidiaries; small businesses; education; and healthcare.
MBNQA includes leadership, process management, HR development and management, strategic planning, information and analysis, customer focus and satisfaction, and business results, in its basic structure for self- assessment (Kaplan and Norton, 1992).

2.2.3
The European Quality Award
The European Foundation for Quality Management (EFQM) was established in Brussels on 15 September 1988 by the Presidents of 14 major European companies, including Bosch, BT, Bull, Ciba-Geigy, Dassault, Electrolux, Fiat, KLM, Nestlé, Olivetti, Philips, Renault, Sulzer, and Volkswagen. 

The EQA was officially launched in 1991 by EFQM, to support, encourage and recognize the development of effective total quality management by European companies (Nuland et al, 1999).  In a review of 53 National Quality Awards (NQAs) Tan et al. (2003) found that while most of the European countries have modeled their NQAs on the European Quality Award (EQA). Moreover, it is a practical tool for helping organisations in their drive towards being more competitive through self-assessment and benchmarking (Zink, 1998).

EQA is given in the following four categories; for Profit, Large companies; for profit, small and medium-sized companies; not for profit, large companies; and not for profit, small and medium-sized companies.

EQA consists of two types of criteria:

· Enablers (Leadership, Policy and Strategy, People, Partnership and Resources, and Processes) 

· Results (Customer Results, People Results, Society Results, and Key Performance)
2.2.4
Common aspects of the models
All the three models helps in measuring the TQM effectiveness and organisational performance through several critical factors, which are key drivers of organisational excellence. As presented in the following table, there are some differences between them, but there are number of common elements and themes. 

	Name
	MBNQA
	EQA
	DP

	Year of Evolution
	1987
	1991
	1951

	Objectives
	Promoted by US Commerce for Strengthening US Competitiveness:

· To improve organisational performance practices, capabilities, and results

· To facilitate communication and sharing of best practices information among US organisations of all types

· To serve as a working tool for understanding and managing performance and for guiding organisational planning and opportunities for learning


	EQA was developed to enhance global competitive position of Western Europe by accelerating acceptance of  quality as a strategy for global competitive advantage. It supported the evolution of European management identity. It represents the radically broader guidelines for addressing issues like a community perception of the company and employees’ staisafaction as measures of quality performnace
	DP was established to honour the work of Dr. Deming in development of QC in Japan. DP ensdures that good results are achieved through successful implementation of company-wide quality control, in pursuit of continous improvement to supplier of the firm. Most of its criteria are focused to implement a set of principles and techniques, such as process analysis, statistical methods and quality circles

	Responsible Organisation
	NIST
	EFQM
	JUSE

	International Influence
	North and South America, Asia, Oceania and EQA


	Europe, Centeral asia, midedle East And Africa


	MBNQA reference at enactement, Asia



	Award Criteria and relevant Scores
	· Leadership 120

· Strtegic Planning 85

· Customer and Market Focus 85

· Measurement, analysis and knowledge management 90

· HR Focus 85

· Process Managemnt 85

· Results 75
	· Leadership 100

· Policy and Strategy 80

· People 90

· Partnership and resources 90

· Processes 140

· Customer Results 200

· People Results 90

· Society results 60

· Key Performance Results 150
	A. Basic Categories 100

· Mnagement policies and their deployment 20

· New Product Development, work process innovation 20

· Maiantanance and improvement 20

· Management systemns 10

· Information Analysis and Utilization of IT 15

· HR Deployemnt 15


Table 2.1 : Comparison of DP, MBNQA and EQA (Source: (Sharama & Talwar, 2007))

2.3
Self Assessment
Self-assessment is a device that offers helpful information and clear answers for the most common questions regarding and organisation’s current level of excellence in terms of  its strengths and areas of improvement on the basis of which top management make their decisions and assist the organisation in choosing the right strategy to move forward. Many business organizations are taking help of different quality awards, discussed earlier for self-assessment purposes, as well as for enhancing their competitive position in the global market (Khoo & Tan, 2003).
These days the term ‘Self-assessment’ is increasingly with in business circles and TQM literature, where it is often defined as “a process of evaluating an organisation against a model based on TQM”. Self-assessment is anticipated as a tool for measuring the progress of TQM within an organisation. It helps to identify areas of improvement and should serve as basis for future plan of actions. In this way, it provides the input for the quality improvement process. By carrying out self-assessment, senior executives can understand the organisation’s strengths and weaknesses, which further aids in finding the suitable strategy to move the organisation forward (Porter and Finn, 1994; Van der Wiele, 1995). Ritchie and Dale (2000) described self-assessment as a necessary task to execute if an organisation wishes to maintain the momentum required for continuous improvement. 
Self-assessment is a tool designed to:

· Measure the current performance.

· Spot out the strengths and development opportunities.

· Identify the barriers to successful performance.

· Monitor changes and improvements over time.

Assessment should not be confused with the other three ‘As’ terms (Audits, Appraisal and Award). Often the ‘4 As’ are confused and can lead to a misunderstanding of the aims of self-assessment (Hillman, 1994; Van der Wiele et al, 1995).

· Audit: the process of checking whether or not an organisation has complied with a set of specific procedures laid down in manuals or standards,

· Appraisal: the process of evaluating an individual’s job performance, discussing with them associated development plans.

· Award: a prize linked to a competition with others.

· Assessment: the process of evaluating an organisation and its improvement, achievements and processes against a model for continuous improvement.
Several researchers and practitioners provided different definitions for self assessment. Nuland and et al., 2000 defined self-assessment as:

“an investigation within the own organisation in a structured and systematic way, after which decisions are taken in group and in consensus. The actions are prioritised and have a strategic importance. The realisation of these actions allows you to achieve a breakthrough in results”.
Hillman (1994) on the other hand defined self-assessment as:

 “the process of evaluating an organisation against a model for continuous improvement, in order to highlight what has been achieved and what needs improving”. 
EFQM (1999a) perhaps provided the most embracing and broad definition:
“Self-assessment is a comprehensive, systematic and regular review of an organization’s activities and results referenced against the EFQM excellence model. The self-assessment process allows the organization to discern clearly its strengths and areas in which improvements can be made and culminates in planned improvement actions that are then monitored for progress.”

According to Lam and et al. (2007) self-assessment has three main elements; model, measurement and management. The first element is “model” which acts as a framework for evaluating business performance. “Measurement” is the second element which measures organisations' performance against the model. The last element is “management” which is concerned with managing the self-assessment process to ensure its effectiveness. Self assessment is a quality initiative that works both internal and external focus as it is carried out by organisation's own staff, but on externally defined standards. According to Samuelsson & Nilsson (2002) apart from illuminating areas for improvement, self-assessment provides an important cultural benefit because it encourages an ethos of continuous improvement, promotes a holistic perspective, and allows people to gain a broader understanding of the business.
2.4
Factors Effecting Self Assessment
Knorr (1990) stated that in order to apply self-assessment for the sake of achieving quality improvement there are some guide rules that have to be followed. First of all, before establishing self-assessment the businesses have to take under consideration the strategic aspects, the structure effect, and the technology and culture besides all the rest. 

Other researchers and practitioners support that the strong power of self-assessment can drive and influence in a large degree the total quality movement (Bergstrom, 1995). Therefore there are some important key drivers that describe the effective application of self-assessment. Factors such as the systems thinking, leadership commitment, and customer requirements (Alonzo, 1995). While there are some additional factors according to few other researchers and they are the alignment and focus, training, measurement and feedback, fun and creativity (Miller, 1995).
Nuland and et al. (2000) also emphasised on some critical factors that play a great role in the success of self-assessment and obtaining excellent results. These factors include committed leadership with a constancy of purpose, ongoing self assessment, integration of all actions (self assessment process), training, result orientation, participative management, and effective deployment of all the plans.
2.5
Self Assessment Process

The starting point is to gain leadership commitment for using self-assessment as a tool for achieving business excellence. Then, after identifying appropriate business units for conducting self-assessment and pilot studies, a model for self-assessment and a reporting system should be established. This also includes the establishing of teams responsible for managing the self-assessment process in the organisation, the design of appropriate record forms and the establishment of a method for scoring achievements. The plans and objectives for conducting self-assessment should be communicated throughout the organisation. All employees directly involved in the self-assessment processes and all facilitators should be trained. After conducting self-assessment, action plans should be agreed on, showing priorities, responsibilities and milestones for all actions. Improvement teams should be given the responsibility and the appropriate resources to implement actions according to the action plans and the strategic directions. Finally, the whole self-assessment process should be subject to regular reviews (EFQM, 2005; Porter and Finn, 1994).

Zairi (2003a) summarised the general process steps of conducting self-assessment as:

1. Develop commitment.

2. Plan and resource the assessment.

3. Communicate the intentions.

4. Collect data and conduct the assessment.

5. Identify strengths and areas for improvement.

6. Consensus scoring to bring consistency for external comparison.

7. Benchmark the scores against internal and external centres of excellence.

8. Develop improvement plans.

9. Implement the plans.

10. Review the experience, typically once per year or every two years.

11. Re-assess beginning at Step 2.

When self-assessment has been conducted according to these steps, the final step should be improvement based, on the knowledge gained from the self-assessment.

Action plans, based on the strengths and areas of improvement highlighted in the results from the evaluation, have to be developed and implemented so that improvements can be achieved.
2.6
Approaches to Self assessment
Rusjan (2005) suggests that a self-assessment tool based on Business Excellence models is systematically helping companies in identifying and correcting gaps in their performance. However, an approach to self-assessment must consider the organisation’s maturity and culture, and must be correctly positioned as part of an overall management process and findings indicate that several approaches to self-assessment are successful as long as they fit the organisation, are used continuously, and foster participation (Samuelsson and Nilsson 2002).

To help management in selecting the most suitable approach to self-assessment there are different methods that they may wish to consider. Some of the methods are listed in following:

· Questionnaire

· Matrix

· Beta Plus TM 

· Workshop (evidence base)

· Pro-forma

· Award Simulation

These six methods are shown in figure and are classified according to two axes – the type of evidence backing them and the level of rigour required to implement them. Four of these six methods (shaded in blue) have been defined by EFQM (Assessing for Excellence 2003). The other two methods (shaded in green), are two methods, introduced and supported by NOEE.
Figure presents different methods of self-assessment varying in degrees of ease of use and rigour and some are based on opinion with others being supported by evidence. It also indicates that the questionnaire method is shown to be the easiest and least rigorous method to apply and the award simulation method is seen as the most rigorous.
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Figure 2.1 : Six methods of self-assessment 
(Source: adapted from EFQM, Assessing for Excellence 2003).
Moreover, figure explains that the methods of questionnaire, matrix and beta plus™ are based on the opinions or perceptions of the participants and the methods of workshop - evidence based, pro-forma and award simulation are intended upon evidence acquired through data collection and information gathering. Each  implementation approach delivers different benefits and involves different resources and risks (Hides, Davies and Jackson 2004).
Most of the six methods include three key steps; 
· an initial training session to offer participants with an knowledge of what is expected of them; 
· a session where all participants meet to agree and reach consensus on the strengths and areas for improvement of the organisation; and

· a session where an action plan is created and agreed by participants. 
In an effort to assist the reader in understanding the subtle differences between the six self assessment methods a summary explanation of each method follows. This explanation is based on the definition of the methods by EFQM (Assessing for Excellence 2003) and in the case of the matrix and beta plus™ methods is based on an explanation provided by NOEE and the results of the information search that was carried out regarding the beta plus™ method.

2.6.1
Questionnaire Method 

Mostly involves a set of statement or questions taken from the adopted excellence model, which can be answered by the participants easily. At the simplest level, No-Yes responses are recorded. Further complicated questionnaires employ Likert-type interval scales. Some questionnaires needed respondents to give a score of between 0 and 100 percent for each of the questions posed, with 100 percent representing a filly deployed approach that is subject to regular review and refinement, and 0 percent indicating that it simply dose not happen (Zairi and Whymark, 2003). 

The questionnaire approach is the least resources   approach, and can be done very easily. It provides an excellent method for collecting information on people’s perceptions within the firm. This method could be more sophisticated if used in cooperation with workshops, nevertheless the designing or even buying a questionnaire for applying self assessment can only provide people’s perspective and not why they think of that perspective (Nuland et al., 1999).
Some benefits of questionnaire approach are:
· It is a very cost effective approach to identify performance gaps and genera a quality profile. 
· It provides a fast way of getting the company shape against the chosen excellence framework. 
·  It is an easy introduction to self-assessment. 
· Questionnaires can be tailored to specific company needs. 
· Training requirements are minimised — basic awareness training in the excellence framework will be enough. 
· It can reach high levels of involvement within the company — responses can be stratified by function or department, level etc.
· Result and learning opportunities can be speedily found and cascaded down into the firm, and actions taken. 
· It can be used as an input to more sophisticated approaches (Porter and Tanner 
2004). 
On the other hand there are some limitations of this approach:
· Questionnaires are clearly prescriptive in nature, and do not offer the individual learning opportunities provided by the other methods of self-assessment. 
· The assessment outputs represent perception and require validation. 
· Nevertheless, they cannot usually be used to check development on a regular basis, as people become conditioned to the questionnaire (Reed and Shergold, 1996).

· The objectivity and accuracy of the approach depend upon the quality of questions.

· The element of prescription in the questions limits learning. 

· Ownership of issues is not encouraged. 

· When used as a survey instrument, response may be low, giving rise to concerns over the validity of the approach (Porter and Tanner 2004). 
2.6.2
Matrix Method
This method takes the form of a matrix. An example is shown in figure. In this method those participating in the self-assessment are required to provide their perception of which statement in each row most closely reflects the current position of the organisation. Once the position is chosen the participant is required to select the score below that box, calculate a score for each criterion, and then sum these to give a grand total. The statements in each row indicate varying levels of implementation of each of the nine criteria of the EFQM Excellence model.
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Figure 2.2: Example of the matrix self-assessment method 

The key benefits of this approach are that:

· Easier to use and the resource requirements in the assessment process are comparatively low and the training requirements are minimum. 

· The matrix can be tailored to the specific requirements of the company. 

· The matrix facilitates the understanding of the excellence criteria and self- 
assessment process. 

· The matrix facilitates objectivity and an efficient assessment process. 

· The matrix is good for facilitating discussion in the team and for team building. 

· The output is suitable for action planning (Porter and Tanner 2004). 
The main limitations are that: 
· Lists of key strengths and areas for progress may not result from the assessment process. 
· The output is dependent on the matrix design. 

· There are medium to high development resources implications if an organisation decides to design its own matrix. 
· The matrix can lead to a prescriptive approach. 

· A one-to-one correspondence between the matrix elements and excellence model criteria may not be evident, which makes comparisons and benchmarking against award winners more difficult (Porter and Tanner 2004). 
2.6.3
beta plus™ Method

Beta plus™ stands for ‘Business Excellence through Action and is a method of self-assessment against the EFQM Excellence model. The method is based upon the fundamental concepts of Excellence and the thirty two criterion parts of the said model. The method was created in 2004 by the Excellence Group and is made available to organisations throughout the UK through NOEE. 

Its intention is to be a simple and easy-to-understand way of considering one’s organisation’s current standing against the criterion parts of the model, and a way of creating an agreed prioritised list of improvements and an action plan.

The form taken by the method is that of a workbook. The workbook consists of fifty-one questions divided into nine criteria, the same nine criteria as the EFQM Excellence model. The workbook requires completion by those participating in the using of it. The workbook is built around the plan-do-check-act (PDCA) methodology. There are two key stages in using the workbook, a diagnostics stage and an action-planning and these are now discussed.

This approach has some advantages:

· Simple and inexpensive than other approaches.

· Examines the organisational excellence issues in greater detail.

Some possible limitations of this approach are: 

· Confined only to the North of England region, so its authenticity is still questionable.

· Do not include any actions to identify whether the agreed action plan is actually implemented by the management of the organisation or how the action plan (if implemented) is monitored for progress.
2.6.4
Workshop - Evidence Based Method
This method takes the form of a workshop where those participating in the self-assessment are required to meet for an initial awareness training session. The participants are then required to spend a period of time collecting factual data and information from within the organisation in respect of each of nine EFQM Excellence model criteria, and possibly each of the thirty two criterion parts. Following this activity, the participants are required to meet again to perform a detailed self-assessment of the organisation and to create, and reach consensus on, a list of strengths and areas for improvement based upon that factual evidence. Normally, the participants would then, at a subsequent session, go on to prioritise the identified areas for improvement and to develop action plans. The workshop approach is particularly useful for management teams (Porter and Tanner 2004). 
The main advantages of workshop or discussion group approaches are that: 
· The approach is faster than award-type processes and is comparatively inexpensive.

· There are no major training needs. 
· The approach encourages ownership of the self-assessment process and its outcomes, amid is less threatening than second or third-party assessment.

· The self-assessment exercise provides a team-building chance. 

· Scoring is generally of secondary importance to the group discussions that highlight improvement opportunities and help develop a common view. 

· An agreed list of key strengths and areas for improvement is produced which forms the basis for action. 

·  Management team assessments encourage ownership of the outcomes, effective prioritisation and action planning (Porter and Tanner 2004). 
The main limitations are that: 

· The correctness of the assessment is limited to the knowledge and insight of 
the group, and thus it is important that the group contains a range of knowledge and experience that allow the criteria to be addressed in a meaningful manner.

· Evidence of the extent of dependent is sometimes difficult to assess in this process.

·  The outcome can be highly dependent on the skills and influential power of the facilitator: this is certainly true for more ‘difficult’ management teams (Porter and Tanner 2004). 

The workshop approach can be used to check the company on a regular basis but some conditioning of the discussion groups is to be experienced in self assessment, they may take a ‘harder’ view on scoring. Yet, this will mainly influence the earlier time period comparisons (Porter and Tanner 2004). 
2.6.5
Pro-Forma Method
This method requires an initial training session; following which those participating in the self assessment are required to spend a period of time collecting factual data and information, holding interviews with other members of the organisation and completing thirty two pro-forma pages, similar to the example shown in figure six. 
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Figure 2.3: Pro-forma 
Each pro-forma page relates to one of the thirty two criterion parts of the EFQM Excellence model. The participants are then required to assess each pro-forma page individually and then meet to obtain the group’s consensus and produce a final report. The report is then normally presented to the management team and a subsequent meeting is generally arranged to prioritise issues and develop action plans.

The main advantages of pro-forma approach are:

· It encourages the collection of fact-based evidence in a much more time efficient manner than award simulation processes. 
· It can result in objective scores that are comparable with those generated by the award simulation process. 
· The assessment generates a list of key strengths and areas for progress, which are the basis for action planning.  
· It can potentially involve a range of people at various stages in the process (Porter andTanner 2004). 
The main limitations are that: 
· The pro-forma can be finished on a superficial basis and jeopardise the outcome of the assessment; strong and effective facilitation is required. 
· The pro-forma can give a summary and incomplete ‘picture’ of the company (Porter and Tanner 2004).
2.6.6
Award Simulation Method
This method normally requires two initial training sessions; one for those participating in the self-assessment who will take the role of writing an awards submission style document, and the other for a second group of participants who will take the role of assessing that submission document. The participants writing the awards submission document are required to spend a period of time collecting factual data and information, and holding interviews with other members of the organisation. They are then required to write the awards submission document, which is normally based on each of the thirty two criterion parts of the EFQM Excellence model. The group of participants would then normally arrange for the documents to be approved by the management team.
Next, the participants assessing the awards submission document are required to individually assess the document and then meet to reach a group consensus. Following that they are generally required to write up their findings into a feedback report and present it to the management team of the organisation. A follow up meeting is then normally arranged to prioritise issues and develop action plans.

The main advantages of the award simulation approach are that:
·  It provides comprehensive insights into the capability and performance of the company. 
·  It produces details on strengths and areas for progress. 
· It produces self-assessment results that are directly comparable to actual award assessments. 
· It provides a powerful message and reference document. 
· It provides riches of ‘quality’ output for action planning (Porter and Tanner 
2004). 
The main limitations of the award simulation approach are that: 
·  It has high resources requirements and a lengthy cycle time. 
· It may not be as objective as it should be the results can be influenced by criteria writing.
· It might be used at an inappropriate stage of the company’s journey to excellence, and distract the company more pragmatic development 
activates (Porter and Tanner 2004). 
2.7
Self Assessment Benefits
Well planned and executed self-assessment, including follow-up action, can deliver significant benefits. Zairi (1994) explained how self-assessment can deliver assistance to organizations in the several ways. Firstly, by providing the opportunity to take a broader view on how TQM impacts on various business operations. Secondly, by measuring performance of processes, and enablers and their relationships with results in both financial and non financial fields. Thirdly, by measuring internally and externally (benchmarking), including the community and the environment. Fourthly, by measuring for improvement rather than for hard control, and finally by creating the desire to do better and perhaps even win awards.
As noted by Hillman (1994), Quality-foundation (2007), Conti (1999), Porter and Tanner (1998), Van der Wiele, A. et al, (1996), Dale (2003), and the EFQM publication series, these benefits include:
· Providing a highly structured fact-based technique to identify and assess an organisation's strengths and areas for improvement and measure its progress periodically.

· Generating the desire to do better and perhaps win awards.
· Improving the development of strategy and business plans.

· Creating a common language and conceptual framework for managing and improving an organisation.

· Educating people in an organisation on the fundamental concepts of excellence and how they relate to their responsibilities.

· Developing the management skills of staff.

· Involving people at all levels and in all units in process improvement.
· Assessing, in a coherent manner, the organisation at a macro and/ or micro level.

· Identifying and facilitating the sharing of "good practice" within the organisation.

· Facilitation comparisons with other organisations of a similar or diverse nature, using a set of criteria that is widely accepted across Europe and beyond.

· Integrating the various improvement initiatives into normal operations.

· Providing opportunities to recognise both progress and outstanding levels of achievement through internal awards.

· Preparing the organisation before it applies for the European Quality Award or a national or regional award of a similar nature.

Dale (2003), on the basis of his research in many organisations has summarised several benefits of self-assessment against a quality/excellence award model as in the following:

2.7.1
Short-term Benefits

· Facilitates benchmarking.

· Drives continuous improvement.

· Raises understanding and awareness of quality related issues.

· Involves all employees in quality/improvement process.

2.7.2
Long-term Benefits

· Reduces cost of quality.

· Improves business results.

· Provides a disciplined approach to business planning.

· Develops a holistic approach to quality.

· Increases the ability to exceed customer expectation.

· Provides a link between customers and suppliers.

2.8
Barriers to Self assessment
Most of the literature on self assessment emphasises n its benefits rather than its limitations, but self assessment is not is not without its problems (Dale 2003). Some of the commonly identified problems are:
· Complicated Methodology

·  Not knowing where to start

· Lower level of TQM maturity

· Over expected Results

· Lack of Commitment and Enthusiasm by the top management
· The time consuming nature of the process

· Objectives and expectations not properly communicated to the staff
· People not realising the need of documented evidence

· Recourse Intensive

· Lack of cross functional integration of departments and units

· Cultural issues

· Results not reflected in the future planning
2.9
Do’s and Don’ts in Successful Self-Assessment

According to Hillman (1994) there are a some “do’s” and “don’t” of self assessment, which should be take under consideration while conducting any self assessment activity. 
Do’s:

· Plan the organisation way into it

· Use managers to assess themselves and others

· Communicate the intentions before the starting

· Create measurement

· Continue to manage the strengths

· Set priorities for improvement

· Sharing the results

· Integrate it into the business process

· Act on the results
Don’ts:
· Only use co-ordinators, facilitators and trainers as assessors
· Just look for what has not happened
· Focus only on the “quality” of the improvement process and the results achieved
· Rush into it
· Seek to apportion blame
· Let it be yet another audit
· Start without senior management commitment
· Use it as an excuse to stop your improvement process
2.10
Self-assessment as a Benchmarking/Transfer knowledge tool

Self-assessment has been known as an instrument used to identify and define the strengths and areas for improvements within an organization. In addition it helps the firm to clarify if its quality efforts are in the right direction or not. As it has already been motioned that there are various approaches available, which can be used by organisations to carry out self assessments, in order to improve their business operations. Although, each has its benefits and weaknesses, but all approaches aim to identify the strengths and weaknesses. The use of self-assessment delivers many benefits among which, the opportunity for implementing benchmarking and transferring knowledge (Zairi, 2003).
It is a well known fact that benchmarking is an already tried and tested approach, which can provide major learning during the self assessment process. According to EFQM there is obvious proof that organizations all over Europe utilize the self assessment in order to develop a more future-oriented look in utilising the criteria for determining the business strategy, through benchmarking. Benchmarking stimulates the company to make research for already existing best practices and use get benefited from them (Andel, 1999). Since benchmarking transmits knowledge from other organizations, it gives an evidence  that how self-assessment can be used as a device for benchmarking and knowledge transfer. 
Researchers and practitioners recommended that generic benchmarking should be used during the self assessment, which will result in an increased focused direction and to secure successful knowledge transfer and continuous improvement (McAdam and Kelly, 2002).  Leonard and McAdam (2002) also insisted on the fact that that self-assessment generates the opportunity for benchmarking, and stated: “In terms of benchmarking the EFQM gives us a feel for what we are like compared to other companies… It gave us some sort of marker as to where we were at… However, it was giving us feedback to tell us how we could be better. This feedback was very important for us.”
Hence, it can be argued that self assessment can be used as a tool for benchmarking and knowledge transfer, since it provides the necessary feedback for the observation of the strong areas and the areas for improvement.

2.11
Summary

Self assessment is an approach that is basically used in cooperation with the criteria of an excellence model or award in order to deliver improvements in quality and performance of an organization. These improvements are grounded on actions plans that take place after the completion of the self-assessment process, which concludes in a points score. Internationally, organizations based on their maturity have to adapt a type of self-assessment or a combination, since there are a variety of approaches for self-assessment. Organizations have to take under consideration some aspects or factors in order to implement successfully self assessment, since there are several critical success factors and, on the other hand, some difficulties with self-assessment process that must be avoided. Last but not least, self assessment seems to be a tool that can create the opportunity for benchmarking and knowledge transfer.
Chapter 3 
NORTH OF ENGLAND EXCELLENCE
3.1
Overview

Total Quality Management, as promoted by the British Quality Foundation through the UK Quality Award and its Business Excellence Model, is a practical philosophy of excellence in management. It had its roots in the post-war renaissance of Japanese industry, strongly influenced by the ideas of a small number of American advisers, notably Deming and Juran. This concept of quality has steadily developed since then in Japan, the USA and Europe.

By the early 1980s, governments and leaders of industry in the West had become very concerned at their poor level of industrial productivity, and thus competitiveness, when compared, particularly, with the Japanese. In 1982 a government initiated productivity study was launched in the USA. This led to the conclusion that a national quality award should be established to reward excellence in US business, to publicise role model companies and thus promote the concepts and practices on which the Award would be based.

In 1987 the Malcolm Baldrige National Quality Award was introduced. It was government sponsored, with the President of the USA personally presenting awards to the winners each year. The effect was extraordinary, not so much in the number of outstanding companies which applied for the Award, but in the vast number of organisations which used the Award criteria and judgement process to self-assess their own competence and success as seen, particularly, through the eyes of their customers.
In 1988, 14 large European companies formed the European Foundation for Quality Management (EFQM) which, in 1992, launched the European Quality Award. This drew on both the American Baldrige Award, and the quality experience of many European companies, not least from those in the UK.

EFQM Model is received tremendous attention for its remarkable impact on the performance of organizations in various industries and sectors. Many European and Non-European organisations today, regardless of their sector, size, structure or maturity, have adopted this model effectively. Despite of its popularity and generality around the glob, the model has some inadequacies as well. Several authors including Ghobadian and Woo (1996); (Dale, 1999) etc. argued that key determinants of success, such as future focus, marketing penchant and R&D are missing from the model and the model does not stipulate tools, techniques, methods or procedures for its smooth implementation in an organisation. 

3.2
North of England
North England is geographically located in the middle of Great Britain, includes the key cities of Durham, Leeds, Liverpool, Manchester, Newcastle and Sheffield, directly connected to the rest of country through the motorway and railway networks. It not only contains direct sea-routes to all parts of the world but its 10 different airports enable it to get linked with the whole world by air. 

North England is the home to over 14.3 million people and 7 million skilled employees. It has more than 22 regional universities, including some of the leading academic institutions in the world, such as Manchester University and The White Rose Consortium (between universities of Leeds, Sheffield and York), producing high calibre graduates every year.

 North of England has cheaper commercial and property prices as compared to the other parts of the country. It is considered as the economic power house with the GDP of $330 billion much higher than many US states. 380 overseas companies among which 1200 are US based, have invested $5.5 billion in North England over the last 5 years. Another advantage for emerging companies in North England is that they can claim 150% tax credit relief if they incur qualifying R&D expenditure.
North England leads whole Europe in the field of RFID (Radio Frequency Identification technology e.g. barcode system) research and development. 45% of RFID companies are registered with AIM (Association for Automatic Identification and Mobility) in the UK are based in North England.  All this makes North of England an ideal place for businesses. As well said by Richard Parsons, Chairman and CEO, Time Warner:
 “ I would encourage any company thinking of expanding in the UK to take close look at North of England. Its combination of first-rate universities, skilled workforce, and rich cultural, architectural, and natural heritage makes it a remarkably attractive pace to do business”.
3.3
North of England Excellence

North of England Excellence (NoEE) is a non profit, membership based organisation, founded in 2006 (formerly Excellence North West from 1995 to 2006). The mission of NoEE is “to enhance business performance across the North of England by inspiring, supporting and recognising excellence” (NoEE, 2008). They have an inspiring vision “to be acknowledged as a primary source of advice, support and recognition in the North of England for achieving excellence”(NoEE, 2008). They claim there values as “we strive to be role models of excellence in all that we do” (NoEE, 2008).
NoEE is devoted to help its member organisations in achieving business excellence through free advice, consultancy, seminars, trainings, workshops, conferences, networking and best practice exchange. North of England Excellence is also a licensed operating and authorising body for the coveted UK Investors in Excellence Standards. NoEE has three types of members; governing members, joint members and joint members with British Quality Foundation (BQF). Governing members of NoEE include North West Development Agency, United Utilities, Liverpool John Moores University, Liverpool City Council, URENCO (nuclear energy suppliers), Venture Housing Association Ltd, Bradford and Bingley, North West Aerospace Alliance, CAPITA Insurance Services and Pinsent Masons, while they have strong strategic partnership with associates in excellence. Joint members include various small and large organisations from private, public, not for profit and voluntary/charity sectors. There are more than 150 joint members including some of the very renowned organisations like The Mersey Forest, St Helen Chambers, Northumbria University, etc. 
3.4
North of England Excellence Awards
Established in 1995 the very successful North West Business Excellence Awards were held annually until increasing interest from outside the North West resulted in them being renamed the North of England Business Excellence Awards in 2006. Applicants have come from a wide range of backgrounds – including industry, commerce, education, public utilities, local government, and the voluntary sector – and from all across the North of England.

The North of England Business Excellence Award process is founded on the EFQM Excellence Model and its eight supporting fundamental concepts of excellence. However although the Excellence Model is used as the Assessment framework applicants need not be explicitly using it. What is looked for is clear evidence that a structured and comprehensive approach to performance improvement is being actively pursued; and that progress is being measured.
Applicants complete a straightforward but detailed Submission Workbook. This captures their view of the extent to which they are addressing the Excellence Model elements. The Workbook is analysed by a team of trained Award Assessors, who also visit the organisation to validate the Submission and to clarify any arising issues. The team’s report is used by the Awards Jury and forms the basis of the comprehensive Feedback Report sent to the Applicant.
The independent Awards Jury decides the Awards to be made. These are presented at a Gala Awards Ceremony and Dinner attended by many hundreds of business people from across the North of England and elsewhere. An organisation receiving an award achieves following;
· Enhanced reputation and obtains external validation of the progress made on its journey to excellence

· Confirmation of its achievements 

· widespread recognition and publicity 

3.4.1
Award Categories
Awards are categorised as:

· Private Sector under 250 employees

· Private Sector 250 or more employees

· Public Sector under 250 employees

· Public Sector 250 or more employees

· Voluntary, Charity and ‘Not for Profit’ sector

· North of England Business of the Year

3.4.2
Special Awards

There are some special awards like
· Leadership

· People and People Results

· Customer Results

· Society Results for Corporate Social Responsibility and Environmental Sustainability
Since 1995 NoEE has started “North of England Business Excellence Awards” to recognise excellent organisations through rigorous assessment against the requirements of the EFQM Excellence Model.

The EFQM Model was commenced in 1992 as the outline for judging organisations for the European Quality Award. It is now the most widely used excellence framework in Europe and it has become the basis for the majority of national and regional Quality Awards. As mentioned earlier NoEE is also using EFQM model to help its member organisations in the journey of business excellence
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Figure 3.1: EFQM Model (Source: NoEE, 2008)
The EFQM Excellence Model is a non-prescriptive framework comprising of five enablers and four results. 

	Enabler Criteria

	Leadership
	It examines how the executive team and other managers inspire and drive total quality as the organisation's fundamental process for continuous improvement.

	Policy & Strategy
	It examines how the organisation incorporates the concept of total quality in the determination, communication, implementation, review and improvement of its policy & strategy.

	People
	It examines how the organisation releases the full potential of its people to improve its business continuously.

	Partnership & Resources
	It examines how the organisation improves its business continuously by optimization of its resources.

	Processes
	It examines how key and support processes are identified, reviewed and, if necessary, revised to ensure business will be improved continuously

	Result Criteria

	Customer Results
	It examines what the direct and indirect perception of external customers is of the organisation, its products and services.

	People Results
	It examines what the people's (employees) expectations are about their organisation.

	Society Results
	It examines what the perception of the organisation is among society (including views of the organisation's approach to quality of life, the environment and the preservation of global resources).

	Key Performance Results
	It examines what the organisation is achieving in relation to its planned business performance


Table 3.1: EFQM Criteria (Source: EFQM, 2008)

The full power of the Excellence model is derived from the relationships between the “enabler” and the “results”. Each of the nine elements of the model is used as a criterion to assess an organization's progress towards excellence (Shergold and Reed, 1996). The Excellence Model is not about nine unconnected boxes, neither about enablers where purpose and function are unclear, is not about empty scoring exercises. It is a powerful framework for improvement, training, change and proper management at all levels (Sandbrook, 2001).
In using the model, to help organisations with the process of self-assessment, RADAR logic was introduced. RADAR is an acronym for results, approach, deployment, assessment and review (Hides, Davies and Jackson 2004). The logic of RADAR lies at the heart of the model (EFQM Excellence model 2003). The logic states that an organisation needs to:

· Determine the RESULTS it is aiming for as part of its policy and strategy making process. These results cover the performance of the organisation, both financially and operationally, and the perceptions of its stakeholders.

· Plan and develop an integrated set of sound APPROACHES to deliver the required results both now and in the future.

· DEPLOY the approaches in a systematic way to ensure full implementation.

· ASSESS and REVIEW the approaches followed based on monitoring and analysis of the results achieved and ongoing learning activities. Finally, identify, prioritise, plan and implement improvements where needed (EFQM Excellence model 2003).
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Figure 3.2: RADAR Logic
The purpose of the RADAR logic is for an organisation to consider the approach, deployment, assessment and review elements against the Enabler criterion and the results elements against the Results criterion. The elements of the RADAR logic are further divided into attributes. For example, one of the attributes of the approach element of RADAR logic is that the approaches are sound (e.g. the approach has a clear rationale; the approach has defined processes; the approach focuses on stakeholders’ needs). Only this brief explanation is given by the author  here, regarding the elements and attributes of the RADAR logic, as more information can, again, be easily obtained from EFQM.
3.5
Marques of Excellence Scheme
There is also the Marques of Excellence Scheme developed and launched by North of England Excellence. This is a three stepped approach to encourage organisations to implement real improvements and gain accreditation against the varying levels of Excellence. [image: image6.emf]
Figure 3.3: Marques of Excellence Scheme (Source: NoEE, 2008)

3.5.1
Step 1: Commitment Marquee

To receive accreditation to this level you will need to have developed for a specific improvement plan, or a business plan which incorporates improvements. The improvement plan may have been developed using the simple self assessment matrix. The plan must be supported by a progress monitoring process. The top management of the organisation must be visibly demonstrating their commitment to excellence and to the implementation of the defined improvements. Assessment involves half day site visit by an experienced assessor who meets with a number of members of your top team to assess:

· The process of monitoring the improvement plan
· The commitment of the top team to improving the organisation
3.5.2
Step 2: Achievement Marquee
To receive accreditation to this level you will need to have developed two successive improvement plans. As a minimum, one of these plans needs to have been developed by using one of the approved self assessment methods. The current improvement plan must be supported by a progress monitoring process. The top management of the organisation must be continuing to visibly demonstrate their commitment to excellence and to the implementation of the defined improvements. Assessment involves half day site visit by an experienced assessor who meets with a number of members of your top team to assess:

· The process of monitoring the improvement plan

· The success of the improvements implemented to date

· The continued commitment of the top team to improving the organisation

3.5.3
Step 3: Continuity Marquee
To receive accreditation to this level you will need to have carried out a detailed self assessment against the EFQM Excellence Model and achieved a score of 400 or above score. The self assessment must have been carried out through one of the approved self assessment methods. The top management of the organisation must be committed to developing and implementing an improvement plan based on the outputs of that self assessment. Assessment involves half day site visit by an experienced assessor who meets with a number of members of your top team to assess:
· The validity of the detailed self assessment and score

· The commitment of the top team to developing and implementing an improvement plan based on the output of the detailed self assessment
3.6       beta plusTM

beta plus™ stands for ‘Business Excellence Through Action’ and is a method of self-assessment against the EFQM Excellence model. The method is based upon the fundamental concepts of Excellence and the thirty two criterion parts of the said model. The method was created in 2004 by the Excellence Group (an alliance of organisations devoted to the promotion of excellence) and is made available to organisations throughout the UK through REO’s (Regional Excellence Organisations). It is only available for use under license and is subject to copyright rules.
According to two of its creators, who the author interviewed, it was specifically designed to assist the management of SME organisations. Its intention is to be a simple and easy-to understand way of considering one’s organisation’s current standing against the criterion parts of the model, and a way of creating an agreed prioritised list of improvements and an action plan. The form taken by the method is that of a workbook. The workbook consists of fifty-one questions divided into nine criteria, the same nine criteria as the EFQM Excellence model. The workbook requires completion by those participating in the using of it. The workbook is built around the plan-do-check-act (PDCA) methodology. Self assessment through beta plusTM involves following steps:
3.6.1
Diagnostics Stage

The licensed advisor arranges with the management of the organisation for a workshop to be held with the selected participants. During the workshop the advisor explains briefly to the participants the principles of the EFQM Excellence model, how to use the workbook and what activities will occur throughout all the stages of the beta plus™ method. Each participant is then required to complete the workbook with their own perceptions. 

Additionally, each participant is required to complete a score for each question in accordance with the scoring mechanism within the workbook.

The licensed advisor facilitating the workshop then organises a discussion with all the participants to collect their individual perceptions on the strengths and areas for improvement and score for each of the nine criteria within the workbook and records these findings. The advisor then attempts to find a consensus view from the group on these recorded items, adjusting the records where required until all participants agree that the records created are a fair representation of the organisations current position vis à vis the questions in the workbook.

3.6.2
Action Planning Stage
The licensed advisor then arranges for an action-planning workshop to be held with the same participants. During this second workshop the advisor helps the participants, through a variety of action-planning methods, to convert the identified areas for improvement into a list of priority actions and then helps create an agreed action plan that identifies ownership and a timescale for each action point.

The key outcome of this action-planning workshop is that it then provides the management of the organisation with the opportunity to implement the created action plan which consists of priority actions that were identified, considered and agreed by a group of their own employees.

3.6.3
Implementation of The Action Plan
The stages within the beta plus™ method, like other methods, do not include any actions to identify whether the agreed action plan is actually implemented by the management of the organisation nor how the action plan (if implemented) is monitored for progress. Therefore, as previously mentioned, the progress monitoring of improvement actions will be tested in this research study in an attempt, to establish whether the presence of such monitoring influences users’ perceptions of the method used.

3.7
 Chapter Summary

This chapter attempted to present the data about the past and present of business excellence in the UK. It further explained the situation of industry and prospects of business in the North of England.  
This chapter threw immense light on the North of England Excellence; a business excellence organisation helping its member organisations in achieving business excellence through free advice, consultancy, seminars, trainings, workshops, conferences, networking and best practice exchange. NoEE offers various categories uses of excellence awards to private, public, not for profit and charity/voluntary sectors by making use of an internationally recognised EFQM (business excellence framework). 

In addition to business excellence awards NoEE offers a unique scheme of Marques of Excellence. It is a stepped approach to encourage organisations to implement real improvements and gain accreditation against the varying levels of Excellence.  It also presented beta plusTM, a self assessment methodology recommended by NoEE to its member organisations to analyse their current processes and identify their strengths and areas for improvement.
Chapter 4
RESEARCH METHODOLOGY
4.1 
Overview

Methodology is the procedural framework within which the research is conducted (Remenyi et.al. 2003). Methodology is formally defined by Leedy (1989) as “an operational framework within which the facts are placed so that their meaning may be seen more clearly”.  The objectives and research questions of this project are mainly related to the identification of barriers to the effective use of self assessment in the North of England. To examine this particular issue following research methodology will be used. This would be an exploratory type of which according to Collis & Hussey, (2003) is undertaken when few or no previous studies exist. The aim is to look for patterns, hypothesis or ideas that can be tested and will form the basis for further research. 
4.2      Sampling population 
Sampling is the process of selecting units (e.g., people, organizations) from a population of interest so that by studying the sample we may fairly generalize our results back to the population from which they were chosen (Web Centre for Social research Methods, 2008).  According to the nature of the research, its scope was pretty much pre decided North of England. Almost 189 questionnaires were sent to the members of the NoEE, amongst which only 30 properly filled and returned it. So the response rate was almost 16%. 
4.3      Research Philosophy and Approach 
The research philosophy that would be used is Positivistic. Remenyi et al (1998) suggest that positivism is a research philosophy that involves working with an observable social reality. Positivistic philosophy seeks to identify, measure and evaluate any phenomenon and provides rational explanation for it. The approach used for this research project is the quantitative approach. According to Cresswell (1994) quantitative approach is defined as “an inquiry into a social or human problem, based on testing a theory composed of variables, measured with numbers, and analyzed with statistical procedures, in order to determine whether the predictive generalizations of the theory hold true". This helped in exploring different barriers to the effective use of self assessment in the North of England organisations. 
4.4
Research Design
This research is highly dependant on primary data collection as secondary data on this particular field is not available.  Using survey method, primary data was collected. Questionnaire was sent to all the members of NoEE. Survey was made available online to the respondents. This particular method was selected as it was inexpensive, less time consuming and easy to response. 
4.5      Data Analysis
Data analysis was the next step after data collection. It involved reading, coding, sorting, ordering, and interpreting of the data collected through the survey. After analysing the data, actual barriers to the effective use of self assessment were identified. Data analysis also helped in devising the template which will be helpful for the organisations to select the right type of self assessment mthodology according to their size, sector and level of business excellence maturity.
4.6      Research Limitations
Some of the main limitations to this research are:

· Unavailability of secondary data

· Limited access to the members of NoEE
· High dependency on the resources and contacts of NoEE
· Data regarding the barriers to Self assessment is rarely available
· Limited time
4.6.1 Chapter Summary

Chapter 5 
DATA ANALYSIS & DISCUSSION
5.1 
Overview
This chapter will present, analyse and discuss the data collected through questionnaires. As discussed earlier in Chapter 4, survey method was used for collecting the primary data for this research. Keeping in view the nature and scope of the research, questionnaires were sent to 189 organisations of different type and size, in the North of England but only 30 responded, which means  the response rate for the survey was almost 16%. 
5.2 
Analysis and Discussion

In the following discussion various responses for all the questions have been interpreted, analysed and discussed. In order to take a comprehensive picture, an attempt has been made to inter-relate different questions.
5.2.1
Sector

In the survey an effort was made by the researcher to include organisations from every walk of life, which helped in developing a thorough picture of North of England organisations. North of England Excellence has divided its members into four categories; public, private, charity/voluntary and not for profit. By keeping the same lines researcher has also divided the North of England organisations into the same four sectors.
[image: image7.png]Sector

= Public

wPrivate

= Charity/Voluntary
= Not For Profit




.
Figure 5.1: Sector wise division of the sample

Majority of the respondents belonged to public sector, which comprise 53% of the whole sample. It included various government departments, city councils, universities etc.  21% of the respondents were from not for profit organisations like libraries, computer firms etc.  16% of the respondents belonged to private sector including various construction companies, super markets, online shopping businesses, engineering and manufacturing concerns, etc. 10% of the respondents belonged to the charity/voluntary sector, which included different charities, community care and developmental organisations, etc. 
5.2.2
Size 

Organisational size is the term usually used for the number of employees in the organisation, for example small or medium size organisation. Size of an organisation is highly dependent upon the nature of its operations and the industry in which it prevails.  For the research purpose, the researcher has divided the organisations in the North of England into five groups based on the number of employees. These groups are 0 to 250, 251 to 500, 501 to 750, 751 to 1000 and more than 1000. 
[image: image8.png]WO to 250

W 251to 500
m501to 750
W751to 1000
E Above 1000





Figure 5.2: Organisational Size

Around 47% of the organisations, who participated in the survey, belonged to the first group of 0 to 250 employees. Most of the organisations belonging to this group are charitable organisations.  There were only 10 % organisations having 251 to 500 employees, it included some government departments (public sector). 11% of the respondent organisations have employees between 501 to 750. These were mostly public sector organisations such as city councils etc.  There was no organisation having 750 to 1000 employees. Rest of the 32% organisations were those which have 1000 or above employees, they included private, public and not for profit organisations from almost every field of business.
5.2.3
Level of Business Excellence

To check the TQM maturity and current level of business excellence of the respondents, they were asked if they have ever received any recognisable award in business excellence. 58% of the survey respondents replied in positive, while the rest of 42% were still improving to achieve to a level where there business excellence initiatives helps them in getting some distinguished positions in the area.
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Figure 5.3: Award Winners for Business Excellence

Those respondents, who already got some awards, were further inquired about the type of award or recognition. Amongst these respondents there were few whose performance has been recognised nationally and they have won UK Excellence Award, Brain Redhead Award, and investors in excellence etc.  While the rest of the award winners have been awarded by the NoEE Award (regional award).  Statistically almost 37% of the respondents got NoEE Award, 27 % got Investors in Excellence, 18% got Commitment Marquee (NoEE), 9% of them got Brain Redhead Award, and the rest 9% got UK Excellence Award. 
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Figure 5.4: Types of Awards Won by Organisations in the North of England

5.2.4
Level of Self Assessment Understanding

It was really essential to judge the level of self assessment know how amongst the responding organisations. In this regard, initially they were inquired about the last self assessment, they conducted.. 21% of the respondents carried out their last  self assessment within last 6 months, 43% of the respondents conducted their last self assessment more than six months ago but less than one year time. 29% of the respondents conducted their last self assessment more than one year ago, while the rest 7% of the responding organisations were currently performing self assessment. This statistic helped the researcher to draw a general picture of the responding organisations that how far they have gone in utilising the benefits of the self assessment.
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Figure 5.5: Time since Last Self Assessment

In addition to that, they were also asked about their expectations from the last or currently performing self assessment. Different organisations came up with different aims and set of expectations from the self assessment process.  Majority (almost 47%) said that they carried out self assessment to bring improvement in their current processes. Most of these organisations were those which have already won some business excellence award or recognition, which means that even after winning the award they have an urge to improve and to become excellent in their businesses.  
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Figure 5.6: Expectations from Self Assessment

About 17% expected that self assessment will help them in benchmarking against the best practice. It mostly included public sector organisations with 0 to 250 employees. Such small organisations which can not deploy greater amounts of budgets to business excellence initiatives, try to utilise the best practice from the industry. Some 12% of responding organisations expected self assessment to help them in increasing their market share, and it included private sector organisations with 0 to 250 employees.  Such small organisation having smaller profit share and lesser profit margins use self assessment as a tool of business improvement which will ultimately help in generating high revenues.  Some 12% of the responding organisations expected self assessment to aid them in winning a business excellence award. For 6% of the organisations, the aim behind the self assessment process was self promotion, while the rest 6% expected continuous improvement as the result of self assessment.

5.2.5
Self assessment Methodology

It refers to the approach of self assessment used by responding organisations. Organisations who conduct self assessment for winning any particular award are likely to adapt the self assessment method recommended by that particular awarding body. For example NoEE suggest beta plusTM for self assessment, so all those organisations aiming for a NoEE Award, are expected to use beta plusTM. Amongst our respondents various approaches of self assessment were used.  There were many organisations which use a mix of two or more methodologies for self assessment. About 24% of the respondents used Workshop Approach.  19 % of the responding organisations choose pro forma approach for their self assessment initiative.  Majority of the organisations using multiple approaches for self assessment have combined workshop approach with pro-forma approach.  Questionnaire, beta plusTM and award simulation approaches were found equally popular amongst our responding organisations with a usage rate of 17% for each approach. The approach which was least popular amongst the respondents was OFSTED Framework, having only 5% usage rate. This frame work has been specially devised by the official body for inspecting schools, to judge the performance in the educational sector. Hence its scope is bit limited as compared to all the other approaches. 
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Figure 5.7: Self Assessment Methodologies

5.2.6 
Rationale behind Selecting a Particular Methodology

The respondents were further inquired about the reasons for selecting a particular type of methodology.  About 59 % of the responding organisations selected their particular methodology because they have already used it in the past. Most of these organisations are also award winners, so they are satisfied with the results achieved by that particular approach and they are more familiar with it as well.  
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Figure 5.8: Rationale behind Selecting a Particular Methodology
23% of the responding organisations selected a particular self assessment approach as it was suggested by some consultant. It mostly included public sector organisations that have never got any sort of business excellence award. It clearly shows that their journey of business excellence has just started and they do not have sufficient in house expertise, neither in self assessment nor in business excellence.  12% of the responding organisations selected a particular framework of self assessment as it was a requirement by an awarding body, in most of the cases the methodology selected was award simulation. In addition all the respondents in this category have already won some sort of award in business excellence, which means their business excellence level was much higher than the other respondents. Rest of the 6% of respondents used their particular methodology as it was used by their partners or competitors. It included private sector organisations of the size 0 to 250 employees, whose aim for self assessment was benchmarking against the best in class.

5.2.7
Time Consuming Nature of Self Assessment Process
To judge the perception of the respondents about the time efficiency of the self assessment process they were asked to what extent they found it a time consuming process.
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Figure 5.9: Time Consuming Nature of Self Assessment Process

41% of the responding organisations were agreed with the fact that self assessment is a time consuming process. Interestingly, it was found that most of these organisations were already award winners with an expectation of improving their processes, which means though they realise the importance of self assessment process but still find it time consuming. 18% of the responding organisations were strongly agreed, while 12% stood neutral here. Some 12% of the responding organisations did not find self assessment a time consuming process; it mostly included big organisations with more than 1000 employees.
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Figure 5.10: Time taken by the Self Assessment Exercise

Further more, the responding organisations were inquired about how much time was actually taken by the self assessment exercise, 57% of the respondents replied that it took less than 3 months time to carry out the self assessment, mostly they used workshop, pro-forma, or a combination of work shop and pro-forma methodologies for self assessment, and they had already used the same self assessment approach. So, they must have the right expertise and favourable environment to repeat the self assessment for improving their processes. The rest 43% of the respondents took 3 to 6 months to complete their self assessment process. They mostly used matrix, beta plus and award simulation approaches of self assessment and their rationale behind selecting their specific methodology was either being suggested by some consultant, or requirement by an awarding body.

5.2.8
Cost efficiency of the self assessment Process

Self assessment is an expensive exercise, different costs involved in self assessment process include cost of the approach adopted (specially in the case of workshop, betaplusTM, award simulation etc), cost of training for the staff (who will carryout the self assessment), cost of consultants (if no in house expertise available), cost of assessors etc. The perception about self assessment being a costly exercise or not varies from organisation to organisation. It really depends upon the size, current know how of self assessment, methodology adapted and rationale behind the whole exercise.  Over here an attempt was made to determine the view point of the respondents about the cost efficiency of the self assessment exercise.
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Figure 5.11: Cost Efficiency of the Self Assessment Process

57% of the respondents stood neutral, 15 % of the respondents agreed that the self assessment is  a costly project, while respondents who strongly agree with the fact that self assessment was a cost intensive activity. On the other extreme there were almost the same number of respondents (15%), who thought that self assessment was not a costly project.
Moreover, the respondents were also inquired about their view about the cost to benefit ratio of self assessment exercise, they carried out in their organisations.  They were asked weather the cost of self assessment was greater than its potential benefits.  A wide majority of the respondents 60% opposed (20% strongly disagreed, 40% disagreed), as they thought that its potential benefits are greater than  the cost they incurred for the process, it included all those respondents whose ultimate aim was to improve their current processes, and most of them have already won some excellence award as well.
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Figure 5.12: Cost to Benefit Ratio of Self Assessment

Only 13 % of the responding organisations were agreed with the statement (6% strongly agreed and 7% agreed). Organisations belonging to that group were those who selected the self assessment approach required by the some awarding body and their ultimate aim was to win an award.

5.2.9
Top Management Commitment

Like any other TQM initiative self assessment is highly dependent upon  constant support and ownership by the top management till the end of the process and even after the process to ensure that the results of a self assessment exercise are properly utilised for the betterment of the organisation. All the respondents were asked if their top management were committed and supportive through out the exercise. Almost 81% of the respondents were satisfied with the commitment, support and ownership levels of their top management during and after the process. It was found that these organisations aimed either to improve their existing processes or to benchmark with best practices. They have selected the self assessment methodology which has already been tried and proven to be successful by them.  13% of the respondents stood neutral, while only 6% of the responding organisations were of the opinion that top management was not committed and supportive till the end. Surprisingly, these organisations shared all the same attributes of those who found their top management supportive and committed till the end. The only differing factor was these organisations found self assessment as a very time consuming process and the top management might have lost its focus in the mid way.
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Figure 5.13: Top Management Commitment

Further more the respondents were inquired if the aims and objectives of the self assessment exercise were made clear by the top management or not. 40 % of the respondents were strongly agreed, 53% were agreed while the rest 7% stayed neutral. None of the respondents were of the opinion that the aims and objectives of the self assessment initiative were not made explicit to them.
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Figure 5.14: Explicitly of Self Assessment Objectives
5.2.10
Employee Involvement

Employee involvement is the heart of any TQM initiative, without which organisations cannot achieve any improvement. It is equally important for any self assessment exercise to ensure employee involvement at all levels, which will not only result in a smooth conduction of the process but also in achievement of desired results.  In this survey an attempt was made to ask the respondents if the self assessment carried out at their organisations enabled employees at all the levels to participate and get involved in the process.  
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Figure 5.15: Employee Involvement
A vast majority, almost 88% (53% strongly agreed and 33% agreed) showed their agreement and thought that self assessment at their organisations allowed employees at different levels to participate.  The common elements within these organisations were that the top management were committed and supportive to the last and the aims and objectives of the self assessment exercise (which in the most case were improvement of the process) were made clear to the employees before starting it. It is also a fact that no improvement is possible without taking into the account the opinion of the process owners and the workers who are most exposed to the actual systems and know exactly what are the performance gaps.

7% of the respondents stayed neutral while the rest 7% thought that the self assessment practiced in their organisations did not enabled any sort of employee involvement at any level. Respondents of such opinion mostly belong to large public sector organisations, where top management was fairly owned the process but could not made its aims and objectives explicit to different levels of employees.
5.2.11 Training for Self Assessment

Training is an activity which helps in enhancing the knowledge and skill levels of the individuals. Training is an essential part of every business excellence initiative and without which no improvement is possible. In the case of self assessment it is very important that all those individuals who are going to take part in the exercise should have all the essential knowledge and skills, which is required in the process. It includes a thorough know how of the methodology selected for the self assessment, its scoring mechanism, comparisons to be made within the industry and with best in class etc. 
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Figure 5.16: Training for Self Assessment Provided
All those organisations which take self assessment as a serious business excellence initiative will put considerable amount of time and effort to train their employees on all these issues to achieve desired results from the self assessment.  When the respondents of this survey were inquired if they got any sort of training before carrying out the self assessment exercise, 57%replied in positive.  It was discovered that majority of the respondents in this category  had already used the same methodology in the past and have found it useful, which means their training requirements were lower as compared the organisations who went for a new methodology.  The rest of 43% of responding organisations replied that they were not given any sort of training. Most of these respondents had selected their particular methodology as it was recommended by some consultant, used by some competitor or requirement by some awarding body. In all these cases training was really essential, as it was a new initiative for the company and staff were not aware of what is expected from them.
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Figure 5.17: Relevance of Training

All those organisations which got any sort of training, that were further asked if the training provided was relevant to the self assessment they did, and almost every one replied in positive. 88% of the respondents were agreed while the rest 12% were strongly agreed, that the training provided fulfilled all the needs for conducting a self assessment exercise effectively.

5.2.12
Cross Departmental Integration

TQM and business excellence are company wide approaches and they view an organisations as a set of interdependent departments or processes. None of these processes can work independently, so an effort is made to allow maximum cross departmental integration while taking any quality related initiative, i.e. self assessment.  Different criteria of Business excellence in the self assessment processes require in depth knowledge of different processes which is not possible without such integration.  Keeping in view its importance, all the respondents were asked if self assessment in their organisations permitted any sort of cross departmental integration, for which a variety of responses were recorded.  
Almost 77% (34% strongly agreed and 33% agreed) of the respondents thought cross departmental integration was witnessed during the self assessment process, it included most of those respondents who were of the opinion that they were provided sufficient amount of relevant training and the expectations from the self assessment exercise were made clear to them in advance. So, every department could see some thing for itself in this exercise which enabled a strong cross departmental integration. 13% of the respondents preferred to stay neutral while the rest 20% were of the opinion that no cross departmental integration was allowed. Most of the respondents in this group were public sector organisations, which hardly gave any sort of self assessment training to their staff and completed the whole exercise in less than 3 months time. 
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Figure 5.18: Cross Departmental Integration

5.2.13
User Friendliness of the Self Assessment Process

Respondents were further asked about the ease of use of the methodology selected for self assessment in their organisation. Almost 67% of the respondents felt that their selected approach for self assessment was easy to use.  These respondents have used various forms of the methodologies for self assessment but the common point between them was that every organisation in this category provided sufficient amount of the relevant training to every one. In addition most of them have already scored some sort of award which shows their business excellence maturity.  13% of the respondents remained neutral.  While the rest 20% thought that the approach they adopted for self assessment was not user friendly. Surprisingly they shared the same attributes as of the group who found their methodology user friendly, irrespective of the fact that they belonged to public sector and the approach they adapted, was suggested to them by some consultant.
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Figure 5.19: User friendliness of the Self Assessment Approach

In addition to the user friendliness of the approach the respondents were also asked if the selected approach and its scoring mechanism were suitable for their organisations or not. 57% of the respondents agreed, while 22% strongly agreed that the scoring mechanism was quite suitable to their organisation. Most of these respondents were repetitive user of that particular approach so once they have used and tested it, than they feel confident about the relevance of that particular approach with their organisation’s type and size.  14 % remained neutral while the rest 7% thought that the scoring mechanism was not suitable for their organisation.  A common aim and expectation of the respondents from this group was to benchmark their performance with that of world class, and certain approaches of self assessment allow very limited use of benchmarking.
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Figure 5.20: Suitability of the Scoring Procedure

Furthermore the respondents were asked if the selected methodology for self assessment was compatible with their organisational culture or not. Again several responses were recorded
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Figure 5.21: Compatibility with the Organisational Culture

Almost 79% of the responding organisation found self assessment methodology consistent to that of their organisational culture. (14% agreed and 65% strongly agreed). When this group was further analysed, it was found that relevant training, top management commitment and cross departmental integration was common factors among this category. 14% of the respondents stayed neutral while the rest 7% found their self assessment methodology not compatible with organisational culture. No training and lesser top management commitment and weaker cross departmental integration were the common features of this category. 

5.2.14
Process Documentation

Process documentation is very important for every continuous improvement effort. Self assessment is not an exception; it relies on proper documentation at each and every step of the process.  Process documentation not only helps in carrying out the self assessment properly but also helps in future referencing and benchmarking purposes.
[image: image28.png]|
trongly Agrec

Disagree 14%

0%
Strongly
Disagree
0%





Figure 5.22: Process Documentation

Keeping in mind the importance of process documentation, the survey asked its respondents if the self assessment process in their organisation s was properly documented. About 93% of the responding organisations admitted that they conducted proper documentation at each step f the process. Respondents in this category used various methods of self assessment but common themes amongst them were that all of them provided relevant training to its staff and the goals and objectives of the whole exercise were made explicit to the employees. The rest of 7% of the respondents stayed neutral in this regard.
5.2.15
Success Rate

Success of any self assessment not only lies in its successful completion but also in achievement of its desired objectives. This success is also reflected in the improvement of performance of the organisational processes and ultimately in achieving a distinctive position in the industry. Over here respondents were asked to provide their opinion on the success rate of the self assessment programme in their organisations.  42% of the respondents thought that their success rate is between 76% and 100%.  The common features of the organisation in this group were that; all of them have won some sort of excellence award; their aim for self assessment was further improvement of processes; their selected self assessment approach was already been tested and proven successful to them; top management commitment was recorded high; adequate training was provided; and employee involvement and cross departmental integration were witnessed highly during the process. 
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Figure 5.23: Success Rate

25% of the respondents ranked their self assessment success rate between51% and 75%. They share the attributes of the group ranking between 76% and 100%, except the fact that their am for self assessment were benchmarking against the best practice and winning some sort of award.  25% of the responding organisations were of the opinion that their success rate for the self assessment process was between 26% and 50%.All these organisations were public sector, with various aims for self assessment and self assessment methodologies adapted.  There were very few common themes within this group. The rest 8% of the respondents ranked their success rate of self assessment between 0% and 25%. Surprisingly their aim for self assessment, training concerns and top management commitment seem to be satisfactory, except the fact that they were mostly large size public sector organisations where cross department integration and employee involvement was not satisfactory. 
5.2.16
Organisational Strengths and Areas for Improvement Identified

The results of any self assessment exercise are reflected in terms of strengths and areas for improvements. Any effective self assessment exercise helps the organisations to identify its strengths and guide them to utilise its strengths to tackle with areas for improvements. 
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Figure 5.24: Organisational Strengths Identified
All the respondents of the survey were asked weather the self assessment effort carried out at their organisations helped them in identifying their strengths. Almost 92% of the responding organisations felt (42% strongly agreed and 50% agreed) that the self assessment helped them in identifying their strengths. While the rest 8% stayed neutral.
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Figure 5.25: Area for Improvement Addressed in Future Planning
Moreover, the respondents were also asked that if the self assessment practice helped their organisations to plans any sort of improvements by utilising their strengths. This query was really important as most of the organisations perform a very effective self assessment initiative but do not utilise its results in further planning for overall organisational improvement. A wide majority replied in positive (36% strongly agreed and 55% agreed), that an effort has been made to address areas for improvements identified in the future planning of the organisation. While the rest 9% of the respondents preferred to remain neutral.
5.2.17
Improvement in the level of excellence

The ultimate result of any self assessment effort is improvement in overall business excellence level of the organisations.
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Figure 5.26: Overall Improvement in the Business Excellence Level
79% of the survey respondents thought that there was an increase in the level of business excellence in the organisation as the result of self assessment. Most of the respondents of this group have already marked the success rate of the exercise highly and their expectations from the exercise were improvement in the current processes. While the rest 21% remained neutral
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Figure 5.27: Plans for Next Self Assessment

Furthermore the respondents were also inquired that if on the basis of the results of their last self assessment, they would like to plan another self assessment in the future. Majority of the respondents (54% strongly agreed and 23% agreed) thought that they will use the lessons learned from this exercise in conducting future self assessments of the organisation. 15% remained neutral while the rest 8% disagreed. This group consisted of those organisations which rated the  success rate of their self assessment very low and thought it is a time consuming and money intensive activity.
5.2.18
Strengths of the Self Assessment Programme

All the respondents were requested to provide the strengths of the self assessment exercise in their organisations. Their views have been presented in the following with little or no change.

· Favourable external judgements were gained.

· Principles of Excellence more widely understood throughout the organisation. 

· Engagement and commitment of the people from various levels in the organisation into the process was witnessed.

· Teams built on the basis of contribution rather than status. 

· Strengths and weaknesses were identified and understood.

· Valuable feedback on the performance levels was made available.

·  Increased moral and pride amongst staff.

· Improvement in culture; Development of a “one organisation” ethos.

· Greater focus on the customer service was achieved. 

· Improved communication and marketing functions.

· Codified project processes

· Independent assessment done by a team of experienced assessors.

· A comprehensive feedback report generated, which not only helped in determining the action plan for future but also aided in comparing the maturity of the organisation’s excellence journey with other award applicant. 
· Supported the strategic development of the organisation. 

· Helped to understand the varying way in which processes are used, and how to standardise the processes across the organisation. 

· Helped in prioritisation of the improvement plans. 

· Made staff aware that the work of the quality assurance department is there to improve the way the service works and is not interested in gaining any plaques on the wall or award (this is a bonus and is probably more beneficial for service users/external bodies) 

· Acted as a good base line in the journey of excellence.

5.2.19
Shortcomings of the Self Assessment Exercise

Self Assessment is a very technical activity which if conducted properly, brings many positive changes to an organisation. Beside the benefits and strengths achieved from the self assessment exercise there are could be some barriers in the process which can decrease the effectiveness of the process. The respondents of this survey were also requested to record any shortcomings of the exercise. Their observations are presented in the following with little or no changes.
· Found to be a very time consuming process.
· Time commitment for the EFQM self assessment team was enormous. 

· Need to link more closely to the strategic planning.

·  Need to improve the self-assessment process to enable “closing of the loop” to ensure actions follow the action planning process; consider use of such as the Six Sigma DEMAIC process to assist or use of the RADAR methodology to bring it all together (tendency for it to be departmental based rather than brought together for an organisation-wide emphasis).

· No immediate benefits.
· Using an actual award assessment can become too outcome (award) focused, losing some beneficial aspects of self-critical assessment. 

· The achievement of a level of recognition (i.e. finalist, or later award winner) can give the impression of arrival at the excellence destination, rather than progress on the journey. 

· The questions can invoke a lot of debate/discussion (which is good) which needs managing/facilitating to keep it focussed as limit the time involved. 
· In large organisations it is hard to identify which improvements are the results of Self Assessment.
· In public sector, organisations are constantly being re-organised with ever changing leadership and governance. This brings change in itself and therefore not always able to implement identified improvement opportunities because of more far reaching implications.

· Getting management commitment proved tough as it is not easy to sell as it is more long term based. 

· The self assessment proved difficult for people to understand as it is more private sector focused rather than local government. 

· Questions are sometimes over complicated for a number of areas of the business.
5.3
Chapter Summary
This chapter presents a thorough interpretation and analysis of the various questions asked from the respondents during the survey. Moreover a very comprehensive discussion is done in order to explore the actual barriers in the process of self assessment in the Northern England organisations. Data is presented in the form percentages and pie charts. An attempt is made to inter-relate different responses to find out the actual dependency of different factors. 

The common barriers identified were, selection of a self assessment approach which is not relevant to organisational size, sector and culture, lack of top management commitment, lack of experience in self assessment, un clear objectives of the self assessment, little or irrelevant training provided to staff, lack of employee involvement, no cross departmental integration and in adequate process documentation.

This chapter also provides inputs in stating the actual findings of the reports which will further aid in giving some useful recommendations to the organisation sin the North of England to carryout an effective self assessment exercise in their organisations.

Chapter 6 
FINDINGS
6.1
Overview
Findings are one of the most important part of any research which helps in determining whether it has achieved its pre decided objectives or not. It also helps in providing some actionable recommendations which could be useful for the subject area and for future researches as well.

6.2
Findings
On the basis of the literature review done in Chapters 3, 4 & 5 and the analysis of the questionnaire presented in Chapter 6, the researcher has following observations:
· The British Quality Foundation (2008) stated that self-assessment has wide applicability to organisations large and small, in the public as well as the private sectors. The research findings of this study appear to support this view in the fact that there are a range of self-assessment methods being used across a variety of industry sectors.
· Different organisations have different aims and expectations from a self assessment process, which ranges from a very genuine desire of process improvement to a very material reason of winning an award. Other reasons could be improving market share and profit levels, benchmarking with best practice, continuous improvement, etc.

· It was found that the aim of the most of the most large public and private sector (more than 751 employees) organisations is to improve the processes, medium size organisations (251 to 750 employees) in public and not for profit sectors have the aims of continuous improvement and benchmarking, while the private sector medium size organisations usually aim for getting some sort of recognition. On the hand, smaller organisation (less than 250 employees) irrespective of their size wants to increase their market share and benchmark the best practice.

· It was identified that organisations in the North of England, use various methodologies for Self Assessment. Choice of approach varies from more general approaches like questionnaire, matrix and beta plus to high evidential approaches like workshop, pro-forma and award simulation. Most popular approach amongst the respondents was workshop (24%), while the rest approaches were also found to be in the use ( Pro-forma 19%, Questionnaire 17%, beta plusTM 17% and Award Simulation 17%)

· There are organisations which adopt multiple approaches for self assessment, in most of the cases Workshop approach was used with Pro-forma approach of self assessment.

· Choice of a particular or a combination of the approach was mostly done by the past experience of the firm (59%), other reasons for the selection of self assessment included recommendation by some consultant, directed by some an awarding body or same approach used by a partner or a competitor.

· Little or no importance was given to the size or sector of the organisation for choosing a self assessment approach.

· A wide number of respondents found self assessment as a very time consuming and costly process. Most of them were those whose aim for self assessment was not more than winning an award or getting some recognition. All those who conducted self assessment for improving their processes (all the large size having more than 1000 employees, in specific) thought that the potential benefits are greater than its costs. In addition to that some small public and voluntary organisations also considered it a very resource intensive project as they picked very sophisticated approaches of self assessment, which are not very effective for small organisations in terms of cost time and commitment. 
· Majority (81%) of the respondents were found satisfied with the level of commitment, support and ownership from their leaders (top management) throughout the process. It was also found that the above mentioned organisations aimed either to improve their existing processes or to benchmark with best practices and they have selected the self assessment methodology which has already been tried and proven to be successful by them.  All these factors are very helpful for the top management to keep a faith in the process effectiveness and support it.
· Organisations which found their leadership not committed at all (almost 6%), surprisingly, shared all the attributes of those who found their top management supportive and committed till the end. The only differing factor was these organisations found self assessment as a very time consuming process, which might have resulted in the loss of focus by the top management.
· A vast majority (about 66%) of the respondents were of the opinion that the self assessment at their organisations allowed employees from different levels to participate and it was found this employee involvement was due to three major reasons. Firstly, the goal and objectives of the self assessment activity were made clear to the employees prior to the process. Secondly, employees were given proper training for the programme. Thirdly, top management was supportive and committed through out the process. It was also found that organisations which were reported weak at employee involvement were also weak at these three factors. 

· When it comes to training it was found that organisations that have already tried and tested one particular methodology of self assessment usually do not require the same level of training as required by the organisations who are performing their first self assessment or have selected a new approach of self assessment.

· In addition to the various training needs of the organisations, the relevance of the training was also found important in the success and effectiveness of a self assessment activity. Most of the responding organisations who rated their self assessment success rate high were of the opinion that the training provided to them was very much relevant to the self assessment methodology adopted.
· Some of the responding organisations have reported the self assessment as an over complicated methodology, specially the scoring system and the comparisons with other organisations. It was also found that the above mentioned group of respondents were either those who did not got proper training, appropriate to the approach adopted or they have selected a methodology, irrelevant to their size and sector. Moreover, majority of the respondents in this group were small sized public and voluntary/charity organisations.

· There were organisations who found that the scoring mechanism was not suitable to their organisational processes, once again it is the result of selecting an inappropriate methodology for self assessment.
· Lack of cross departmental integration was also found to be one of the barriers to the effective implementation of self assessment in the organisation of North England. It was also indicated in the survey results that organisations who invested sufficient amount of effort in training and employee involvement issues were better at cross departmental integration and ranked their self assessment success highly.

· Process documentation was also proven to be one of the important features which can determine the success or failure of ant self assessment initiative. It was found the organisation that kept proper record of all the activities in the self assessment process were more satisfied from their results. It will also help them in future referencing during the strategic planning, benchmarking and other business excellence initiatives.

· It was noted that all those organisations who have ranked their self assessment success rate high, were also good at top management commitment, training, employee involvement, cross departmental integration. Moreover, these organisations were also found to be mature in terms of self assessment know how as they already have conducted one or several self assessments in the past and in most of cases have applied an approach for self assessment that has already been tried and tested by them.

· On the other hand organisation with low success rate was not good at all those areas, plus their aims and objectives from the self assessment process were wining an award or getting some recognition instead of process improvement and continuous improvement.

6.3 
Chapter Summary
This chapter has attempted to present the key findings of the research, drawn from primary and secondary data searches. It tried to highlight the actual barriers to the effective use of self assessment technique by the organisations in the North of England. 

These findings will help in providing some actionable recommendations, which will help the organisations to maximise the success of any self assessment initiative.

Chapter 7

CONCLUSIONS & RECOMMENDATIONS
7.1
Overview
This chapter presents the conclusions drawn from the previous chapters in particular the research findings (Chapter 6), which will enable the readers to generate a clear picture of the research outcomes in the form of main barriers to the effective use of self assessment in the organisation of North England.

Moreover, this chapter also attempts to provide some important recommendation on the basis of data collected and analysed. These recommendations will be very helpful for the organisations of the North England to avoid the said barriers and to gain utmost benefits out of self assessment activity.

7.2
Conclusion
The major objectives of this research were to identify the core barriers affecting the best utilisation of self assessment process in the North of England and to provide with some actionable recommendations. 

Initially a very comprehensive literature review was carried out to explore different secondary data on the subject. Several books, journals and electronic sources were explored in order to make a solid base for the research. The literature review covered various areas associated with business excellence, self assessment, self assessment process, its approaches, benefits and key barriers. As North of England was selected as the scope of research so an attempt was made to explore about the business excellence practices in the area, awarding bodies and other issues related to them.

In the next level by utilising the knowledge gained by the secondary research an online survey (questionnaire) was develop to capture the first hand (primary) information about the actual problems with effective use of self assessment approach amongst the North of England organisations. The questionnaire was sent out to almost 189 individuals from various organisations through out the North of England area. 

For the research purpose the author divided the organisations in the north of England on three bases. Firstly on the basis of sector, this includes private, public, not for profit and voluntary/charity. Secondly on the basis of size (or number of employees) that ranges from 0 to 250, 251 to 500, 501 to 750, and 751 to 1000 and above 1000 employees. Thirdly on the basis of self assessment maturity, though it is very hard to calculate the maturity level but it is very important and can affect the success or failure of any self assessment exercise. 

All the issues inquired in the survey were tried to be related to the above three basis, which helped in linking the barriers to their root causes. Some of the important barriers identified in the survey are presented in the following:
Erroneous rationale behind the self assessment initiative

The main aim of every self assessment is to measure the effectiveness of organisation’s current processes, identify its strengths and areas for improvements and to use the results for organisations over all improvement but some times organisations only limit this rationale to winning an award or improvement in market shares which really hinders the effectiveness of the process. 
Inappropriate Methodology Adopted

Self assessment can be done through various ways; many approaches are available for the organisations to facilitate their self assessment programme. Choice of approach varies from more general approaches like questionnaire, matrix and beta plus to high evidential approaches like workshop, pro-forma and award simulation. Some times organisations pick a wrong approach just because it might be very popular or recommended by some awarding body, without taking into account its sector and size. This leads the organisation to a situation where the self assessment does not bring any useful results.

Time consuming Nature of the Self Assessment Activity

 Self Assessment has been found a very time consuming activity and its ultimate benefits are sometimes very long term, which may result in employee frustration, diverted focus by the top management and loss of faith in the project. 
Lack of Top Management Commitment till the End

It has been witnessed in many cases that as self assessment activity go further, the top management support and commitment starts declining. The obvious reasons behind this barrier are resource intensiveness and time consuming nature of the process. This may lead to many other problems like frustration in the staff, improper implementation of the process and ultimately failure of the whole initiative.

Low Levels of Employee Involvement
Employee involvement is the key to every business excellence initiative, but it was witnessed very low in many self assessment cases. There could me many possible reasons for lack of employee involvement like, self assessment goal and expectations not communicated to them, insufficient training provided or lack of top management commitment. Low levels of employee involvement can lead to serious threat to the effective completion of a self assessment program.
Lack of Proper Training

Like any other quality initiative self assessment requires all the staff to get properly trained over the approach to be used, otherwise they will not know what is expected out them. Some times organisations which are seasoned In business excellence presume that their employees do not need any training as they already got sufficient know how of the approach. This may to very chaotic situation, so training need analysis before and during the self assessment exercise is important. 

Moreover, inadequate training may result in many other serious problems like failure meet the needs of the approach, lower employee involvement, wastage of time and other resources etc.

Complicatedness of the Methodology

Self Assessment could be a very technical thing, depending upon the type of approach selected. Its scoring techniques and comparison methods might not be very easy issues to deal with for many organisations. Lack of training and inappropriate choice of methodology may add to the complicatedness of the process.
Lack of Cross Departmental Integration
All TQM and business excellence initiatives views the organisation as a set of inter related activities whose different functions are interdependent. This interdependency is equally required in self assessment but unfortunately many organisations do not give it a proper value, which ends up in unsatisfactory results from the self assessment process.

Insufficient Process Documentation 

Process orientation is very important for any self assessment process. It not only helps in keeping a proper track of the self assessment activity but also in future referencing for strategic planning, benchmarking and other business excellence initiatives. Regrettably, lesser emphasis is given to process documentation, which ca be considered as a barrier to the effective utilisation of self assessment in the organisations in the North of England.

7.3
Recommendations
It has already been motioned that this research aims to identify different barriers to the effective utilisation of self assessment approach by the organisations in the North of England and to provide some useful recommendations which could help in reducing (ideally eliminating) those barriers. Key recommendations of the research are:

Rationale behind the Self Assessment should be “Process Improvement”

The main aim and objectives for carrying out a self assessment should be process improvement, through identifying the key strengths and areas for improvements. Secondary nature objectives could be improving market share, alliance with partners or winning an award.

Appropriate Methodology Should be Adopted
It is very important for the organisations in the North of England to select an appropriate methodology for conducting self assessment according to their size, sector and B.E level, rather than copying any partner/competitor or following an awarding body or any consultant solely.

An attempt was made in this study to provide the organisations of the North of England, a matrix which could help them in selecting an appropriate methodology according to their size, sector and business excellence maturity level. Figure 7.1 presents the self assessment approach selection matrix.
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Size
	VOLUNTARY/ CHARITY
	NOT FOR PROFIT
	PUBLIC
	PRIVATE

	MATURE
	Large
	Award Simulation
	Award Simulation
	Award Simulation
	Award Simulation

	
	Medium
	Pro-forma/ Workshop
	Pro-forma
	Pro-forma/ Workshop
	Award Simulation

	
	Small
	Workshop/   beta plusTM
	Workshop/ beta plusTM
	Pro-forma/ Workshop
	Pro-forma/ Workshop

	DEVELOPING
	Large
	Pro-forma/ Workshop
	Pro-forma
	Award Simulation
	Award Simulation

	
	Medium
	Workshop/   beta plusTM
	Workshop/ beta plusTM
	Workshop
	Workshop

	
	Small
	Questionnaire/ Matrix
	Matrix
	Matrix/       beta plusTM
	Matrix/      beta plusTM

	STARTERS
	Large
	Matrix/         beta plusTM
	Matrix/       beta plusTM
	beta plusTM
	beta plusTM

	
	Medium
	Matrix
	Matrix
	Questionnaire/ Matrix
	Questionnaire/ Matrix

	
	Small
	Questionnaire
	Questionnaire
	Questionnaire/ Matrix
	Questionnaire/ Matrix


Figure 7.1: Self Assessment Approach Selection Matrix

In this matrix organisations in the North of England are divided on three bases. Firstly, on the basis of business excellence maturity, this includes starters, developing and matures organisations. Secondly, on the basis of size, which divides them into small (0 to 250 employees), Medium (250 to 750 employees) and Large (above 750 employees). And lastly on the basis of sector they operate in, which could be private, public, not for profit and voluntary.

This is a very simple and basic type of matrix which can be used for selecting an appropriate methodology for self assessment for the organisations. For example if there is a public sector organisation with almost 1100 employees and it is new in the field of business excellence, it should go for beta plusTM.

Ensuring top management commitment through out the process

Top management commitment is essential for any business excellence activity, the effectiveness of self assessment is also highly dependant on the level of top management commitment. The top management should be positive and must keep a faith in the activity and its desired results. It is also expected from the top management to make their clear expectations from the process and communicate tem to the lower levels.

Increasing employee involvement
Employee involvement is the heart of any TQM initiative, self assessment is not an exception. All the employees should be communicated the actual rational and objectives of the self assessment activity which will also help them in determining what is actually expected out of them.  Proper training for the methodology to be adopted and performance based rewards will result in increased levels of employee involvement.

Adequate training should be provided

Training helps in enhancing the current skills, knowledge and capacity levels of the individuals. Like any other process, self assessment requires a great deal of training and capacity development on the part of staff.  This training should be focused to business excellence in general and to the selected methodology in specific. Training for self assessment should help the trainees to understand the scoring mechanism, comparison methods, process documentation, team work etc. All this will ensure the success of a self assessment activity and will help the organisations’ members to get prepared for the future challenges in their journey of business excellence.

Cross departmental integration should be nurtured

Cross departmental integration should be encourages in all those organisations which are going through the process of self assessment process. It will not only result in organisational synergy but also will allow constant and valuable inputs for the self assessment. Furthermore, it will help in enchasing the level of employee involvement, team building and eventually an effective utilisation of the self assessment results.

Proper process documentation should be done

Process orientation is very important for process improvement (actual result of self assessment) and the first step to become process oriented is to document all the processes. Process documentation is very helpful in understanding the process, identifying the actual loop holes, tracking record of the exercise and for future referencing as well. Use of different computer packages and process mapping will ensure a successful process documentation which will ultimately result in a getting the most out of a self assessment process.

7.4
Chapter Summary
This chapter attempted to present the conclusion and recommendations of the study. Conclusion included the actual barriers identified in the effective use of self assessment by the organisation in the North of England, such as unclear rationale behind the self assessment initiative, inappropriate methodology adopted, time consuming nature of the self assessment activity, lack of top management commitment till the end, low levels of employee involvement, lack of proper training, over complicatedness of the methodology, lack of cross departmental integration and insufficient process documentation. 
The key recommendation stressed on the developing a purposeful rationale behind the self assessment (process improvement), selection of appropriate methodology, top management commitment through out the process, employee involvement, need for providing of relevant to self assessment, cross departmental and proper process documentation.

Moreover, a self assessment approach selection matrix was also developed and suggested by the author that might be very useful for the organisations in the North of England in selecting an appropriate methodology for conducting self assessment according to their size, sector and business excellence maturity level.
QUESTIONNAIRE
I am currently studying at the European Centre for TQM at the School of Management, University of Bradford. As part of my MSc Programme I am conducting a dissertation research on “Barriers to the effective use of self assessment in North of England”. 
A major part of the study is aims at identifying the challenges faced by the organisations in the North of England for the effective use of Self Assessment in their voyage for business excellence. This study also focuses on different methodologies used for self assessment, and the ultimate aim of the dissertation is to design a template which will help the organisations to select a particular type of self assessment methodology according to its size, sector and nature of its operations.  For this purpose, different organisations in the North of England are being approached to participate in the survey.
Your participation would be highly appreciated, as the success of the survey depends largely on the receipt of a critical mass of responses. The questionnaire has been designed for easy and speedy completion, which should take no more than 10-15 minutes to complete. This survey will generate very useful information, which can be used by different organisations to achieve business excellence through effective use of self assessment. An incentive for respondents has been placed as a copy of the findings of this survey will be sent to each respondents and I am sure that this will help your company a great deal. All information supplied will be treated in strict confidence and in line with the Data Protection Act. 

Please click below to start:

http://www.zapsurvey.com/Survey.aspx?id=fddb12c4-7c57-464a-b949-58e01d7216ee
Syed Mohammad Ali Shah 

	Personal Details
Name:__________________________

Designation:_____________________

Email address:___________________

Contact Number:________________


	Company Details

Company Name: _________________

Company Address:________________

 _______________________________

Website: ________________________

 


Q1:
 Number of employees:

· 0 to 250

· 251to 500

· 501 to 750

· 751 to 100

· Above 1000

Q2:
 Sector:

· Public

· Private

· Not for Profit

· Voluntary/Charity

Q3:
Any excellence award won

· No

· Yes, please specify

Q4:
 When did your company conducted self assessment?

· Currently in the process of self Assessment

· Within last six months

· Six month to a year ago

· More than a year ago

Q5: 
What were the expectations of your organisation from the self assessment exercise?

· Winning an award

· Improving market share/profits

· Improving processes

Q6: 
Which method of self assessment was used?

· Questionnaire

· Matrix

· Beta Pus

· Workshop

· Pro forma

· Award Simulation

· Other , please Specify :

· If multiple, please select more than one option

Q7: 
What was the reason behind choosing the above selected self assessment methodology?

· Requirement by an awarding body

· Already used this methodology

· Suggested by some consultant

· Same methodology used by competitor/ partner

· Any other reason, please specify

Q8:
 Self assessment was a time consuming exercise

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree
Q9:
 How much time the whole self assessment exercise took?

· Less than 3 months

· 3 months to 6 months

· 6 months to 9 months

· 9 months to 12 months

· More than a year, please specify:

Q10: 
Self assessment was a costly exercise

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree
Q11:
 Cost incurred in a self assessment exercise is greater than its potential benefits

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree
Q12: 
Top management owned and supported the exercise till the end

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q13:
The aims and objectives self assessment clearly communicated to the staff

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q14:  
The exercise enabled various categories of employees to get involve

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q15: 
Was there any sort of training provided to the staff prior to the exercise?

·  Yes 

·  No


If yes, was the training adequate to the requirements of the exercise?

·      Strongly Agree

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

 Q 16:  The selected methodology utilised cross departmental integration

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree
Q17: 
Method was easy to use 

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q 18: 
The scoring mechanism for the selected method was suitable to the organisation

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q19: 
The whole process was properly documented

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q20:  
The method selected for the self assessment was aligned to the organisational culture.

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q21: 
To what extent the self assessment exercise achieved its expected objectives?

· 0% to 25%

· 25% to 50 %

· 50% to 75%

· 75% to 100%

Q22: 
The exercise helped in accurately identifying Strengths of the organisation

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree
Q23: 
The exercise helped in accurately identifying Areas for Improvements of the organisation

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q24: 
The exercise helped in developing an action plan for the areas to be improved

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q25: 
The whole exercise has helped the organisation and its employees to go for 

higher levels of excellence 

· Strongly Agree

· Agree

· Neutral

· Disagree

· Strongly Disagree

Q26:
 Please list at least two gains your organisation got from this exercise:

_______________________________________________________

_______________________________________________________

Q27: 
Please list at least two short comings of this exercise:

_______________________________________________________

_______________________________________________________
(Please note that it was an online survey, but as per the university requirements it is presented in MS-Word Format)
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