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THE QUICK SCAN - A NEW APPROACH TO TOM-ASSESSMENT

Introduction paper

Ass. Prof. Dr.Peter Kublang, Univ.-Prof. Dr. Wiltried Sihn,
Technical Usniversity of Vienna, Institute of Management Science, Ausiria

Abstract, fml'epmdurtfrum branch of business, size, structure or matarity orgonisations need a managament svstem
i be stccessfil. A lof of leaders of SME search for o suitable organisational concept for their business. The KFC

Fxcellenice Model including RADAR seems for many lenders ion complex. To deliver the thoughts of the model and
RADAR 1o the responsible managers an efficient method was developed — called QuickScan. Starting by analvsing
the stakeholders and their expectations the QuickSean discovers the results used to assess the aceomplishment of
stakeholders’ expectations. The next QuickScan-step is to find out which activitics, approaches or methads are

deployed in the organisation, to monage processes, parinerships. finances, technologies, material information and
kaowledye and emplovees, After answering the questions " Which are the s c;im;;‘c wgouls of yowr crganisation? Which
are your key processes and indicators for deplovment of policy and strategy? " the needs for action in the areas of

improvemnent are priovised.

Kepwords: Total Quality Management (TOM). EFQM Excellence Model,

1 INTRODUCTION: EFOM MODEL,
RADAR- LOGIC, ORGANISATIONAL
CONTROIL. CYCLE

Excellence models like the "EFQM  Excelience
Model” (EFOM-Europear  Foundation for  Quality
Management), the “performance excellence framework’
for the Malcelm Baldrige National Quality Award
(MBNQA), the model for the Deming Prize (Japan) are
practical and appropriate tocls to develop the applcable
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Assessment for SME, (uickScan

management system of the relevant organisation towards
excellence  respectively  towards  total  guality
management. The models include diverse and innovative
approaches fo achieve sustainable excelience in all
aspects of performance.

An excellence model offers a framework o represent,
analvse and assess the active efforts and results of an
organisation and to support the active development in
terms of proactive design,
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Figure

The BEFOQM excellence model (Figure 1) is an open
framework made up of nine criteria, five of them the so
called enabler criteria and four result criteria /1/. The
models fundamental subdivision into enablers and results
is based on the following question ‘How does an
organisation achieve specific resulis? The results are
attributed to the enablers. lonovation and leaming from
the results and the corresponding approaches close a
control cycle.

The RADAR-ogic represents the EFOM assessiment
madei. It summarises concisely the requirements implied
in enablers- and results-criteria. RADAR is an acronym

49

! - EFOM Maode! for excellence /17,

of Resulis, Assessent and
Review,

When applying the EFOM Model and the RADAR-
logic 1o assess an organisation, the elemends “approach’,
“deployment, ‘asscssment & review’ ac applied to every
enabler-criterion-part, and the element ‘results’ to every
result-criterion-part. Based on a gradual assessment this
approach is guantified and leads to a measure of the
compary s performance, the so-called excellence level.

The conpany’s organisational control cycle refers to
the strategy definition process and the strategy
implementation process and thercfore focuses on the
fong-term control of the whele company. Finding a

Approach, Deplovment,




feasible balance between the different requirements of ali
stakeholders is the basic duty of management in the
context of defining and realising the strategy /3,4/,

2 FUNDAMENTALS ABOUT QUICKSCAN

The QuickScan is a form of assessment conducted
with the top management during 4 workshop in which the
as-is analysis of an orgamisation or depariment is
perfonmed. I is accomplished by using questions derived
from the FFQM Model and the RADAR-ogic. The
participants do not need detatled information about the
EFOM Model and the RADAR-logic and only have to
ansyer the questions from their organisation’s point of
view.

‘Fhe workshop’s objective is to get a better common
understanding of the entire organisation, its environment,
its long-tenn goals and its current activitiss, performance
and results wsing “leading reflexion’. This should reveal
the core interrelations and action~-impact cveles on which
the EFQM Mode! and the RADAR-logic are focussing
on. Based an this analysis the core improvement areas are
de-fined in relation to the existing gaps /5/.

The QuickScan workshop consists of the following
sleps /6/:

1. Recording the expectations of the organisation’s
stakeholders.

Questioning the existing key daga and indicators and
visualising them in Table form.

Resuming and recording in written form all used
fools,  instruments, programs, projects  and
procedures.

Making transparcnt the essential decision criteria
used by the organisation,

Working out and proritising relevant aress for
improvement.

Working out a catalogue of measurcs with explicit
responsibilities and deadlines.

Gd

It is recommended to documemt the parficipants’
answers in standardised Tables (see Tables 1 to ).

On approx. 20 flipchart pages a transparent written
statement of the organisation’s currem situation is
depicted with #s essential interrelations and inter-
counections. This image describes what is both existent
and working well. Not explicit are the missing or
underperforming  procedures.  Deficits  affecting  the
action-impact cycles and non consistent interrelations as
well as weak points with possible improvement areas are
not a main theme of this assessment. Only afier a rough
drawing of the current situation of the organisation
following the model criteria it makes sense to claborate
actions and improvement activities for the discovered
gaps (e.g. missing integration of the applied instruments,
missing cormlation between key resalls and existing
activities, efc.).

3 QUICKSCAN EVALUATION

Dyring the development of the QuickScan the
practical application of this methology was performed
and evaluated within a swrvey including 60 SMFE’s from
different industries. e.g service and production and
maintenance companies, hospitals and education institues
7/

4 QUICKSCAN PROCEDURE

The following is a description of an ideal type of
QuickScan. It smmmarises the most important five steps
and indicates the relevant fields of analysis and questions.
The example ‘managing customer rclation’ concrotises
the single steps in order to clarify the QuickScan’s
application and results.

The QuickScan begins with a short description of the
workshop’s procedure and its objective foilowed by the
definition of the relevant stakeholders of (he organisation.

4.1 Step 1: Stakcholders and their expectations

The purpose of this step is to clarify the relevant
groups  of employees, cuslomers, partuers/suppliers,
shareholders/owners and society which are interested in
the organisation respectively its performance and which
are actively looked after by the organisation,

The specific expectations and demands of every group
ate recorded. Relevant infornation about the respective
stakeholders can be gained from inler-views or from
workshop protocols. This step seens to be very simple al
firse sight. The experiences from previous QuickScans
show that it is not always possible to gain a homogenous
coucept about the identification and classification of the
stakeholders as well as of their expectations.

Example: customer group expeciztions
Table 1 shows exemplary two customer groups, their
expectations and requests.

Fable 1 — Example: Customer groups and their expectations.

Customers/
. Customer groups
Common expectations of | »
both customer groups e

Expectations

High guality

Adherence to delivery date
= Short delivery ime

e Availability

e Low prices

s Product innovations

¢ Tachnical support

°  Smooth processing

Final customer ¢ No fatlures
e Specific contact person

Distribution partner ¢ High margin

Al the end of this slep the most inporant stake-
holders and their core expectations are highlighted, A
brief reflexion corcludes step 1.
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4.2 Step 2: Resulis

in this step we obtain an overview of all the key
resuits used for the organisation’s control. Back-grounds
of the questioning are the result crteria of the EFQM
Model: key performance indicators (monelary and non-
monectary), society-refated results, emplovee as well as
customer-related results and indicators,

Therefore, it is especially important to consistently
and  rigorously  observe the corglation with  the
stukeholders” expectations clarified i step 1. To obtain ¢
closed action-tmpact cycle and consistent interrelations,
the used key data and indicators basically have to provide
information and facts about the fulilment of the
stakeholders” expectations. For the results of the EFOM
Mode!l the core RADAR-logic questions are:

s Which key indicators or resulls are used?

¢ Over how many vears do these recordings date back?
Is it possible to identily trends (3 years)?

= Which targel values exist for the specific results?
How are these targels set?

= Are there comparisons with other organisations?

s Are (he resulls segmented (e.g. different customer
groups, emplovee groups, producls, processes,
locations)?

According to the EFOQM Model trends. targets,
external comparisons and segmentations mmst exist for
every indicator (sec Table 2).

Table 2 - Example: Customer relaled resulls and performance

indicators.
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Example: Costemer-related resuifs and
performance indicators

In this step it has to be clarified which key results and
indicators are used to evaluate customers’ satisfaction and
Tow their expeciations of the orgunisation are fulfilied.
Additionally, indirect indicators have to be recognised.
Some selected results and performance indicators from
the customers” point of view are represented in Table 2.

L

For all four result dimensions the existing key resulis
and indicators of the organisation are fisted. The
participants’ teflexions on the coach’s questions are
recorded. Referring fo the custorner related results and
performance  indicators (see Table 2) this example
clarifies the bmprovement polential that is discovered
during the QuickScan.

Beoause cusiomet reviews have only been introduced
recently, trends are not available, veither can these resulis
be comparad with ofher organisations. According to the
concept of exceflence and the EFOM Medel. these results
have to be completed as welt as indicators for image and
loyalty,

At this point da tme we st don't discuss the
aicators” relevance nor possible alernatives: these
issnes will be wken care of in & later stage. In the
CuickScan’s  current phase the focus is on the
representation of ¢he current situation. A sccond ro-
Hexion concludes step 2.

4.3 Step 3: Enablers

Using the EFQM Model's five enabler criteria all
kind of existing procedures. methods, tools, projects.
activities, programs ¢tc, in the organisation are coilected
and recorded in written Torm. Basically this collection
takes place at the critena fevel of the EFQM Model, for
somie arcas even at the level of criterion parts question are
raised.

For the cnablers of the EFOM Medel the RADAR-
logic refers to the different approaches and demands
answers to the following questions:

« s the approach wel-founded and  imtegrated?
A well-founded approach v terms of excellence
means, that it is cleardy justified. that implementation
processes are defined and that it 5 oricnted towards
the stakecholders’ expectations. An approach is
integrated, if it supports the policy and strategy and is
integrated reasonably with other proceduses,

= s the spproach  implomened  sysiematically?
An approach is implemented sysiematically in lenns
of cxcellence, when the implemented argas are
determined clearly and realised based on a defined
struciure.

¢ Has the approach been assessed and re-viewed? An
approach s assessed and reviewed i terms of
excellence, when the efficiency of de approack and
its deployment is measured, when the organisation
learns  from  best practices. when  potential
improvement areas are identified and prioritised and
when these improvement’s implementation s
planned,

The man idea of the RADAR-logic regarding the
connection between enablers and resulis, is fo guestion
thoroughly the consistency of the action-impact cveles
and interrelations of the organisation’s key results and
indlicators,

Example: Managing the customer velations

In this step it has to be clarilied what the organisation
undertakes to intensify ifs customer wlation and to satisfy
the custammers” expeciations. Some selected approaches to
manage the customer relation are represenied in Table 3.
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Table 3~ Exainple; Procedures to manage customer relption,

o ] ; "
= e o 2 T ) A
) G bt & =4 S
= e ., B £ ., = ¢ £
& Ew g Eu £ .3
fait = I it = 4 -
=4 = = & E £ ow
= = El & & %8
Customer revicws [ - -
Management of _ . 0 )
customer complainls
Sales conferences al - -
Traming offers for ]
custormers R R R
Seminar offers for .
sustomers N
Engincer and - A )
custonier meetings 5

The existing approaches of the organisation  are
recorded for all enabler dimensions. According o the
procedure to manage the customer relations {Table 3) this
example points out the improvement potential that

appears during the QuickScan. There are a number of

tools/procedures 1o manage the customer telations which
are  neither implemented systematically nor its
eflectiveness measured. At this point - like for the tesults
- their relevance and possible alternatives are ot vet
discussed; these topics will be evaluated at a fater step. At
the cur-zent QuickScan phase the analysis is focased on
the current simation.

Example: Policy and Strategy — Closer to the
customer

After the managers’ representation of their cntire
organisation with its relevant key data and activitics it is
useful to mention strmtegic contents and obiectives.

This step should clarify the strategies and the
organisation’s objectives as well as the key processes to
achieve the pamed strategies. As an example for the
organisational control cycle the strategy ‘closer to the
custemer” wili be described (Table 4).

This table has to be worked out for all the
identifiable/defined strategies of the organisation.

Fable 4 - Example: Strategy - Closer to the customenr.

Key Owner | Slike- Keéy indicators
pracess holder M
=
'% e Customer satisfaction
B ” ¢ Sales from current
5 £ customers
g B e Offer realisation rate
zi E s Number of new
& Tg customers
¥ & Sales from new
E customers
L =

Alter having created this table the coach has to locus
the attention back to the key indicators and resulis of step
2. These dicators coincide ideally with the identified
indicators of the kev processes or can be derived from
them. Now the organisation’s inerrelations are drawn
completely and the correlation between enabler and result
criteria is transparent,

If there are serious inconsistencies i is up o the
coach to roveal them.

T the exampie “‘managing customer relation’ there is
one main indicator for the key process ‘indensify
customer relation” (offer realisation rate} that does not
appear in the customer related resukis and indicators (see
Table 2). Thercfore this indicator which is alreacy
measured within the organisation will be integrated in the
reporting system. The customer satisfaction and the
nupber of new cuslomers per year are already recorded
{see Table 2) and used in the reporting system; the sales
mdicators {old and new customers) are related to the
results and also integrated in the Teporiing system.

Resulis
Stakeholder | Trends . ' . :
resalts {3 yoars) Targets | Banchmarks. Segmentaficn Expectat50n3
Stakeholdors, -groups Expectations
R iy
%; o | o " 4, P
) e b
[ oy
i 2& @ iy oy M
Approaches
% Approaches Founded | Systematicafiy 'A;zsf;fsd&

.. Birategies
= 2

% |3
%

o

%

Stakeitelerg s ﬁsuﬁs

Key processes

Key processes Ovner

Figure 2 - Corveations anolysed during the QuickScan

The resuits have a strong correlation in this concrete
example. But large gaps in the organisational control
cycle exist due to missing procedures {0 achieve the
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sttategy  ‘closer to the customer”. T herefore, the
organisation implements g program that analyses all
approaches and activities that taply direct customer
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relations and elaborates measares to intensify them. At
the same time the sales director is charged to work out
new concepts for the customer handling.

Furthermore a very important reflexion potential over
imerrelations and action-impact oycles is developed
through the comparison of the enabler and result
dimensions. Figure 2 shows exemplarily correlations
questioned during the QuickScan.To go more into details
the following guestions (questions are related to Figure 2)
can help to analyse the interrelations with the objectives
to find out inconsistencies, detive improvement arcas and
to close the action-itapact cveles.

1. {How far) Can the resulis give information about the
expectations and their changes?

2. (How far) Is the approach verified by results?

3. (How far) Is the approach derived from the
expectations?

4. Company’s organisational control cycle;

&  {n which results is the stralegy based?

= (On which assurnptions is the shiategy based?

= Which key processes implement the strategy?

s Arethe key processes verified by resulis?

5. Is the approach derived from the strategy?

A basic principle in the application of the QuickScan
is 10 make interdependencies {e.g. between processes)
teatisparent. The step 3 is concluded by a reflexion abow
the acton-impact cvcles and the organisation’s
interrelations.,

4.4 Step 4: Determination of the main decision
factors
Before expressing specific arcas for improvement it is
important to clarify how the orpanisation takes in
principal docisions on improvements, profects cic. The
required  decision  factors  address  praciical  and
tnderstandable aspects {0 set prioritics in Step 5 and must
not ke theoretical or of higher vahw. Example:
Determining decision factors
1. Realisc arcas for improvements
sugtainable improvement.

that Icad to

2. Realise areas for improvements which can be done
doring  the day-to-day  business  with  little
supplementary effort,

3. Realise arcas for improvements that need external

consuiting,

4.5 Step 5: Listing and prioritising areas for
improvements and improvement proposals

[n this step the participants are asked to menticn
relevant arcas for improvement and improvement ideas
from their orgamisational and overall point of view on
moderation cards.

After clustering these suggestions and prioritising the
improvement clusters using the decision factors
determined in step 4 it is verified whether the
mprovement clusters coincide with those worked out
caring the QuickScan.

Example: Prioritisation and measures to manage
customer relation

It is necessary 10 execute Step 4 1o achieve traceable

and  prioritised  improvement  proposals  that  are

Lh

LS

transpazent for the employees. Finally a rongh planning
of the improvement clusters regarding deadlines and
responsibilities takes place and finally a final reflexion
completes the QuickScan.

Tuble 5: — Example. Improvemest proposals and priorilisaion,
I H

N Py Measure :
1 no ;L } Respans, Deadline
0 rity - proposak
Add key indicator
HOfFer realisation Head of
1 2 e | . date
rate’’ into the controlling
reparting systam
Ana ATy
customer activities ;
Satos
2 i and develop o date
h director
proposals for
miensification
Develop new
3 23| concepts for .“ date
. director
customer relation
3 SUMMARY

Within the one day lasting coached workshop with the
management of the organisation the whole organisation is
magped inte the EFOQM Excellence model but no scoring
is performed. Tterestingly, applying (his ool 1o SME it
turned out, that also business units of big companies,
holdigs or hospitals are eager to perform an efficient one
day fasting QuickScan to get to a comrnon understanding
within the management of these organisations. If you use
ihe QuickScan also to determine the excellence level, vou
need at least two full days for the workshop and also two
experienced assessors.

REFERENCES

‘B Kuhtang, Poter: Dusiness Fxoellence, Qualititspreise
urid  Selbstbewertung, i Brunner, Fram Wagner Karl,
Taschenbuoh  Qualitdismanagement,  Der  praxisorientierte
Leitfaden fir Ingenjeure und Techniker, 3. dberarbeitete und
erweiterte Autlage, Minchen ; Wien : Carl Hanser Verlag 2004,
8.313-347

2/ BYQM - Buropoan  Foundation  for  Quality
Management (tHsg). Das BFQM Excellence Modell, Britssel
2000

/37 Jager, Johann, Kuohlang, Peter: Key Processes an the
Orgamisational Control Cyvele. in Excel-fenceone, online, Mai
2005, www.eseellenceons org

M4/ Tager, Johann, Kuhlang, Petor: Schlsselprozesse -
Begriffsbestimmung aus Sicht des FFOM-Excellence Modells
und ihre Bedeutung fiir das Fobren von Organisationen, in; 28w
Zeitschiift  fir wirtschafilichen  Fabrikbetrieh, Ausgabe
1072004, Oktober 2004, 99, Jahrgang, 8.559-561
EFOM - ropean  Foundation  for  Quality
Munagement (Hrsg ) Lxcellenve bewerten - Eine praktische
Anleitung zur Selbstbewertung, Brissel 2000

&5 Fradeneck, Chiisting,  Jiger. Johann  QuickScan,
Austrian Foundation for Guality Management, September 2001

76 AFOM Austrian - Foundation  for  Quality
Management, Endbericht der KMU  Excellence Initative
durchgefihet in 60 KMUs, Wien 2002

‘58




	PK_WHS_01.PDF
	PK_WHS_02.pdf
	PK_WHS_03.PDF
	PK_WHS_04.PDF
	PK_WHS_05.PDF
	PK_WHS_06.PDF
	PK_WHS_07.PDF
	PK_WHS_08.PDF

