In current global competitive environment, organizations have to be
amongst the best in the world. In order to outperform competition and
sustain its growth, the performance excellence model based on the

Malcolm Baldrige Award criteria can be used to self-assess an
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organization's performance and gauge the gap between

the world class level. The elements and guidelines of the
model highlighted in this booklet as well as some

world class performers' practices are good examples and

direction for Hong Kong companies to follow.
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THE QUALITY APPROACH TO A SUCCESSFUL BUSINESS

The issue of quality is one that remains of vital importance to the future
of manufacturing in Hong Kong. Only by ensuring consistent and high
quality of goods, services, manufacturing processes and management
practices can Hong Kong hope to maintain its edge in an increasingly
competitive world market. The Hong Kong Q-Mark Council has been
instrumental in setting high standards of quality in Hong Kong. For 21 years
it has constantly pushed the quality message to local industrialists through
its widely accepted Q-Mark Scheme. We always welcome other initiatives
to boost quality levels in the SAR and we heartily endorse this new project
instigated by the Department of Manufacturing Engineering and Engineering
Management at City University of Hong Kong. The project will see the
development of educational materials to facilitate quality transformation
for local manufacturers. Such materials in the form of booklets, videos
and CD-ROMs will help ensure our manufacturers are made more aware
of the quality issue, with guidelines and tools for improving their methods.
The materials produced by the City University will be a useful supplement
to existing quality improvement systems and quality assurance agencies

already in operation in Hong Kong.

The Hong Kong Q-Mark Scheme is administered by the Hong Kong
Q-Mark Council under the auspices of the Federation of Hong Kong
Industries. The scheme gives certification to locally made products
that meet with both Hong Kong Q-Mark and international standards.
Companies carrying the Q-Mark have products and systems that meet
the most rigorous quality standards. Before a company can gain
Q-Mark certification it must undergo rigorous product testing, factory

assessment and a regular audit surveillance of its quality systems.

In short, the Hong Kong Q-Mark is a complete and sure guarantee that
the products of a company and the company itself reach international
standards at all levels. The work now being done by the City University of
Hong Kong will further help Hong Kong in its pursuit of being a center of

excellence, with products that are recognized the world over.

Donald Chia
Chairman, Hong Kong Q-Mark Council
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Quality Transformation Series

Global manufacturing competitiveness has been complicated with the
accelerating pressures of industrial transformation, dynamic trading
conditions, ever-changing market demands and uplifting quality
requirements. These pressures have sharpened the industry's focus on
developing viable strategies and tactics in gaining and retaining their
competitiveness. Hong Kong is now undergoing a critical transformation
from low-cost assembly to high-value-added manufacturing. For a
successful transformation, Hong Kong manufacturers must provide better
quality products faster and cheaper than those of their competitors.
Adoption of effective quality strategies and practices is one of the crucial

factors for success.

This "Quality Transformation Series" is supported by the HKSAR
Government Industrial Support Fund to develop promotional and
educational materials, such as booklets, video and other multi-media in
quality topics. It aims to make the company executives more aware of
their crucial role in leading the successful quality transformation in their
companies; to introduce modern quality improvement tools and
methodologies to Hong Kong manufacturers, and to provide examples

of best quality management practice in the Hong Kong environment.

With the launch of this series, we hope to encourage and facilitate Hong

Kong manufacturers in making the quality transformation.

Dr. K S Chin

Series Editor
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Quality awards have been widely used to recognize organizations that
have practised a high level of quality commitment. Through recognizing
the good ones, others are encouraged to pay attention to quality and

eventually the whole standard of quality practice is elevated.

Several quality awards are of high renown in their country of
origin. Typical examples are The Japanese Deming Prize, European
Quality Award, and Malcolm Baldrige National Quality Award
(USA). Of these three major awards, the Japanese Deming
Prize has the longest history, being first awarded in 1951.
It also launched the practices of self-assessment, scoring

and site visits in the award process.

>
-
[BUNmER ] WR AR BN D The European Quality Award is regarded as the European Model

for Total Quality Management. It was launched in 1991 and the
first award made in 1992. The award criteria are similar to that of the
Malcolm Baldrige National Quality Award. The Malcolm Baldrige National
Quality Award was created by the Public Law and signed into law by

the President of the United States in 1987.

There are two major quality awards of a similar nature in Hong Kong.

The first is the Hong Kong Award for Industry: Quality which was

established by Industry Department of the Hong Kong government in
1990, and the second is Quality Award launched by The Hong Kong

Management Association in 1991.

The judging criteria of the Hong Kong Award for Industry: Quality are
categorized under the three areas: the quality of product, quality culture
and management system, and degree of innovative development.
Published information on the detailed evaluation criteria in each area

is limited.

The Quality Award of the Hong Kong Management Association adopts
the Malcolm Baldrige National Quality Award evaluation criteria which
are defined in very detailed and specific terms. The criteria provide a
framework for judging performance excellence. An organization can
measure its business performance on a wide range of key indicators

via self-assessment against these criteria.

Self-assessment is becoming a popular practice used by organizations
of different industrial background to assist identification of strengths

and opportunities for improvement. This booklet discusses the practice
of using the Malcolm Baldrige National Quality Award criteria as a self-

assessment tool.

The information on Malcolm Baldrige National Quality Award is extracted
from the publication *1999 Criteria for Performance Excellence’. However,

the interpretation, where applicable, is the responsibility of the author.

-mE] Z—EARHEREEEXEHSE
1991 F RN [EEEEE] -

[BERTRE - mE ] WFEEEAS =8
8IS EmMmE  mEXCERERAS
HEFHETASRRENEE - EEZRLKR
BRMFMANTEER -

FREEEXGEN [EEEER | KWMT
[E5IEER | NTERE  BEFERES
DHEMEREREEHSBENTNER
HROERRSMERE - AEHSRTE
SEERRTE - TUHBCHRRANKE
BE—EZENTHE -

HRABRCKERBLKANFLLREE
BRHENERNRE - AEEUHREES
R IWTERERER  NABRTEN
Tk e

ETERE EEETRINER  BMA
(19995 M KRRFE | - MARZRE
BIRfEERS -

©

Quality Awards & Self-assessment

07




Quality Transformation Series

o
o]

PN

Core Values and Concepts

A set of core values and concepts has been identified as the foundation
for integrating key business requirements within a management
framework that is results oriented. The following is a description of the

core values and concepts.

Customer-Driven Quality
Quality is judged by customers. This concept is applicable to both product

and service providers.

Customer satisfaction is influenced by the experience of purchasing,
consuming, and receiving service. It is important for the company to
establish good relationships with the customers to build trust, confidence

and loyalty.

The customers' expectations will be affected by the competitors. In
order to differentiate competitive offerings, the company must be
sensitive to changing and emerging customer and market demand. It
will have to maintain awareness of technology development, and be

prepared to make rapid and flexible response to new requirements.

Customer-driven quality is thus a strategic concept. The key issues are

customer retention, market share expansion, and growth.

Leadership
The senior leaders of a company should set direction and create values

that are customer oriented, clear and visible.
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The leaders are also responsible for devising strategies, and setting up
systems and methods for achieving excellence through building knowledge
and capabilities. They should encourage participation, learning, innovation,

and creativity by all employees.

Senior leaders should serve as role models to reinforce values and

expectations.

Valuing Employees

Employees are important assets of a company. In order
to maintain competitiveness, companies need to
invest in the development of the work force through
education and training.
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Human resource management may be aligned with

strategic change processes. Human resource practices
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Continuous Improvement and Learning
Continuous improvement occurs through both incremental changes
and breakthroughs. Learning is necessary to adapt to change, and to

achieve new goals.

Incorporating improvement and learning into regular daily work, leads

to benefits such as:

® enhanced value to customers through new and improved products
and services

e development of new business opportunities

e reduction of errors, defects, waste, and related costs

e shortened cycle time

e increased productivity

e enhanced public responsibilities, promotion of corporate image

LNEERREEERENER - BENE
R mERE - BB 22NENE
I B ERENBHEEEBRENER
PINEERERE - BERER - LED

safety, and well being should be compiled and related to indicators of MER -

should integrate selection, performance appraisal, recognition, training,

and career development.

Employee-related data on knowledge, skills, satisfaction, motivation,

performance such as customer satisfaction, customer retention,

productivity, and growth. SR [ &
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Fast Response

Faster and more flexible response to customers and markets is an
increasingly critical requirement for business success. In order to improve
response time, a company may have to simplify organizational structure
and work processes. Most importantly, response time should be an

integral part of quality and productivity objectives.
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Design Quality and Prevention
Quality should be built into products and services, and efficiency bulit

into production and delivery processes.

In the competitive world, design quality depends on the ability to respond
to the rapidly changing markets. It is important to carry out wide-ranging
market and technical research, covering customer preference, competitive

offerings, price, and marketplace changes.

Environmental factors and social costs should be anticipated at the

design stage.

Long-Range View of the Future

If a company aims at market leadership, it has to consider the future
and make long-term commitments to key stakeholders including
customers, employees, suppliers, stockholders, the public and the

community.

’/ In strategic planning, the company will have to anticipate
changes such as greater customer expectation, new
\ business opportunities, technological developments, new
customer and market segments, evolving regulatory
requirements, community and societal expectations, and thrusts

by competitors.

Management by Fact

Modern management approaches emphasize measurement and analysis
of information related to performance in all areas, including customer,
product and service, operations, market, competitive comparison,
supplier, employee, cost and financial. By looking at trends, projections,
and possible cause and effect relationships, the company can develop

plans, review performance, and improve operations.

It is important that the company selects the key indicators in each area

which impinge on overall performance.

Partnership Development

A company has to establish both internal and external
partnership in order to reach its strategic goals.
Internal partnerships may involve the formation of inter-
or intra-functional teams to share knowledge and

improve efficiency.

External partnerships may be with customers, suppliers,
and training and research institutes. Such partnerships
are often strategically important for entering new markets

or developing new products and services.

Public Responsibility and Citizenship

A company should remember its responsibilities to the
public, and practice good citizenship. Social
responsibilities include business ethics, and protection
of public health, safety, and the environment. The
company should anticipate adverse impacts from
production, distribution, transportation, use, and disposal
of products. It should not only meet all regulatory laws

and requirements, but to go beyond mere compliance.

Practicing good citizenship may include support of
improvement in education, improving health care,
environmental excellence, resource conservation,
community services, improving industry and business
practices, and sharing of nonproprietary information

and knowledge.

Results Focus

Results show how successful a company is in meeting
different stakeholder needs. The use of critical results

is an effective means to communicate short- and long-
term priorities, to monitor actual performance, and to

marshal support for improving results.
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Fig. 1 Baldrige Criteria for Performance Excellence Framework: A Systems Perpective
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The characteristics of the Criteria can be grouped under four headings.

Focus on Business Results

Although business results are considered critical to the evaluation of
performance of an organization, the organization needs to have a
balanced strategy and make appropriate trade offs between stakeholder

objectives, and between short- and long-term goals.

The key areas of business results are:
e customer satisfaction / retention
e financial and marketplace performance
¢ product and service quality, performance, delivery, and innovation
e operational effectiveness, including productivity and responsiveness
® human resource performance / development
e supplier performance / development

e public responsibility / good citizenship

Nonprescriptive and Adaptable
The Criteria emphasize result-oriented requirements but do not prescribe:
* specific tools, techniques, technologies, system, measures, or starting
points
¢ whether departments for quality, planning, or other functions should
be required

e how the company should be organized and managed

Companies need to develop creative, \‘ /

adaptive, and flexible approaches.

Tools, techniques, systems, and

organization should be selected to suit factors as business type and size,

the company’s stage of development, and employee capabilities.

Support a Systems Approach

A systems approach is encouraged via emphasis on consistency of
purpose and support for speed, innovation, and decentralized decision
making. However, there is no specific requirement for detailed procedures

or centralization of decision making.

The four-stage learning cycle may be used by operational units in the

organization to enhance the systems approach. These cycles consist of:

e planning, including design, selection of measures, and deployment
of requirements

e execution of plans

¢ assessment of progress, internal and external results

e revision of plans based upon assessment findings, new inputs, and

new requirements

Support Goal-based Diagnosis

The Criteria form a set of 19 performance-oriented requirements. In

addition, there are three assessment dimensions, namely, Approach,

Deployment, and Results. With the exception of the Business Results
Criteria (assesses Results), the other Criteria assess the Approach and
Deployment (of key procedures). The diagnostic assessment involved
is a useful management tool applicable to a wide range of strategies

and management systems.
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Criteria for

Performance Excellence
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The Criteria for Performance Excellence are detailed under seven

Categories and 19 requirements. For the purpose of assessment (or self-

g ARARAEBRTE  SEERMBRE assessment), different weights are assigned to each requirement according %
é B HUGREEER - BEREE S H to its importance. The maximum total score is 1000 points. %
i £1000% ° P
é The Criteria are outlined in the following sections. Details may be fi
c§> PR ERIRANT - EREENFEARS obtained from the award administrative organizations. Readers are g
18 BEUIZRR[KFA] HERNREREE referred to Appendix A for contact details.
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The Leadership Category examines the leadership system and senior
leaders’ personal leadership. It examines how senior leaders and the
leadership system address values, directions, performance expectations,
customer/market focus, stakeholder interests, learning, and innovation.
It also examines the organization’s response to societal responsibilities

and provision of support to the community.

Organizational Leadership (85 points)

The assessment is based on the organization’s leadership system
and how senior leaders guide the organization in creating values
and expectations, setting directions, projecting customer focus,
encouraging innovation, and developing leadership structure throughout
the organization. It also examines how the senior leaders review and

improve the overall organizational performance.
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Public Responsibility and Citizenship (40 points)
The assessment is based on how the organization addresses its
responsibilities to the public and how the organization practices good

citizenship.

Strategic Planning

The Strategic Planning Category examines how the organization sets
strategic directions, and how it develops the critical strategies and action
plans to move in the required directions. It also examines how the plans

are deployed and how performance is tracked.

Strategy Development (40 points)
The assessment is based on the way the organization sets strategic
directions to strengthen its business performance and competitive

position.

Strategy Deployment (45 points)
The assessment is based on:
¢ how the organization’s strategy and action plans are developed, and
how performance is tracked
e key performance requirements and measures, and related human
resource plans
e projections of the organization’s performance into the future relative

to competitors and/or key benchmarks

o Customer and Market Focus

The Customer and Market Focus Category examines how the organization
determines requirements, expectations, and preferences of customers
and markets. It also examines how the organization builds relationships

with customers and determines their satisfaction.

Customer and Market Knowledge (40 points)
The assessment is based on:
¢ how the organization determines longer-term requirements,
expectations, and preferences of target and/or potential customers
and markets
* how the company uses the customer and market information to

understand and anticipate needs and to develop business opportunities

Customer Satisfaction and Relationship (45 points)

The assessment is based on how the organization determines and
enhances the satisfaction of its customers to build relationships, to
improve current offerings, and to support customer- and market-related

planning.

o Information and Analysis

The Information and Analysis Category examines the selection, analysis,
and use of information and data to support key company processes
and action plans, and also examines the organization's performance

management system.

Measurement of Organizational Performance (40 points)

The assessment is based on the organization's selection, analysis, and
use of information and data, including comparative information and
data, needed to support key processes and action plans, and to improve

the organization’s overall performance and competitive position.

Analysis of Organizational Performance (45 points)
The assessment is based on how the organization analyzes and reviews
overall performance to assess progress relative to plans and goals and

to identify key areas for improvement.

e Human Resource Focus

The Human Resource Focus Category examines how the organization
enables employees to develop and utilize their full potential, aligned
with the organization's objectives. It also examines the organization's

efforts to build and maintain a work environment conducive to
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performance excellence including full participation, and personal and

organizational growth.

Work Systems (35 points)

The assessment is based on how all employees contribute to achieving
the organization's performance and learning objectives, through the
organization’s work design, compensation and recognition,

communication, and recruitment approaches.

Employee Education, Training, and Development (25 points)
The assessment is based on how the organization’s education and
training support the accomplishment of key action plans and address
organizational needs through

e building knowledge, skills, and capabilities

¢ improving employee performance and development

Employee Well-being and Satisfaction (25 points)
The assessment is based on how the organization maintains a work
environment and work climate that support the well being, satisfaction,

and motivation of employees.

° Process Management

The Process Management Category examines the key aspects of process
management, including customer focused design, product and service
delivery, support, and supplier and partnering processes involving all
work units. The Category examines how processes are designed,

implemented, managed, and improved to achieve better performance.

Product and Service Processes (55 points)
The assessment is based on how products and services are designed,
implemented, and improved. It also examines how production / delivery

processes are designed, implemented, managed, and improved.

Support Processes (15 points)
The assessment is based on how the organization’s key support processes

are designed, implemented, managed, and improved.

Supplier and Partnering Processes (15 points)

The assessment is based on how the organization’s supplier and partnering
processes and relationships are designed, implemented, managed,
and improved. It also examines how supplier and partner performance

is managed and improved.

Business Results

The Business Results Category examines the organization’s performance
and improvement in key areas - customer satisfaction, product and
service performance, financial and marketplace performance, human
resource results, supplier and partner performance, and operational

performance. It also examines performance levels relative to competitors.

Customer Focused Results (115 points)
The assessment is based on the organization’s customer satisfaction
and dissatisfaction, customer loyalty, and product and service

performance results.

Financial and Market Results (115 points)
The assessment is based on the organization’s financial and marketplace

performance results.

Human Resource Results (80 points)
The assessment is based on the organization’s human resource results,
including employee well being, satisfaction, development, and work

system performance.

Supplier and Partner Results (25 points)
The assessment is based on the organization’s supplier and partner

performance results.

Organizational Effectiveness Results (115 points)

The assessment is based on the operational performance results that
contribute to the achievement of key organizational performance
goals - design, production, delivery, support process, regulatory
compliance, public citizenship, and other appropriate measures of

effectiveness and efficiency.
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As far as the specific requirements are concerned, it is widely believed
that the requirements of Malcolm Baldrige National Quality Award
criteria are much more stringent than ISO 9000. Figure 2 outlines the
comparison of the requirements of the Malcolm Baldrige National Quality
Award criteria and the ISO 9001 requirements. The ISO 9000 requirements
are less comprehensive and less stringent than the Malcolm Baldrige
National Quality Award criteria. A detailed discussion of the differences

between the two systems is beyond the scope of this booklet.

Application Procedure for
Malcolm Baldrige National Quality Award
The most critical step in applying for the Malcolm Baldrige National
Quality Award is the preparation of a written response to the criteria.
The written response is a 50-page report detailing the company’s practice
in relation to the Malcolm Baldrige National Quality Award criteria.
A team of examiners will study and score the report. If the score is
reasonably high, the examiners will pay a site visit to the company to
further verify the practice of the company. Finally, the winners
will be determined according to the overall score. There are a
limited number of winners each year. It should be
noted that the maximum number of awards which is

allowed has seldom been met.

Many companies believe that the most
valuable part of applying for the award

is the process itself. Through preparing

for the written report, the company

has a chance to thoroughly review its

management system and identify its strengths
and areas for improvement. Furthermore, the
feedback report prepared by the examiners provides valuable advice

for further improvement.

Self-Assessment Using the Criteria
Since the Malcolm Baldrige National Quality Award criteria

comprehensively specify the requirements for performance excellence,

many companies have benefited through benchmarking their
management practices and performance against the criteria. This is
widely known as self-assessment. To carry out a self-assessment exercise
does not necessarily lead to the submission of a formal application. Self-
assessment has been done both by award-winners (prior to winning)
and by companies which will not apply. Some companies use self-

assessment regularly as a continuous improvement tool.

There are basically two self-assessment methods. The first method is
to prepare a comprehensive response report as if it is to be submitted
as a formal application. For this approach to be successful, the company
has to put in a lot of effort. It is estimated that at least 1,000 work-
hours will be required to carry out an internal review and prepare the
report. Some companies spent up to 4,000 work-hours or even more

on this work.

The second method is by means of an internal questionnaire survey.
This method is less precise and not comprehensive. It is used to check
the current situation of the company generally with some form of
checklist. Appendix B shows a checklist designed for this purpose.

It is estimated that it will take a few workdays to complete the

checklist properly.

[t must be reiterated that the checklist only provides a fundamental
analysis of the company’s current situation in relation to the Malcolm
Baldrige National Quality Award criteria. The company should make the
effort to prepare a comprehensive response report to the criteria if a

more accurate assessment is preferred.
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Benefits of Self-assessment

A serious attempt to respond to the Malcolm Baldrige National Quality
Award criteria will demand total participation from top level to front-
line staff in a thorough review of the management philosophy, business
processes, and performance results of the company as a whole. The
company will derive significant benefits from this process, learning its

strengths and identifying areas for improvement.

Involvement and Motivation of People

Responding to the Malcolm Baldrige National Quality Award criteria
makes a greater demand on people, from senior leaders to other
employees, than other forms of quality standards such as ISO 9000.
The senior leaders need to be actively and visibly involved in quality
related activities. Simply signing a quality policy is inadequate. Senior
leaders have to answer such questions as: How was the policy formed?
What are the implications of the policy for the business of the company?
What strategic plans have been developed to support the policy? How
are the policy and strategic plans deployed? What are the expected

outcome and the actual results?

With strong commitment from all levels of management, supervisory
staff and front-line workers will all be involved in the process. This will

lead to a thorough examination of the company’s approach to managing

" K

._.‘.%: - |

quality and performance, deployment of policy and strategic plans, and

business results.

Systems Approach to Quality

The Malcolm Baldrige National Quality Award criteria have seven
categories which fit together to form the performance excellence
framework as shown in Figure 1. Categories 1 to 6 focus on 'approach'
and 'deployment' whereas Category 7 looks for 'results'. 'Approach’
refers to how the company addresses the requirements, that is, the
methods. 'Deployment' refers to the extent to which the company's
approach is adopted by all appropriate work units. 'Results' refers to
the outcomes in achieving the purposes. These requirements strongly

suggest a systems approach to managing quality.

Self-assessment enables the company to determine whether it has an

effective systems management approach in place.

Performance Excellence and Quality

Launched in 1987 as a prestigious quality award, Malcolm Baldrige
National Quality Award has evolved as an award for performance
excellence. This is reflected in the development of the award criteria

and the emphasis on business results. The weight for business results
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in the overall criteria requirements has been set at 45% of the total

possible points since 1996.

Quality is not taken or assessed in abstract terms. It requires a balance
between customer satisfaction and other critical factors such as

productivity, competitiveness, costs, and other stakeholders' interests.
Business reality has been introduced into quality concepts. Through self-
assessment, the company is able to identify its strengths and weaknesses

in terms of performance excellence, rather than in abstract terms.

Quality Assured

The Malcolm Baldrige National Quality Award criteria can be regarded
as a mirror so that the company is able to check if its management
system is in a good shape. The criteria may also be regarded as a window
through which the company gains exposure to the contemporary quality

management model.

A complete self-assessment exercise will thus help the company to
determine if it is going along the right path. It also helps the company

to see the way ahead for improvement.

Quantifying Quality
One of the reasons that the self-assessment process promotes

improvements is the requirement for data. The criteria look for hard

facts and results to validate any plans and actions. The company will
need to creatively design measures for quality. In this process, perceptions
and assumptions will be verified by measurable parameters. The company

will be able to judge the quality of its plans.

Change: What and Why

The company will face a series of critical questions in the self-assessment
process. Many staff will be surprised by their inability to answer some
of these questions and this will stimulate critical thinking. People will
realize that change is inevitable and the question of what ought to be

changed and why is it necessary to change will become obvious.

Building Financial Success

It has been reported by different sources that the companies applying
the Malcolm Baldrige National Quality Award criteria are able to attract
more attention and business from their customers. Even small companies,
which have not yet reached the award-winning standard, have reported
this achievement. In addition, the National Institute of Standards and
Technology in the United States conducted studies in 1994 and 1999
which showed that the publicly listed award winners outperformed

other companies.
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Case Study:

McDonald’s Restaurants
(Hong Kong) Limited

BEMR : FEFARLE

McDonald's Restaurants (Hong Kong) Limited was one of the two
winners of the Hong Kong Management Association's Quality Award
in 1998. The first McDonald's Restaurant in Hong Kong was opened

in 1978. In the past 21 years the number of restaurants has increased

to 158.

Backed up by support from corporate headquarters, McDonald's Hong
Kong has a strong quality culture. They found it quite comfortable to
fit their practice into the award criteria when they had decided to apply
for the HKMA award in 1998.

1998 FERBEREXMENEEETEK
RAEMESEEE  FELBRATR
Hpz— - BEENE-—RHEELEET
19785 B - EBE21FH  BENHKE
#ZE 158 o

EEBRBOANZIET  BBEELRR
T —ERENREL - MESEERL
EELEEHNEFRTETEEE N2
fETE1998F 2 MBERKE -

Quality Awards & Self-assessment




Quality Transformation Series

W
S

HESNEERSE

BEM T/ - REEL AU MR
BRENERLE - THENEKEHTREM
RAERENET @ RIZAERRNEIE
FMMEMAR » BT DEPEZI  KEH
T NEERRT BRBERESHEE -

B-@EfF RTEE—EHER FEH
BT —ETERTENE] - REERE
RERBEHN  THHNEETNET - 0F
FE HEBTSEEASM-

HESRERZR  BREZETIEHRA
TH/MAMT AR EEFI R RE - B
BEMARAZENEBTIABRE °

BOEESR
EEEHRL R MEBEBRRBQSCY - BlMm
g ki BFENYBE - RRHTREE
BY - MBEENREFZ » #WEILT HER
HENEF - BRIIR  FEETHRET
fRELREF A ERRE TFREML

£
=]

BRE GEERNRBKENEES
ERER

[FELT [BER-ME] - BRE

BRENEP—Ef 7 RE—(EKEHS
BRAERT  JEMNZEELSERER - I
REMMBRBES A TRROEE - RS

The McDonald's Management Style

The formation of cross-functional Task Forces is a commonly used
method for planning and problem solving. Depending on the issue to
be addressed, a Task Force may
be formed by staff members
drawn from different levels and
different functional units. With
the exception of a few Task
Forces, most of the Task Forces 5
will be dissolved after the issue

has been resolved.

As an example, a Promotion  ZFEZEZHEAZ

McDonald's Hamburger University, Oak Brook, lllinois, USA

Task Force is set up to deal with
the issue of launching a particular new product. Members of the Task
Force include staff from Purchasing, Marketing and Operations. The

supplier will also be involved when necessary.

After winning the HKMA award, it is reported that more staff members
are used to form a Task Force when a cross-functional issue is to be

handled. As a result, team spirit and communication has been enhanced.

Core Values

McDonald's summarize their core values as QSCV, which stands for
Quality, Service, Cleanliness, and Value. The company has established
very comprehensive processes for preparing the food, delivering the
service, and maintaining cleanliness. The staff members are trained
to thoroughly understand the process before they are deployed to

various positions.

The key to the success of maintaining the standard is to "communicate
the same message" throughout the organization. One way to practice
this is that individual managers will act as a customer and purchase a
meal at any McDonald's Restaurant. If the food and service is up to
standard, the manager will congratulate the shop management. On

the other hand, if the standard is not met, the manager will discuss

with the shop management and resolve the problem. The shop and

staff will be graded A, B, C or F as appropriate.

McDonald's has a system of rewarding individual staff members. The
highest honour is the President's Award, which only the top performing
1% will have a chance of receiving. Other awards are available for
significantly outstanding performers. The whole system aims at establishing

pride in the staff.

Strategic Planning
McDonald's adopted a 3-1-Q planning system. This means three-year

strategic plans, one-year operation plans, and quarterly reviews.

Communication with corporate headquarters is required for the three-
year strategic planning. The corresponding one-year operation plans
are developed based on the strategic plans. These plans are used as a
means to predict and monitor progress. Quarterly reviews are carried
out to review performance and determine if any action is required to

rectify the operations and plans.

It is claimed that the HKMA Award criteria had the effect of reminding
the company to strike a balance among the interests of various
stakeholders. For example, the challenge of how to handle job increase

with limited human resource is addressed.

Benchmarking, both internal and external, is widely used for planning
and review. Such benchmarking data as transaction per man-hour, price
sensitivity, attitude awareness, and staff opinion survey are some of the

more important benchmarking parameters used by McDonald's.

Guideline for Improvement

McDonald's considers the award criteria to be effective guidelines, acting
as a road map for quality management. However, the company should
be regarded as a living entity, in the sense that it would grow and

change with time.
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Team concept features strongly in the award criteria. The practice of
forming task forces to deal with different sorts of issues demonstrates
that McDonald's is working on team principles. Team effort is recognized
collectively rather than individually. The Snoopy team is a vivid example.
The team was recognized as the outstanding team in 1998. Team
schemes are complemented by individual schemes (“individual heroes”).
The judgment is based on the person's individual skills of which the

best French fries cooker award is an example.

The HKMA Award criteria placed much emphasis on results. McDonald's
agrees that using results as a motivation is important to big businesses.
However, small businesses that are at the early stage of development
should pay more attention to

other parameters.

Recent Development

The use of Task Force as a means
of addressing issues has become
popular since winning the
HKMA award. The number of
regular Task Forces has been
increased from six to over ten.
Staff are more receptive to this
form of problem solving. As a result, time is saved in addressing problems,

and process management is improved.

Communication among functional and regional sectors has been
improved. A typical example is the process of determining locations of
new shops. Through involving the management of neighbouring
McDonald’s shops, the company is able to expedite the process of
getting consensus from them when there is a plan to open another

shop in the region.

McDonald's does not carry out self-assessment against the award criteria
directly. However, the progress of work is reviewed regularly by the

relevant Task Forces and the results compared with pertinent benchmarks.

Advice for SMEs
When asked to give some

advice for small and medium

\\7>

people of McDonald's suggested that for SI\/IEs

entreprises (SMEs) on

the applicability of the

HKMA Award criteria to

their businesses, three senior

financial results might not be a critical factor, especially at the early
stage of business development. They named the following three major

areas for SMEs' consideration.

Customer focus - Identify who the customers are and understand their

needs and requirements.

Process - Make sure that the process can serve the purpose, and is

effective and efficient.

Human resources focus - Staff are the most important asset of the
company. They must be well treated, and provided with the opportunity

to perform, and to develop to meet the ever-changing challenges.
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Case Studuy:
Y.
MTR Corporation was one of the dual winners of the Hong Kong A F R 1998 FRBEREEGREEE
[ ]
M T,R ( :o r p ora tl on Management Association’s Quality Award in 1998. MTR was established ~ BEASEHITHESSMIEZ — - il TR
in 1975 and has a staff of about 8,000 people in 1999. 19795 - Z1999FHBEETHNNTE ©
BEFR : HELT |
Quality has been a constant concern of MTR since its early days of BREBANUR  RE—EEt#EARMER
operation. Through applying for the HKMA Quality Award, the WiRE - BARBEEEEEEEGSNE
Corporation is able to improve its management system and motivate B thEAREEERASA L EISERE
the staff to be more quality conscious. MEIHNREERTFIRS -

Py A e e

B Headquarters of MTR Corporation in Kowloon Bay
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Mr. Jack C K So, Chairman of the MTR
Corporation, believes that: “In specific
terms, quality in train services means
provision of a safe, clean and reliable system
to meet the community’ s transportation
needs. In this regard, we are committed to
‘the most customer-oriented
urban railway in the world.” ”

C LEARMBER ©

The MTR Management System
MTR is under the management of a Board, the members of which are
appointed by the Government. A team of 7 executive directors is, in

turn, appointed by the Board to manage the business.

The Executive sets strategic direction and long-term objectives, and
sets up the management framework. When necessary, Task Forces
will be formed under the leadership of a member of the Executive to

execute strategies.

Quality Culture
In 1986, MTR adopted three core values, namely, Customer Service,
Respect for the Individual, and On Time and Within Budget. These core

values are the guiding principles in the operation of the railway.

The Quality Leadership Scheme has been set up since 1993 in the
Operations Division. Up to 1999, about 300 staff members have joined
the scheme voluntarily. The scheme is not grade specific, any managers,
supervisor or workers join on a voluntary basis. Quality Leaders are
responsible for the promotion and implementation of the quality
initiatives. Numerous training activities such as workshops, quality

leaders' camp, and forum are organized for the scheme members.

Work Improvement Teams are formed cross-functionally to address

issues concerning departmental and corporate goals and objectives.

MTR has implemented the ISO 9000 management system in major
departments. About 100 Quality Leaders have been trained as internal

auditors responsible for process audits.

Guideline for Improvement

MTR supports the idea that the HKMA Award criteria allow the
Corporation to assess if the quality system is in good shape. In the
process of preparing for the formal submission, nearly every department

and most levels of staff were involved.

The Corporation had to decide how to meet the stipulated requirements
of the criteria. This process stimulated the initiative to make improvements

when necessary.

In summary, the HKMA Award criteria encourage the use of a systems-
approach review to management, offer a tool for self-assessment, and
stimulate benchmarking with internal and external counterparts. The
feedback report prepared by the examiners also provides very useful

comments for the Corporation to identify improvement areas.

Integrated Management System

MTR has thoroughly reviewed the HKMA Award criteria together with
other management systems and philosophies after winning the award.
The Corporation considers that ISO 9000 sets a good foundation for
Total Quality Management (TQM). For ISO 9000 certified companies,
HKMA Award criteria may be the next milestone as far as quality
management is concerned. The challenge is, however, that many

companies have to face increasing demand for different systems, for
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The Corporation is a caring
organization who constantly
supports and donates to
local charities.
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example, 1SO 14000, SA 8000, QS 9000, health and safety requirements,
and industry specific regulations.

MTR considers it necessary to search for a management approach which
has the power to integrating all the systems the Corporation must
incorporate to meet
customer and
regulatory
requirements. On this
basis, the Operations
Division of the
Corporation has
taken the lead to
develop and
implement an
Integrated
Management System
(IMS). Under the
IMS, all the

requirements specific

Listening to our customers and servicing their needs are
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how we achieve quality at the MTR.

to any system, such
as ISO 9000, health and safety, or ISO 14000, are identified. These
requirements are then analyzed and similar ones grouped together.
The aim is to integrate various relevant requirements under one procedure,

the total number of procedures being therefore greatly reduced.

In order to make this system work, an efficient and effective information
sharing system will be installed in the Operations Division. In fact, it
is reported that the Operations Division has saved 1 million pages

of controlled document after implementing IMS.

Advice for SMEs

SMEs, or companies that are at the early stage of implementing quality
management philosophies, should not blindly take the complete HKMA
Award criteria all at once. They should focus on core business before

making improvements.

These companies should have a clear understanding of the award criteria
and evaluate the relevance of these criteria to their operations. If they
decide to go ahead, they should set priorities, make plans and determine

targets. A step by step approach is preferable to tackling all the criteria

simultaneously.

EARAHBETIEELELBEREETH -
MTR staff is encouraged to participate in community and charity endeavours.
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1 Individual copies of the Criteria booklets can be obtained free of charge from:

Baldrige National Quality Program
National Institute of Standards and Technology
Administration Building, Room A635
100 Bureau Drive, Stop 1020
Gaithersburg, MD 20899-1020, USA
Useful Contqcts Fax: (301) 948-3716
E-mail: ngp@nist.gov
Web Address: http://www.quality.nist.gov

2 The application procedures and details of the HKMA Quality Award can be obtained from:

The Award Secretariat
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The Hong Kong Management Association

Top Floor Unit M
Phase Ill Kaiser Estate
11 Hok Yuen Street
Hung Hom, Kowloon
Hong Kong

Tel: 27748569

Fax: 27650991

3 Training on detailed requirements of and application strategies for HKMA Quality Award is available.

Details can be obtained from:

Dr. K.S. Chin, Department of Manufacturing Engineering and Engineering Management,

City University of Hong Kong, Kowloon, Hong Kong, Tel: 27888306, or

Dr. T.Y. Lee, University Industrial Centre,

The University of Hong Kong, Pokfulam Road, Hong Kong, Tel: 28592352.
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Checklist for Self-Assessment

This section contains a checklist designed to help organizations to get
a broad idea of where they stand in relation to the Malcolm Baldrige
National Quality Award Criteria. The questions are designed according
to the author's understanding of the criteria and the experience of
assessing applicants for the Hong Kong Management Association
Quality Award which is based on the Malcolm Baldrige National Quality

Award criteria.

People tend to be more lenient when evaluating their own system.
The score that an organization gives itself may vary as much as 25%
from the real award examiners. They tend to be tougher than the

organization might be.

To respond to the questionnaire, simply read the question and tick

the most appropriate answer. The scoring system is:

A. Yes (completely)
The statement is 100% true for the organization and is fully

implemented in every function / area.

B. Mostly
The statement is mostly true for the organization and is being

implemented in most major functions / areas.

C. Somewhat
Most of this statement is true for some (about half) of the

functions / areas.

D. Slightly

The statement is only applied in a few limited areas.

E. No (not at all)
The organization has not even begun to use the approach or practice

stated in the question.
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1.1

1.2

13

14

1.5

1.6

Are all senior leaders personally and visibly involved in

quality-related activities?

ALl B[l Cc[] D[] E[]

Is there an effective communication system among all

senior leaders?

ALl B[] C[] D[] E[]

Have the senior leaders clearly defined values, performance

expectations, vision and missions?

ALl B[l C[] D[] E[]

Are the values, performance expectations, vision and missions
focused on customers and other stakeholders, learning,

and innovation?

ALl B[l C[] D[] E[]

Are all levels of employees involved in setting and communicating
the organization's directions, and seeking future opportunities

for the company?

ALl B[l C[] D[] E[]

Do the senior leaders have an effective means to communicate
and reinforce values, performance expectations, a focus on
customer and other stakeholders, learning, and innovation

throughout the organization?

ALl B[] C[] D[] E[]

2.1

Do the senior leaders actively participate in performance reviews

and use the results of such reviews for further decision making?

ALl B[l Cc[] D[] E[]

Do the senior leaders evaluate and improve the leadership system,
making reference to the organization's performance and

employee feedback?

ALl B[l Cc[] D[] E[]

Does the organization seriously comply with the current
regulatory, legal, and ethical requirements and establish

measures and targets for these requirements?

ALl B[l Cc[] D[] E[]

Does the organization anticipate public concerns with the
company's products, services, and operations and address

these concerns in a proactive manner?

ALl B[] Cc[ ] D[] E[]

Do the senior leaders and employees support and strengthen

their key communities?

ALl B[l Cc[] D[] E[]

In the strategy development process, does the organization
seriously and comprehensively take the following factors into
account? These factors are: customers; market requirements
(including price); customer and market expectations; new
opportunities; and competitive environment (including industry,

market, and technological changes).
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2.7

EHFTREBEBES  ARBRERE
KBRS R ?

A[l] B[] €[] D[] E[]

EHRTRBEHBESD - XRERA
REMREEBEEUATEE - LS
REFRIF A ? BLAEZR
ANERNVEDMEFE - BHIMBH
B MIEKFEE - AIF - FXEHK

Mg e
ALl B[l C[] D[] E[]

EHRTREEHBRES - ARBREE
BHtEE K | B HEED ?

ALl B[l C[ ] D[] E[]
AARERBRERE - SIEMA

N
BITHE (BIF : AWER - FE
e RERE/EE NEMER) ?

ALl B[l C[] D[] E[]

NERERERETE TR EES
BHERERR?

ALl B[l €[] D[] E[]
REERBRBTHIENERE

no REBRBAREF—(E-Z0F
BT > WERELERERETERF

T BEREFLER?

ALl B[l C[ ] DI ] E[]

2.2

2.3

24

2.5

26

2.7

Does the organization take into account the financial and

societal risks in the strategy development process?

ALl B[] C[] D[] E[]

In the strategy development process, does the organization
seriously and comprehensively take the following factors into
account to seek or create new opportunities? These factors
are: human resource capabilities and needs; technology and
technology management; research and development;

innovation; and business processes.

AT B[] Cc[] D[] E[]

Does the organization take into account the supplier and/or

partner capabilities in the strategy development process?

ALl B[] Cl ] D[] E[]

Does the organization derive action plans (human resource,
key processes, performance measures/indicators, and resources)

from and align them to the company's overall strategy?

ALl B[] Cl ] D[] E[]

Does the organization effectively track the short- and long-

performance relative to plans?

ALl B[l Cc[] D[] E[]

Does the organization have a two-to-five year projection of key
measures of performance based on the implementation of the
action plans, and compare these measures with key

competitors / benchmarks?

ALl B[] Ccl ] D[] E[]

28

When making the above comparisons, does the organization
make reasonable estimates/assumptions in projecting competitor

performance and/or benchmark data?

ALl B[l Cc[] D[ 1 E[]

‘ 3 Customer and Market Focus

3.1

3.2

33

34

Does the organization effectively learn from selected customers
and markets to support the organization’s business needs and to
seek market opportunities? The customers and markets may
include customers of competitors, other potential customers, and

future markets.

ALl B[l Cc[] D[] E[]

Does the organization adopt an effective means to determine
key product and service features, their relative importance/value

to customers, and new product, service, or market opportunities.

ALl B[l Cc[] D[] E[]

Is key information from former and current customers and markets
(including customer retention and complaint information) used

in determining key product and service features?

ALl B[] Cc[ ] D[] E[]

Does the organization actively evaluate and improve its approach

to listening to and learning from customers, potential customers

and markets?

ALl B[l Cc[] D[ 1 E[]

28
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3.8
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3.5 Does the organization take effective steps to determine customer
contact requirements, deploy the requirements to all employees
concerned, and evaluate and improve customer contact

performance?

ALl B[] Cl ] D[] E[]

3.6 Does the organization have a system to collect prompt and
actionable feedback (including complaints) from the customers?
Are the feedback/complaints resolved promptly and effectively

by all relevant units?

ALl B[] C[] D[] E[]

3.7 Besides customer complaints, has the organization established
processes, measurements, and reliable source of information
to determine satisfaction and dissatisfaction for different

customer groups?

ALl B[] C[] D[] E[]

3.8 Does the organization implement effective methods to build
loyalty, positive referral, and relationships with its customers?
Are these methods evaluated, improved and kept current with

changing business needs and strategies?

ALl B[l C[] D[] E[]

o Information and Analysis
4.1 Has the organization defined the main types of information
and data (financial and non-financial) relevant to key company

processes and action plan?

ALl B[] Ccl] D[] E[]

42

43

44

45

4.6

Has the organization determined the needs, priorities and 42
criteria for comparative information and data based on key

company processes, action plans, and opportunities for

improvement?
ALl B[l Cc[] D[ T E[]
Are the information and data effectively and reliably deployed 43

to all potential users for the evaluation key processes, review of

targets, and stimulation of innovation?

ALD Bl Ccl ] DO 1 E[]

Does the organization evaluate and improve the deployment, 44

effectiveness of use, and priorities and criteria for selection of

the information and data?

Does the organization integrate and analyze performance data 45

collected from all parts of its key areas to assess overall company

performance?
A['] B[] C[] D[] E[]
Does the organization effectively integrate and analyze principal 4.6

financial and non-financial measures to determine: customer-
related performance, operational performance (including human
resource and product/service performance), competitive

performance, and financial and market-related performance?

ALl B[l C[] D[] E[]

DEERERERRBRRE » THET
ERAENTE - B AFEEERL
BENENNEE  LHTHHEELE
HABENEETER EEMREE?

ALl BL ] C[] DL ] E[]

FRHNENFEEBEREE MR A5

BEIMERBENM - BEFREE

WE -~ B ER - MEERIFH 2

ALl BL D C[] D[] E[]

DRRERBEFZRARBEBEERM

BENRM A ERMNEE

R ?

ALl BL D C[] D[] E[]

DNRABEREGENIMAEETERR
HEUFA D ANREERR?

ALl B[] €[] DL T E[]

DNRIRBEMAS MO M EZHSTH
RIEB AR - DOREEHBEEEEN
®RE - EERE (BEALERNE
m | RBRE)  BFEMERE - BK
MmSAENRE ?

Al] B[] €[] DL T E[]
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438

5.1

5.2

53

NRABRELERANERRROR
E - UFHEeEHEBTERE - B
B NENEBTESHTERE?

A[l] B[l €[] D[] E[]

L ER - REESREARRE
NELRF - BFRIE - MEHT
Z7ELER  XEAEMMEES
FREHF - B FENE - BEEHE
RIS 2

ALl B[l €[] D[] E[]

5 ALERER

DAIRBE— ﬂE?\,JLﬁEﬂEI(ﬁ‘«EE

EFEMIAN) Brat - B MXE
THERRFEHER ?
A[l] B[l €[] D[] E[]

NARBE—ERARIZTHE
i~ AR E 2 FEHEE - &1F
BN HBEMEAMH D =Z ?

Al] B[l €[] D[] E[]

NARBE—(ERBEE - REMNA

RUBEREENMEZTNERTE

= EEBBNEBRE

Al] B[l €[] D[] E[]

47

4.8

Does the organization regularly review the relevant performance
measures to assess the its performance in terms of progress

relative to action plans, goals, and changing business needs?

ALl B[l Cc[] D[] E[]

Are the review findings translated into priorities for improvement,
decisions on resource allocation, and opportunities for innovation?
Are these findings effectively deployed throughout the organization

and, as appropriate, to the suppliers and/or business partners?

ALl B[] Cl ] D[] E[]

5.1

5.2

5.3

_ 5 Human Resource Focus
w

Does the organization have a system to encourage the employees
(managers, supervisors, and workers) to contribute to the design,

management, and improvement of work processes?

ALl B[l C[] D[] E[]

Does the organization have a system to ensure communication,
cooperation, and knowledge and skill sharing across work

functions, units, and locations?

AlT B[l C[ ] D[T E[]

Does the organization have a system to ensure flexibility, rapid
response, and learning in addressing current and changing

customer, operational, and business requirements?

ALl B[l C[] D[] E[]

54

55

5.6

5.7

58

Does the organization’s compensation, recognition and recruitment 54
approaches for employees (managers, supervisors, and workers)

reinforce overall organizational objectives for customer

satisfaction, performance improvement, and learning (for both

employee and organization)?

Al B[l C[ ] D[ T E[]
5.5
Does the organization implement effective training and education
schemes to support the organization’s key action plans and
address organizational needs (including long-term objectives
for employee development, and for leadership development of

employees)?

ALl B[l Cc[] D[] E[] 5.6

Are education and training designed to support the organization’s
work systems (including providing orientation training for new
employees, reinforcing knowledge and skills on the job, and
seeking input from employees and their supervisors/managers

in designing the education and training schemes)?

Al] B[] €[ 1 D[] E[]

5.7
Does the organization effectively evaluate and improve education
and training, taking into account organizational and employee
performance, employee development and learning objectives,

leadership development, and other appropriate factors?

Al BILl C[] D[ T E[]
5.8
Does the organization set key measures and targets for health,
safety, and ergonomics to maintain and improve work
environment? Are the employees involved in establishing these

measures and targets?

AEHES (K8 - TBEMIA) ¥
REMEFHERREAERARNE
HER B BERE  XERR
MBER (BEMQEF)?

ALl BL D C[] D[] E[]

DNAERBERBRNIRNHEH
EXFRARANERTEE MR
RFANFER (BREEERRE - NiES
BENEEREIERERR)?

AL T Bl C[] D[] E[]

RENHBENIRERRAT AFN
THERB MR ? (B BAB
BTREEBIGR - ZHERIISM
FRE TR R Bl ~ B A2 RRFT L
BT BN RIE TMEE /KR
MER) -

Al] B[] €[] DL T E[]

RARERBEZAFMETHRE
EENBRMEZERE - FEELE

CHEREMBBEE - ARG
MREHB IR ?

ALl B[] €[] D[] E[]
DEEREHTRE ZENMAET
BREEETHENRENBRZ SR
MBETHERE 2 EERERESTH

EELEREMER?

ALl BL D C[] D[] E[]
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5.10

6.1

6.2

6.3

RABRBAZREESNEN @
B NBHOBYRMETERR? 2
ARERERMRE - Mz - MITH
XREEE?EERRBEERE - HH
BRMNFBHMHOEZEEE?

ALl B[l €[] D[] E[]

NARBEIINFEREERFN - WE

MNBHINETERE? AAREERES

HER « M ME DERE QR

BHE I B URBRENRF ?

Al B[l €[] D[] E[]

6 BEFEHE
.7

BHMAENBEESRE mEEEM
BHE - BEE Rt M K B it 75 2 7 A
PRI AR ET AP S AR M 2 2

A[l] B[l €[] D[] E[]

£E |/ RERFIRT - EEARE
BE - mE - MEERFANER?

A[l] B[l €[] D[] E[]

LB RBHNEFESERHNNGR

AR - MR EmR / BRISEETTImA R

b3t H AR Bl 45 2

A[l] B[] €[] D[] E[]
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5.10

Does the organization build and enhance its work climate for
the well-being, satisfaction, and motivation of all employees?
Does the company provide services, benefits, and actions to
support employees? Are employees encouraged and motivated

to develop and utilize their full potential?

ALl B[] Cc[] D[] E[]

Does the organization determine key factors that affect employee
well-being, satisfaction, and motivation? Does the organization
relate employee well-being, satisfaction, and motivation results
to key business results/objectives to identify improvement

priorities?

ALl B[l C[] D[] E[]

_ 6 Process management

6.1

6.2

6.3

Are changing customer and market requirements and technology
effectively and timely incorporated into product and service

designs?

ALl B[l Cc[] D[] E[]

Are production/delivery processes designed to meet customer,

quality, and operational performance requirements?

A[l'] B[l C[1 D[] EI[]

Are design and production/delivery processes coordinated and
tested to ensure trouble-free and timely introduction and delivery

of products and services?

ALl B[] C[] D[] E[]

6.4

6.5

6.6

6.7

6.8

Does the organization have a clear and comprehensive account

of the key processes and their requirements?

ALl B[l Cc[] D[] E[]

Does the organization effectively manage the processes to
maintain process performance and to ensure products and

services will meet customer and operational requirements?

ALl B[l Cc[] D[] E[]

Are the design and production/delivery processes actively
evaluated and improved to achieve better performance (including
improvements to products and services, transfer of learning to

other organizational units and projects, and reduced cycle time)?

ALl B[l Cc[] D[ T E[]

Does the organization have a clear account of the key support
processes? Are the key requirements of these support processes
clearly defined? Are these support processes effectively designed
and implemented to meet customer, quality, and operational

performance requirements?

ALT BL D cl ] DO1 E[]

Are the key support processes effectively managed to maintain
process performance and to ensure results will meet customer
and operational requirements? Are these support processes

evaluated and improved to achieve better performance?

ALl B[l C[] D[] E[]

6.4

6.5

6.6

6.7

6.8

RANEERFREZRELHE B
TRV ?

Al] B[] €[] DL ] E[]

AFAREEMEERERF U
BFRFIRAERREERNRE®E
BENEENER?

ALl B[] €[] DL ] E[]

R MEE | RERFREEER
RUEURETEERE ? (BEX
ZEMARYE - BERERIZHE
BBFT ~ M)

Al] B[] €[] DL T E[]

NAREE—AETEEEXERF
HBMEIS ? ELEXERFNERE
REBERE? BEXEREFRERE
RpRE RIET AR EREE - mE

MEBRRWER?

AL T BL D C[] DL ] E[]
FANEEXERFRERARE

B2 DERRBERRBERRTHE
BEREEER? BELERFER

AR RNE  UAMEREERR?

Al] B[] €[] DL T E[]
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6.9

6.10

DEERE—(ERLGR KBS
HEBRBHERNER - UEEAQ
AIRERENER  BREHESD
KR ELEER?

ALl B[l C[ ] DI ] E[]

DREEREFNA-LERE - FHRR
KF ~ REETE - MBRFFAMHE
BMBAH - UREBQRHRBTEE
2R?

7 EBAE
P Ll
RAFRBITURESER - BRREBCH

RREDEIEEKT  XEHRTEES

o AR A EERFENRE oA

EAT

o N

BEFRERE  BELFNRRBBT
T EEMEBA -

BARERES  BEREFHRRTE-
AR OFBER—R -

BAEEE  BREBZTHA -
BARRTSEFY  BREZEM@ -

71 BEREREA
711 BEERE  TREREHTHREHTF

KB R ? (40)

A[l] B[l €[] D[] E[]

6.9

6.10

7B

Does the organization have a system to design and implement
supplier and partnering processes to meet overall performance
requirements and help suppliers and partners to meet these

requirements?

Al B[] C[]1 D[] E[]

Does the organization evaluate suppliers and partners by means
of key measures, expected performance levels, incentive systems,

and providing feedback so as to ensure that the organization's

performance requirements are met?

ALl B[] Cc[] D[] E[]

usiness Results

The

five

A

Do

organization is required to assess its business results classified under

major areas. The scoring system is:

The results are excellent: The results of recent year have demonstrated
prominent trends of development.

The results are very good: There is steady improvement in recent
years.

The results are satisfactory: The development in recent years is
average.

The results are fair: The development is uncertain.

The results are below average: The trend of development is negative.

the organization's performance data show current levels and exhibit

reasonable trends in the key measures and/or indicators including:

7.1
7.1.

Customer focused results
1 customer satisfaction, dissatisfaction, and satisfaction relative

to competitors? (40)

ALl B[] C[]1 D[] E[]

7.1.2 customer loyalty, positive referral, customer-perceived value,

and/or customer relationship building? (40)

ALl B[l Cc[] D[] E[]

7.1.3 key measures and/or indicators of product and service

performance? (35)

ALl B[l Cc[] D[] E[]

7.2 Financial and market results

7.2.1 financial performance: return on equity, return on investment,
operating margins, pre-tax profit margin, earning per share,
profit forecast reliability, and other liquidity and financial

activity measures? (50)

ALD BL Dl cl ] DO T E[]

7.2.2 marketplace performance: market share measures of business
growth, new product and geography markets entered, and

percent new product sales (as appropriate)? (50)

ALl Bl Ccl ] DO1 E[]

7.2.3 comparative data: industry best, best competitor, industry

average, and appropriate benchmarks? (15)

ALl B[l Cc[] D[] E[]

7.3 Human resource results

7.3.1 generic factors: safety, absenteeism, turnover, and

satisfaction? (30)

ALl BL Dl cl ] DOT E[]

712 BEHEH - AN - REWER

B - FELBERAELE ? (40)

Al] B[] €[] DL 1 E[]

713 ERMBRBRRNEEREMEEDN

FXA&E ? (35)

Al] B[] €[] DL ] E[]

7.2 BAREFI T 5 R AR
721 BI&ERIE  AEREFR - REER &

Bz - FA2BRAE - RE -~ FiE
JERISEM ~ R HALREE E M
FRENRIIEEL ? (50)

ALl Bl C[ ] DL T E[]

722 MHRE  EHBROTBIEERE

B EANERRMEENTS - KA
EmMEELR (WEA) ? (50)

ALl BL D C[] DI ] E[]

723 EBBIE  TERENE - &KEAHRF

- TERPIER  REENGE

RX 2 (50)

ALl BL D C[] DI ] E[]

73 AHERKE
731 —HREEZ:ZE2 BIREE-ET

REZ - METRERE ?230)

ALl BL D C[] DI ] E[]
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732 ¥XHATEERE - BEANRTE
FHEZE SARATEEEEMS
BRI HEZE ? (30)

A[l] B[l €[] D[] E[]

733 LEER  EIEEBLLRNARRE

RE-EIHER BETRIFEE ?2(20)

A[l] B[] €[] D[] E[]

7.4 HIEB MR HRAE

741 HEEMBAE ARNER - BIEX

N OBDIERE RE - REM?(15)

ALl B[l €[] D[] E[]

742 BEER - FILLEBHER ?(10)

A[l] B[l €[] D[] E[]

75 DARIBERE

751 BEBRT/EARFT-Em / RIIFIMZ

EEBPIMAEE D ANEEMAERINAR ? (25)

ALl B[l €[] D[] E[]

752 Em/ RERBREETHE (R7.118)
KB B BB R (25)

A[l] B[l €[] D[] E[]

7.3.2 business- or company-specific factors: those factors commonly
used in the industry or created by the organization for the
purpose of tracking progress? (30)

Al B[l Cc[]1 D[] E[]

7.3.3 comparative information: absenteeism, turnover, etc. in

comparison with relevant external measures of performance? (20)

Al B[] C[] D[] E[]

7.4 Supplier and partner results
7.4.1 suppliers and partners contribute to the company: cost savings,

reduction in scrap, waste, or rework? (15)

ALl B[l Cc[] D[] E[]

7.4.2 comparative information? (10)

ALl B[l C[] D[] E[]

1.5 Organizational effectiveness results

7.5.1 measures of productivity and operational effectiveness in all key

areas, product/service delivery areas and support areas? (25)

ALl B[] C[] D[] E[]

7.5.2 the correlation between product/service performance and

customer indicators (as shown in 7.1 above)? (25)

ALl B[l C[] D[] E[]

7.5.3 product/service performance: internal (company) measurements,
field performance, data collected by the company or on behalf
of the company, customer survey on product and service

performance? (25)

ALl Bl ] DO 1 E[]

7.5.4 operational effectiveness: environmental improvements reflected
in emission levels, waste stream reductions, by-product use, and
recycling; responsiveness indicators such as cycle time, lead times,
and set-up times; process assessment results such as customer
assessment or third party assessment (such as ISO 9000); and
business specific indicators such as innovation rates, innovation
effectiveness, cost reduction through innovation, time to market,
product/process yield, complete and accurate shipment, and

measures of strategic goal achievement? (20)

ALl BL D Ccl ] DO 1 E[]

7.5.5 comparative data: industry best, best competitor, industry

average, and appropriate benchmarks (derived from independent

surveys, studies, laboratory testing, or other sources)? (20)

ALl Bl ] DO 1 E[]

753 Em/ BRERE : ARADBEIE - Bit
KB - AARRES EEERBKRE
M - BEHERMNRERBENTE
FE 2 (25)

AL T BL D C[] DL ] E[]

754 EEMEE | HEHUKT R RARE
HERBR - BEYWRED  BERBA -
MEREBA ; RECEREE - flaA
B - BRI BB EIRATERR - MATH TP
B REFTERE  fINEETER
FE=H/FFE (WSO 9000) ; EEHRIE
2 fIIAIFE - AIFNR - AAIFS
BREEMA ~ TSR - B/
RERRFNE - TRAIERRE  ER
KAE B EEE ? (20)

A[']l B[] Cc[ ] D[] E[]
755 LEEREE - (TERE  REHRFEE

THFY - MBEENREEER (RE
BUHAE R EREAE A
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LE1Z268E [&e28] B102 » 57
ARSI EBISITHEBERERR - ZIAZER
& [tb=] B :A=1, B=0.75 C=0.50;
D=0.25 E=0

SAESESINSERSEE [RETH
5 [HR| - RREHAEEB S IR -

RBBD - UTERRETREFEAF
HYRKAE

760 - 10009 : B EEE [#HEEZE |
REBEEEENSESE -

600 - 7509 : {REEZAEFERZ T
BESH ABER-—ZE=FEMEIE
g%;k\/ °

400 - 590% : fREEMARETFERSER
A& UHE—E=FREFEEKFE -

300 - 3909 : R —EARFHER - BFEE
MERNFE  XEEEATERIET

299BLLF : RTRELRANRE - REE
REBTIE - FESRE  HREBERSLQH
BHEEERE - WREHHZERETE
REBEREERE -

.8 Calculation of Scores

The maximum score for questions under Sections 1 to 6 is 10 points.
The maximum points for questions under Section 7 are shown in the
bracket after each question. Multiply the maximum points with the
percentage corresponding to A, B, C, D, or E according to the
following scale.

A=1, B=0.75, C=0.50; D=0.25; E=0

The final score is the sum of individual points. The following scale may

be used to interpret your final score.

751 - 1000 points: Potential Malcolm Baldrige National Quality Award
or HKMA Quality Award winner.

600 - 750 points: You should work on the areas needing improvement

and may take one to three years to reach the winner status.

400 - 590 points: You may need to do a great deal of work to improve

your system in order to reach the winner status in two to three years.

300 - 390 points: You have the foundation of a good system in place,
but need to refine your approaches and penetrate through the

organization.

299 points or below: You have a great deal of work to do to improve
the performance of the organization. However, a good number of firms
worldwide probably fall into this category. It is never too late to start

making improvement in all key areas.
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Biography of Dr. Tat Y Lee
FRBWLWA

THLREBABREZEROEE  BM
EXEAZIRHEL 5 Deakin University T
Bt BEBABIREINEEBEIZRR
+ . HEEEH 1SO 9000 A EXE - KEIH
BUMASRr TA2RD - ZREQHER S » K
BN TESF - FRAREEESENHE
MEBIE  EFEZRABUTRELE (199%-
1997) REBEREERS 2 EEEERE
FF# (1997-2000) °

Dr. Tat Y. Lee is Director of Technology Support Centre, The University of
Hong Kong. He has a Ph.D. degree from The University of Queensland,
an MBA from Deakin University, an M.Sc. in Engineering from The University

of Hong Kong, and an Associateship from the Hong Kong Polytechnic.

Dr. Lee is an active practitioner in quality management. His experience
includes advising and assessing quality management systems based on
ISO 9000, TQM and Malcolm Baldrige for renowned manufacturing,
health care, and service organizations. Dr. Lee was a member of the judging
panel for the Hong Kong Award for Industry: Quality from 1994 to 1997.
He has been the Chairman of the Board of Examiners for HKMA Quality
Award since 1997.
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ERBNTEZEEDHE REEERMAMDE AR EENEGTEE"
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