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Abstract
It is emphasized that self-assessment practices using quality award-based models has been adopted by
companies throughout the world as a comprehensive and systematic means for improvement. National
Quality Award (NQA) models around the world have been developed to assist organizations for analyzing
its performance with reference to quality management. In this paper the authors discuss the selfassessment practices based on NQA models on the basis of current literature. A range of issues is
discussed including the main purpose, benefits and process of self-assessment practices. The main quality
award-based world-renowned models and frameworks are also reviewed in this paper. This study is also
highlighted the main benefits of self-assessment practices for organizations seeking to introduce quality
management. The results can be considered as valuable information for management review to develop an
effective action plan to better-performing companies by analyzing their current practice in their quest to
put meaning to quality.
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1. Introduction
With the increasing levels of international competition and the demand of major customers for quality, a variety of
quality improvement approaches have been proposed as the prime driver to measure of company performance. One
of the most common ways and systematic reviews of an organization’s activities and performance against a quality
model, usually based on a National Quality Award (NQA), is self-assessment. Self-assessment through participation
in a NQA program is considered as an effective way for analyzing company performance with reference to quality
management. NQA programs around the world have been mainly proposed as the prime driver for company
performance assessment purpose against the existing quality assessment models. These models have spread as a way
of increasing competitiveness and reducing costs by helping to incorporate and assess quality management
principles and practices within organizations (Kim et al., 2009; Al Marri et al., 2007). They provide guidelines for
organizations seeking to introduce quality management.
Over the last few years, self-assessment approach through participation in a quality award program has been widely
adopted by organizations as an essential instrument to assess their performance towards excellence (Dimitriadis et
al., 2015; Doeleman et al., 2014; Brown, 2013). For many organizations conducting self-assessment against quality
award models is strategically and tactically vital for gaining a competitive advantage.
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The purpose of this paper is to provide an overview of the concepts of self-assessment using National Quality Award
(NQA) models and frameworks on the basis of current literature. It includes a discussion relating to the main
concepts, purpose, benefits, approach and process of self-assessment in organizational level. A discussion of NQA
including purpose and benefits then will present. The paper also discussed on the four main world-renowned quality
models and frameworks as a means of company quality assessment in international level.

2. Self-Assessment Practice
There has been an increase in the practice of self-assessment using quality award-based models among countries
around the world. Self-assessment through participation in a NQA is considered as an effective way of company
performance assessment. For many organizations self-assessment practices is strategically and tactically vital for
gaining a competitive advantage towards achieving business performance. Self-assessment practices in
organizational context, recognized as a process which enables organizations to determine where they are on their
business activities and plan out the next steps. It is perceived as a key driver and one of the powerful approaches for
improving performance in an organization. Self-assessment is a method of looking across an organization at a
specific point in time to see where it is in relation to achieving its performance outcomes (Lee, 2002). It is
considered as an effective way of learning and improving the organizations strengths and weaknesses. Selfassessment practice answers the fundamental question including, where an organization is now, where they want to
be, how they can get there, and how close they are to the world class destination. In the initial stages, selfassessment can be used as a ‘health check’ a starting point for focusing attention and action.

2.1 The Nature and Benefits of Self-Assessment
The origin and key concept of self-assessment is referred to the initiation of quality award assessment models and
frameworks. Self-assessment according to EFQM (2014) defined as “a comprehensive, systematic and regular
review of the activities and results of an organization, against a model of business excellence”. Hillman (1994) is
clearly defined self-assessment as a process of evaluating against a model for continuous improvement. Van der
Wiele et al, (1997) also defines self-assessment as a quality management issue that is used by organizations for
increasing quality awareness, driving the quality improvement activities, and improving business performance.
In an organizational context, self-assessment is used as a method for learning and improving the organizations
strengths and weaknesses. It is recognized as a process which enables organizations to determine where they are on
their business activities and plan out the next steps. According to Hillman (1994) self-assessment aims at identifying
and acting on the areas which require improvement efforts, while recognizing and maintaining the practices. The
major outcome of the self-assessment is to distinguish clearly what an organization has been achieved and what
needs to be done for improvement actions against an award model (Hillman, 1994). According to Zairi (1994), the
main purpose of self-assessment are as follows:
1) Identify strengths in key processes;
2) Exploit potential areas of improvement;
3) Work on areas which need improvement; and
4) Monitor the impact of appropriate action plans on a regular basis.
In organizational level, the primary purpose of self-assessment is to identify organizations strengths and areas for
improvement and to develop action plans to improve performance (EFQM 2012). By identifying strengths and
weaknesses, an organization can develop and implement an improvement strategy by analyzing the current situation
(Samuelsson & Nilsson, 2002). With respect to quality awards models, however, the major outcome of the selfassessment is to distinguish clearly what an organization has been achieved and what needs to be done for
improvement actions against a quality award model (Hillman, 1994). As stated by Mann and Grigg (2004)
organizations around the world adopt self-assessment for several reasons as follows:
i. The provision of a mechanism for selecting high performing organizations for national awards;
ii. Providing feedback on performance for award applicants, and
iii. To promote and encourage organizational self-assessment, benchmarking and general management
education and development.
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Within the relevant literature there are many studies that are highlighted the benefits of implementing selfassessment through participation in a quality award process in a periodic way and on a continuous basis as follows:
i.

To facilitate and identify of strengths and areas for improvement (Aly, 1997; Hillman, 1994; Svensson and
Klefsjo¨, 2000; Oakland, 2005; Dimitriadis et al., 2015).
ii. As a basis for improvement planning in the firm (Conti, 1997; Oakland, 2005; Dimitriadis et al., 2015).
iii. For benchmarking and for comparing firm performance and management with world class standards (Aly,
1997).
iv. For keeping the portfolio of clients in the future (Dimitriadis et al., 2015).
v. To facilitate the integration of quality management principles in every business practice (Dimitriadis et al.,
2015; Myers and Heller, 1995).
vi. To foster learning in the organization (Dimitriadis et al., 2015).

2.2 The Approach and Process of Self-Assessment
Self-assessment may be conducted in different ways. There are several approaches that can be used to conduct a
self-assessment, including: survey questionnaire; pro forma; workshop; the matrix chart; and award simulation.
These techniques vary in terms of their top down versus empowered implementation. Of these approaches, however,
survey questionnaires and award simulation has been widely adopted by organizations as main instrument to assess
their business performance towards achieving excellence (EFQM, 2014). A summary of self-assessment approaches
is provided in Table 1.
Table 1. Summary of self-assessment approaches (Source: EFQM, 2014)
Approach
Survey
questionnaire



Pro-forma





Workshop




The matrix
chart
Award
simulation






Description
It consists of a set of questions to assess an organization’s performance
for each category item.
The results can then be analyzed to determine appropriate actions.
It is designed for all of category items.
Each form would require the organization to record how it addressed that
particular item, its strengths, weaknesses, and actions for improvement.
It usually involves a senior management team gathering data and
evidence to present to peers at a workshop.
At the workshop, performance against the model is scored and action
plans are agreed upon.
It involves the creation of a company specific achievement matrix within
the framework.
Individuals or teams use the matrix to score their business processes.
It involves writing a full submission document along the lines described
by the administrators of a country’s national award.
Based on the evidence within the submission document and supporting
evidence from a site visit, internal or external assessors evaluate the
organization and provide feedback.

According to Hillman (1994) there is no common and best way to carry out a self-assessment as each proposed
approach has advantages and disadvantages. The decision of which approach to use depends on the objectives and
level of quality maturity of the company. In general, it has been suggested that for a company that conducts a selfassessment for the first time, it is wise to use a survey questionnaire as a self-assessment approach and then develop
and use other approaches once they are more mature. In this sense, it has also been recommended that companies in
the first instance apply an appropriate and standard model such as those underlying the EFQM Excellence Model
(Conti, 2007). However, as more experience in self-assessment is obtained it would be advisable to utilize a
personalized reference model in conducting a self-assessment.
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Assessment against the NQA models particularly, for award purposes, is usually based on self-assessment
methodology. Self-assessment process using quality award-based models is generally grouped as ‘non-quantitative’
aspect of quality management practices (Doulatabadi and Yusof, 2015).
There are different phases of quality award process as suggested by Svensson and Klefsjo (2000). They argue that
self-assessment that is used in the award process has four phases, similar to the Deming cycle. Irrespective of what
types of approach is used, there are general steps and procedures for conducting a self-assessment as illustrated in
Figure 1. Details of how these processes apply to an organization can be found in ‘EFQM Assessing for Excellence:
A Practical Guide for Self-Assessment’ (2014).
Action
Improvement plans
Checking
Level comparisons
Data
gathering

Selfassessment

Strengths and areas
for improvement

Scoring and
consensus

Scores

Excellence model
Figure 1. Self-assessment process (Source: adopted from EFQM, 2014, p. 41).

3. NQA as a Self-Assessment Tool
In the never-ending journey of quality, NQA programs is regarded as an effective pillar for becoming a world-class
company with reference to quality management (Mann et al., 2011b; Bauer et al., 2005; Adebanjo, 2001; Laszlo,
1996). NQA programs around the world have been developed to assist organizations for analyzing their performance
through carry out a self-assessment. They are primarily designed to recognize the best-performing organizations in
terms of quality implementation (Miguel, 2004; Meers & Samson, 2003). They provide guidelines to organizations
for effective quality management practices towards improving organizational performance. Organizations around
the world use NQA models as an effective means for assessing their quality practices and business performance
(Go´mez-Lo´pez et al., 2015a; Dahlgaard et al., 2013). The NQA program is one of the strongest ways for
companies to achieve process excellence in order to survive in nowadays’ competitive environments. They have
been created as a tool of self-assessment to assist organizations in evaluating their performance based on world-wide
quality models/frameworks (Talwar, 2011b; Grigg & Mann, 2008b; Tan & Lim, 2000).
It has been reported that organizations which have successfully implemented and sustained quality through
participating in a quality award have achieved significant improvements in quality, productivity, competitiveness or
financial returns (Brown, 2014; Su et al. (2014); Boulter et al., 2013; Mann et al., 2011; Angell and Corbett, 2009;
Grigg and Mann, 2008c; Meers and Samson, 2003; Dahlgaard-Park and Dahlgaard, 2003; Eriksson, 2004; Deming,
1982, 1986). Furthermore, the participation in a quality award will assess organizations to benchmark and compare
their quality practices with other organizations as well as to obtain a more comprehensive view of their business
processes (Eriksson and Garvare, 2005).

3.1 History and Background of NQA
The development of NQA programs in most part of the world has a history of less than 25 years. Over the last two
decades, a number of prestigious national and regional quality awards have been designed and implemented, in both
developed and developing countries, to encourage business organizations to assess their quality management
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practices (Talwar, 2011a). However, the NQA practice has not occurred at equal levels in different regions of the
world. While early practice started in Japan, the United States, and Europe, followed by the South East Asian
countries; countries in the Middle East have been behind in the quality journey (Mann et al., 2011a). Recent study
indicated that there are over 100 NQEA programs that have been established in developed and developing countries
(Talwar, 2011a). However, according to a more recent report published by the Centre for Organizational Excellence
Research (COER) at Massey University in New Zealand only about 67 of these awards are known to be active in
different industries including manufacturing, service, health-care and education. More details on this particular study
can be found in Business Performance Improvement Resource’s report (BPIR) (2015).
Today, quality assessment models/frameworks have been considered by many organizations as an effective way for
self-assessment measurement in the pursuit of excellence (Doulatabadi and Yusof, 2016). NQAs have been
developed as a practical tool to help organizations establish an appropriate management system by measuring where
they are on the path to excellence, helping them to understand the gaps, and then stimulating solutions’ (EFQM
2003). They are considered as holistic models to guide organizations to assess quality activities in their journey
towards excellence. Guidelines of these award models usually make reference to self-assessment process and
benchmarking based on the core elements of Total Quality Management (TQM) Philosophy.

3.2 The Purpose and Benefits of NQA
The primary purpose of developing NQA is to provide guidance for building organizational performance (Boulter et
al., 2013; Dahlgaard-Park and Dahlgaard, 2003; Eriksson, 2003). NQA programs guide organizations in their
strategy (Brown, 2014; Su et al., 2014) business processes (Mann et al., 2011a; Angell and Corbett, 2009) and
quality improvement (Grigg and Mann, 2008a; Meers and Samson, 2003). According to Ghobadian and Woo (1996)
the common goal of NQA is to raise quality awareness among industrialist and the general public. Majority of these
organizations carry out self-assessment method as a way of finding out where they are now, considering where they
want to improve, and then making decisions on how to get there in pursuit of excellence.
The first and immediate aim of NQA is the continuous improvement of performance towards achieving excellence
(Brown, 2014; Mann et al., 2011; Porter and Tanner, 2004; Sila and Ebrahimpour, 2002). Research show that NQA
programs have been developed in different countries around the world for the following reasons:
i. To select high performing organizations for national awards and providing feedback on performance for award
applicants (Grigg and Mann, 2008c).
ii. To assess and recognize excellent organizations based on business excellence models throughout the globe
(Meers and Samson, 2003).
iii. To promote and encourage organizational self-assessment, benchmarking and general management education
and development (Dahlgaard et al., 1998; Mann and Grigg, 2004; Porter and Tanner, 2004).
iv. To measure organizations progress to improve their performance and competitive advantage (Bohoris, 1995;
Vokurka et al., 2000; Miguel, 2001).
v. To provide a national focus on quality improvement and competitiveness of the organizations as well as to pursue
excellence in an effective way (Dahlgaard et al., 1998).
vi. To recognize their high commitment level towards quality excellence (Asif and Gouthier, 2014; Lee et al., 2003).
vii. To assist organizations to improve their performance towards business excellence (Brown, 2014; Miguel, 2001).
It has been reported that organizations which have successfully implemented and sustained quality through
participating in a quality award have achieved significant improvements in quality, productivity, competitiveness or
financial returns (Brown, 2014; Su et al. (2014); Boulter et al., 2013; Mann et al., 2011; Angell and Corbett, 2009;
Grigg and Mann, 2008c; Meers and Samson, 2003; Dahlgaard-Park and Dahlgaard, 2003; Eriksson, 2004; Deming,
1982, 1986). Furthermore, the participation in a quality award will assess organizations to benchmark and compare
their quality practices with other organizations as well as to obtain a more comprehensive view of their business
processes (Eriksson and Garvare, 2005).
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3.3 NQA Based Assessment Models
In the area of quality management there is no universal method for self-assessment. However, the Deming Prize
(DP) of Japan, the Baldrige Excellence Framework of the United States, the EFQM Excellence Model in Europe,
and the Australian Business Excellence Framework (ABEF) in Australia are recognized as the top globally accepted
major quality award assessment models/frameworks (Brown, 2014; Mann et al., 2011a; Talwar, 2011a; Lee, 2002);
McDonald et al., 2002; Hughes and Halsall, 2002; Miguel, 2001; Puay et al., 1998). Table 2 presents the criteria and
the key features of these models as discussed in the literature. There are more similarities than differences between
these models in terms of criteria and relevant scores as presented in the table.
Table 2. Major NQA based assessment models (Adapted/edited from Sharama &Talwar, 2007)
Award
name
DP1

Country
(Year)
Japan
(1951)

Responsible
organization
Union of
Japanese Scientist
and Engineers
(JUSE)

International
influence
Southeast Asia
and North
America.

MBNQA2

United
States
(1987)

National Institute
of Science and
Technology
(NIST)

EFQM3

Europe
(1988)

European
Foundation for
Quality
Management
(EFQM)

North and
South
America;
Asia, Oceania
and Europe.
Europe;
Central Asia;
Middle East;
and Africa.

ABEA4

Australia
(1988)

Standards
Australia
International
(SAI)

Asia and
Oceania.

Main objectives
 To promote widespread adoption of quality in
organisations established awards and
frameworks for promoting and developing
quality.
 To increase the knowledge and practice of
Total Quality Control (TQC) as a way of
driving quality in Japan.
 To improve organizational performance
practices, capabilities, and results
 To facilitate communication and sharing of
best practices information among US
organizations of all types
 To enhance global competitive position of
Western Europe by accelerating acceptance
of quality as a strategy for global competitive
advantage.
 To support the evolution of European
management identity
 Increase management’s quality awareness
and recognises accomplishment in quality
and productivity improvement.
 Provides a benchmark for achievements
among Australian organisations.

Note:1. Deming Prize; 2. Malcolm Baldrige National Quality Award; 3. European Foundation for Quality Management;
4. Australian Business Excellence Award.

Among these models, Baldrige Criteria for Performance Excellence (BCPE) and European Foundation for Quality
Management (EFQM) Excellence Model are most commonly adopted and used as the basis for developing quality
and business excellence awards in different countries (Saunders et al, 2008). The EFQM Excellence Model is the
most popular framework use throughout Europe and the Middle East, whereas the Baldrige Excellence Framework
is used in the United States and many countries in Asia (Grigg and Mann, 2008b). Since their inspection, these two
models have generated great interest and provided role models to thousands of organizations around the world
including Middle East (Mann et al., 2011a). They are also adopted as worldwide tools of self-assessment and
implemented throughout many government organizations in countries within Middle East and North Africa (MENA)
region. NQA based assessment models have gone through many changes particularly the Baldrige Award, the
European Quality Award and the Australian Quality Award (Mann et al., 2011a). The overall NQA models o
generally include a minimum of seven core criteria. All the models follow similar procedures for the assignment of
their own quality and business excellence awards programs and use a weighting scheme in scoring performance
against the defined criteria. A brief background of each major award models and frameworks is given below.
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Deming Prize Model
The Deming Prize (DP), as the highest quality award model in the world, was established by the board of directors
of the Japanese Union of Scientist and Engineers (JUSE) in 1951. DP as the first Japanese national quality award
model was created to thank Dr. William Edwards Deming (1900 - 1993) for his contribution to the development of
industrial quality control in Japan (JUSE, 2014). The main purpose of the prize is to increase the knowledge and
practice of Total Quality Control (TQC) as a way of driving quality in Japan (Kanji, 2002). The DP is unique and
provides different focus in comparison with other quality models. The DP is awarded annually to both individuals
and group organizations that demonstrate outstanding quality by implementing Total Quality Control (TQC)
program using statistical control tools. It evaluates the operation of an organization against 10 criteria that are
centered on the implementation of a set of principles and techniques such as process analysis, statistical methods,
and quality circles. The award has four categories include Deming Prize for Individuals, Deming Distinguished
Service Award for Dissemination and Promotion (Overseas), Deming Prize, and Deming Grand Prize (former Japan
Quality Medal) (JUSE, 2014).

Baldrige Excellence Framework
The Baldrige Criteria for Performance Excellence (BCPE) was established in 1987 as a basis for quality award in
the United State. It was named after Malcolm Baldrige (1922-1987), former Secretary of Commerce of the United
States, in recognition of his contributions to quality improvement in the United States (NIST, 2014). The basic
structure of Baldrige Excellence Framework consists of 11 core values addressed in seven categories. Six of the
categories are called ‘systematic processes’ and include leadership; strategic planning; customer focus; measurement,
analysis, and knowledge; workforce focus; and operations focus. In turn, the ‘systematic processes’ lead to
‘performance results’, the seventh category. The Malcolm Baldrige National Quality Award (MBNQA) programme
is inspired by Deming Prize and is similar in its principles and evaluation criteria. It is the highest level of national
recognition for performance excellence that is given yearly to organizations in the United States in three eligible
categories including production companies, service companies and small business (NIST, 2014). The main purpose
in developing the MBNQA programme was to promote quality excellence among organizations based in the United
States (Kanji, 2002).

EFQM Excellence Model
The EFQM Excellence Model was introduced in 1988. It was developed by a non-profit organization called
European Organization for Quality (EOQ) with the support of the European Commission (EC). The EFQM
Excellence Model helps organizations to know how far they have come in their journey to excellence (Kanji, 2002).
The model as a well-respected excellence model has been used by organizations for different purpose. The structure
of the EFQM Excellence model is based on nine criteria as well as a management tool to drive continuous
improvement called RADAR. The first five categories of the EFQM are termed `enablers’ criteria which primarily
focused on what an organization does, while the last four are termed `results’ criteria refer to what an organization
achieves (EFQM, 2014). The EFQM Business Excellence Award (formerly known as the European Quality Award)
is the most prestigious excellence award to structure and review quality management processes of organizations in
European countries. It is awarded annually by the EFQM organization to high performing companies in four
categories namely large, small and medium enterprises, non-profit organizations and corporate departments or
division (EFQM, 2014). The aim of the award is to recognize companies across Europe for achievements in business
excellence (EFQM, 2014).

Australian Business Excellence Framework
The Australian Business Excellence Framework (ABEF), which formerly called the Australian Quality Award
framework, is another existing worldwide excellence model established independently in 1988. It was developed by
the Australian Quality Council (AQC) in order to help Australian organizations meet the challenges of the global
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market. The framework provides a useful vehicle for organizations to assess their excellence against internationally
recognized business principles. ABEF has been the model for excellent organizations across Australia for over two
decades. It measures quality performance through seven categories of criteria. The main aim of the award is to
encourage indigenous companies to improve quality of their offerings, raise their performance to world-class level,
and provide a benchmark for their achievements (SAI Global, 2014). Australian Business Excellence Award
(ABEA) is Australia’s premier business award presented yearly to high performing organizations in four categories
namely large organizations, subsidiaries and divisions of large organizations, medium sized enterprises, and small
sized enterprises. It is administrated by the Standards Australia International Limited (SAI) as a private organization
since 2005 (Grigg and Mann, 2008a).

4. Discussion and Conclusion
This paper has provided a detailed discussion of the concepts of self-assessment using National Quality Award
(NQA) models/ frameworks on the basis of current literature. The discussions were included a brief description
relating to the main concepts, purpose and benefits, and approach and process of self-assessment in organizational
level. Self-assessment through participation in a NQA program is considered as an effective way for analyzing
company performance with reference to quality management. Quality awards models/frameworks have been mainly
proposed as the prime driver for this purpose. In short, self-assessment allows the organizations to evaluate their
current level of quality management practice and progress based on the assessment results. It gives guidelines to
organizations to distinguish how well it practiced compared with other organizations in their drive towards being
more competitive. From the assessment results, organizations also will enable to get a quick overview on where they
are in their quality journey and where improvements need to be made in the future. Today, the four world-renowned
quality models are used by organizations throughout the world in self-assessment process for achieving
organizational excellence. Achieving business excellence through self-assessment, benchmarking by continuous
quality improvement are essential part of these models. Organizations around the world have adopted four worldrenowned quality models for their internal self-assessment process.
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