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Abstract

This article seeks to explain the concept of organizational excellence when did
it begin, and the reason why organizations strive to apply organizational ex-
cellence, and seek continuous improvement. It also identifies the most fam-
ous global models for the quality of organizational excellence. The study
touched on the Saudi national model for quality and organizational excel-
lence and how to face challenges to apply standards of quality and organiza-
tional excellence. It also explains the objectives of the evaluation process to
reach organizational excellence and the effectiveness of implementing the or-
ganizational excellence system, and the success and failure factors for imple-
menting organizational excellence systems in addition to identifying chal-
lenges and opportunities.

Keywords

Organizational Excellence, Excellence Models, Success and Failure Factors

1. Introduction

In response to an increasingly competitive business environment, organizations
are continuously searching for new practical tools and methods to improve their
capabilities, performance, and results. In recent years organizational Excellence
Models (OEMs) have been adopted widely to improve performance. The appli-
cation of organizational Excellence (OEMs), through the understanding and use
of OEMs criteria, concepts, and values, has broad appeal to many organizations.
OEMs gained popularity in the late 1980s and the early 1990s with the launch of
the Malcolm Baldridge National Quality Award (MBNQA) in the USA and the
European Foundation for Quality Management (EFQM) Quality Award in Eu-
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rope (Mann et al., 2011).

Successful implementation of OEMs involves many critical success factors
(CSFs) that have been the subject of research for many scholars in recent years.
On the other side, there are also barriers to the successful implementation of
OEMs implementation initiatives.

Healthcare organizations around the world are looking to evolve care models,
adopt new technologies, improve workforce experiences, and meet the increas-
ing expectations of the communities they serve. At the same time, these organi-
zations are facing pressures to increase service quality and volume amid spend-
ing constraints, tougher regulation, and workforce shortages. These challenges
are forcing healthcare leaders and their teams to think and work differently, and
ask questions such as:

How can we increase our operational resilience and efficiency?

How can we use technology to help improve patient experiences and adapt to
pressures?

How can our organization transform, and support staff given increasing pres-
sures and change?

How can we improve workforce engagement while addressing organizational
challenges?

Therefore, in this paper we will try to give an overview of the concept of orga-
nizational excellence and shed some lights on its functions and principals, as

well as the factors that lead to its success and failure

1.1. The Research Problem

As far as the researcher is concerned, there is a lack of Saudi researches that in-
vestigate all aspects of organizational excellence. Therefore, this study seeks to
define the concept of organizational excellence and its beginning, and the reason
why organizations strive to apply organizational excellence, determine the rea-
son for which organizations seek continuous improvement, and identify the most
famous global models for the quality of organizational excellence. The study
touched on talking about the national model for quality and organizational ex-
cellence and how to face challenges to apply standards of quality and organiza-
tional excellence, the objectives of the evaluation process to reach organizational
excellence and the effectiveness of implementing the organizational excellence
system, and the success factors for implementing organizational excellence sys-
tems in addition to identifying challenges and opportunities.

It also aims at developing an in-depth understanding of the critical success
factors for implementing OEMs as well as of the critical barriers hindering the
adaptation of OEMs in the Saudi nonprofit sector.

Therefore, this study will focus on answering the following questions

1) What is the concept of organizational excellence?

2) When did the concept of organizational excellence begin?
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3) What are the stages of the organizational excellence industry?

4) What are benefits of pursuing and achieving organizational excellence?

5) What is the importance of evaluating organizational performance in the
process of excellence?

6) What are the most famous global models in organizational excellence?

7) What is the Saudi national model for quality and organizational excellence?

8) What are implementation success factors of organizational excellence?

9) What are implementation failure factors of organizational excellence?

10) What the most important barriers hindering nonprofit organizations in
Saudi Arabia from adapting BEMs.

11) What are challenges faced in implementing quality standards and organi-

zational excellence in Saudi Arabia?

1.2. Research Objectives

This paper aims to define the concept of organizational excellence and the be-
ginning of organizational excellence.

It also seeks to explain the stages of the organizational excellence, the benefits
of pursuing and achieving organizational excellence, the importance of evaluat-
ing organizational performance in the process of excellence, the most famous
global models in organizational excellence.

It also shed lights on the Saudi national model for quality and organizational
excellence and the implementation success and failure factors of organizational
excellence?

It also seeks to identify the most important barriers hindering nonprofit or-
ganizations in Saudi Arabia from adapting BEMs and the challenges faced in
implementing quality standards and organizational excellence in Saudi Arabia?

1.3. Research Methodology

A systematic review to identify knowledge on Organizational Excellence Models
and Failure and Success Factors of organizational excellence and Challenges Mi-
tigation been implemented and provide critical recommendations for successful
future development and implementation of complex interventions in the field.
Studies published before 27 August 2022 were identified using, google scholar,
Scopus, Web of Science and other journal databases. Then the researcher picked

the most important reference that answers the research questions.

1.4. Research Structure

The article is organized as follows:

First, we discuss the concept of organizational excellence, and explain how
this concept emerges. Then we go through the stages of the organizational excel-
lence industry and identify the benefits of pursuing and achieving organizational
excellence, and the importance of evaluating organizational performance in the

process of excellence. We then talk about the most famous global models in or-
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ganizational excellence. After that we shed light on the Saudi national model for
quality and organizational excellence.

After that we discuss the implementation success factors and failure of or-
ganizational excellence and the most important barriers hindering nonprofit
organizations in Saudi Arabia from adapting BEMs and the challenges faced
in implementing quality standards and organizational excellence in Saudi
Arabia?

2. Literature Review
2.1. What Is Organizational Excellence

Organizational excellence refers to the use of best management practices com-
mon to high-performing organizations that, when successfully implemented,
contribute to a culture committed to excellence and sustainable results across a
balanced system of measurement (Ringrose, 1970).

Organizational excellence is defined as the ongoing efforts to establish an in-
ternal framework of standards and processes intended to engage and motivate
employees to deliver products and services that fulfill customer requirements
within business expectations. It is the achievement by an organization of consis-
tent superior performance—for example, outputs that exceed meeting objectives,
needs, or expectations.

An organization is a group aggregated and combined under specific leader-
ship to function as a single entity for a particular purpose. Excellence, mean-
while, is a measure of consistently superior performance that surpasses require-
ments and expectations without demonstrating significant flaws or waste.

Organizational excellence continues the progress established by a foundation
such as total quality management, in which all levels of the organization partici-
pate in continual improvement.

One program highlighting the traits and attributes of organizational excel-
lence is the Malcolm Baldrige National Quality Award. In the Baldrige Excel-
lence Framework, the attributes of organizational excellence include (Figure 1):
e Leadership
e Strategic planning
¢ Customer and market focus
e Measurement, analysis and knowledge management
e Human resources/workforce focus
¢ Process management
¢ Business results

These different perspectives suggest that the common traits of organizational
excellence are consistent across different cultures and nations.

Organizational excellence is often the result of transitional and transforma-
tional activities. Successful organizational outcomes require deliberate manage-

ment and improvement in six key areas:
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Figure 1. Organizational excellence framework.

1) Information: Metrics, measures, and decision support

2) Structure: Roles, responsibilities, and accountabilities of each functional
area

3) People: Total human capital within the organization

4) Rewards: Compensation and incentives

5) Learning systems: Knowledge and training

6) Work processes: Interaction and linkage of workflows

Organizational excellence is dependent upon gaining sufficient commitment
to embrace and apply positive changes in the above areas. Organizational change
management is necessary to effectively communicate the changes to those af-
fected in order to minimize uncertainty and obstructions. Collaboration is criti-
cal, and the evidence of organizational excellence can be demonstrated across

the organization with a balanced scorecard that covers the following perspec-
tives:

¢ Financial

e Customer

e Internal business processes
e Learning and growth

Organizational excellence is incremental. Different tiers or “maturity levels”
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should be identified as interim targets for each of the organizational excellence
characteristics. By focusing on the performance expectations of an accessible
maturity level, employees and stakeholders will be more inclined to make the
necessary changes within their control and capabilities. And as maturity levels
are reached, participants should be recognized for their efforts.

After we identified the concept organizational excellence, is is logic to explain

how it did start as the following line will explain.

2.2. The Beginning of the Concept of Organizational Excellence

The principles describing the culture and the best management practices were
first identified and defined in organizational excellence (OE) models including
EFQM (EFQM, 2010), Baldrige (NIST, 2010), Canadian Framework for Excel-
lence and the Australian Business Excellence Framework (SAI Global, 2010) in
the late 1980s and early 1990s. Since that time, these OE models have evolved
and other models have been developed that include a combination of these prin-
ciples and best management practices. Today, many countries have developed
national award programs to recognize organizations that have successfully im-
plemented an excellence model and sustained performance improvement (Mann
& Abbas, 2015).

In the following line we will try to answer the question related to benefits of

pursuing and achieving organizational excellence.

2.3. The Benefits of Pursuing and Achieving Organizational
Excellence

Both research and practical experience implementing OE models would suggest

there are a number of key benefits for the organization. These benefits include:

e Provide the foundation on which to develop an organization. The OE model
provides a collection of best management practices for each key management
area (e.g., governance, leadership, planning, customers, employees, work
processes, suppliers and partners, resource management, performance mea-
surement). These practices can be implemented at any stage of an organiza-
tion’s life cycle. A start-up organization can implement the best management
practices right the first time, while an organization that has been operating
for some time can build on their strengths and capitalize on opportunities for
improvement.

e Provide an integrated and coordinated way to drive tangible results. The OE
model provides a well-defined path for the excellence journey. For each key
management area, there are practices to implement and measures that can be
used to gauge progress. Measurement results highlight where the organiza-
tion is doing well and where it needs to improve and allow for data-based de-
cision making.

o Identify the interdependencies and interrelationships between management

areas. Each best management practice is related to other practices in the OE

DOI: 10.4236/0jbm.2022.106144

2920 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2022.106144

M. B. O. Barnawi

model and implementing all the practices will contribute to creating a culture
of excellence that is characterized by the principles. For example, in the Or-
ganizational Excellence Framework publication (Ringrose, 2010), that inte-
grates the leading OE models (EFQM, Baldrige, Canadian Framework for
Excellence, Australian Business Excellence Framework) a customer practice
aimed at “determining customer needs and expectations” is directly related
to: the leadership practice of “developing a strategic plan with goals and ob-
jectives that will guide the organization toward its vision,” the planning prac-
tice of “using factual information to provide input to the business planning
process,” the employee practice of “encouraging employees to share their
ideas and suggestions,” the work processes practice of “involving customers,
suppliers and partners in designing and analyzing processes,” and the per-
formance measurement practice “measuring the level of service quality.”
Reduce non-value add activity. Non-value add activity is any activity that
does not add value to the organization. Such activity may include errors, re-
work, duplication, sources of customer and employee dissatisfaction, and ac-
tivities that do not contribute to the organization’s vision and mission. The
use of OE models can reduce non-value activity by ensuring that all work ac-
tivity in the organization is aligned with the vision and mission and by in-
vesting in prevention and appraisal activities that reduce failures. In Canada,
a study of small and medium enterprises found the cost of quality to be 32%
of payroll on average and to be higher in service organizations as compared
to manufacturing organizations (NQI, 1996).

Contribute to becoming an employer of choice. Research has shown that im-
plementing an OE model and concentrating on employee health and wellness
can contribute to even greater improvements in organizational performance.
Organizations that have an OE model in place undertake human resource
planning that supports organizational plans, train and develop employees so
they can be valued contributors, encourage employees to share ideas and sug-
gestions aimed at improvement, and reward and recognize strong perfor-
mance of individuals and teams. These organization salso invest in a healthy
workplace. Global research indicates that many organizations are embracing
workplace wellness to achieve business objectives such as reducing health
care costs, improving productivity, improving workforce morale, and reduc-
ing employee absenteeism (Gadowski, 2009).

Provide a performance benchmarking program. Performance measures com-
mon to OE models are used around the world and can be used to track per-
formance internally and compare performance externally with other organi-
zations. While many improvement opportunities are identified by employees
doing the work, benchmarking, or learning from the experience of others is a
powerful method for breakthrough thinking, innovation, improvement, and
for delivering exceptional bottom-line results.

Provide a platform for long-term organizational success. Organizations that
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have successfully implemented OE models continue to improve their per-
formance year after year. This is largely due to the culture of excellence that
has developed. Organizations committed to excellence have leaders that rein-
force OEF as a strategic imperative and use appreciative inquiry to build on
strengths and engage employees in a discussion about what is going well and
what can be done better. Both results and the sustainability of OE models are
well documented in the aforementioned studies and other global research
(Schaefer, 2011).

Complement other excellence programs. The OE model provides an umbrella
under which other programs, initiatives, tools, and techniques can be
brought together to form one comprehensive system. The robust OE model
can integrate quality assurance programs such as ISO 9001; initiatives such as
lean, customer service, health and safety, and environment; and tools and
techniques such as Six Sigma.

Increase the value of a business. The banking community has recognized that
having an OE model in place increases the value of a business. Acknowledg-
ing these businesses continue to run well when the owner is absent, some
banks add a multiple to the value of a business that has an OE model in place
(Greenwood, 2009). This bodes well for businesses that wish to increase their
line of credit or plan for succession. In addition, an OE model is advanta-
geous for the prospective buyer of a business as the practices provide a good
checklist for assessing the business and the balanced system of measurement
provides thorough feedback on performance.

Provide a healthy return on investment. A recent study found that every $1
spent on a quality management system (i.e., excellence model) returned $6 in
revenue, $16 in cost reduction, and $3 in profit and that 93% of organizations
agreed that quality management was a significant driver of success (Solomon
& Hogan, 2012).

Having identified the benefits of pursuing and achieving organizational excel-

lence, it is imperative that we discuss Stages of development and institutional

excellence.

2.4. Stages of Development and Institutional Excellence Can Be

Summarized as Follows

Implementing an OE Model

While some organizations harness the knowledge and talent of their em-

ployees to implement an OE model, many organizations seek the assistance of a

professional. Generally, implementation involves the following key steps:

Learning about the OE model—read the available literature and take a work-
shop

Assessing against the OE model—use a subjective rating scale to self-assess
the organization against the principles and an objective rating scale to self-assess

against the best management practices of the OE model and make note of the
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strengths and opportunities for improvement

Preparing an improvement plan—address opportunities for improvement by
preparing action plans that identify the practice that needs work, the chro-
nological tasks to be performed, responsibility, timing, out-of-pocket cost,
and the method of measurement that will be used to gauge progress
Implementing the improvement plan—use a variety of methods to main-
tain momentum on the excellence journey such as delegating responsibility
throughout the organization, using appreciative inquiry, scheduling regular
progress meetings, sharing progress in a regular newsletter, hosting guest
speakers, going on site visits to high-performing organizations, and holding
celebrations when milestones are reached

Applying for a national award—determine if the organization is located in a
country that has a national OE award program and consider applying for an
award

Comparing and learning from the behavior and practice of others — engage in
performance and best practice benchmarking to achieve breakthrough im-

provement in performance

In the next line we shall answer the question related to the importance of eva-

luating organizational performance in the process of excellence

2.5. The Importance of Evaluating Organizational Performance in

the Process of Excellence

The importance of evaluating organizational performance in the process of ex-
cellence (MSG Management Study, 2022):

Maintain the performance and productivity of employees and constantly mo-
tivate them to perform their best, and this is done by continuously evaluating
them

The organizational evaluation provides an opportunity for the owners of the
organization to evaluate the contributions of employees to the organization,
and their ability to innovate, work and provide services as required
Organizational evaluation is essential for improving and developing employees
within the organization

Performance assessments show acceptable performance limits, and also im-
pose these limits on all employees of the organization

Performance evaluation assesses and enhances employees and communicates
effectively with them, and motivates employees to carry out their tasks to the
fullest in order to promote them and their organizations.

Performance evaluation provides an honest and fair measure of the contribu-
tion of staff to the organization in which they work

Organizational performance provides accurate documentation to protect both
employees and employer

Performance evaluation helps you get a high quality level of production

The evaluation system includes standardized evaluation models, feedback
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guidelines, performance measures and disciplinary procedures
e Organizational evaluation is a way to conduct evaluations equally and fairly
to protect your employees and organization.
Now we come to the most exciting part of the paper which will give a detailed

review of the most famous global models in organizational excellence

2.6. The Most Famous Global Models in Organizational Excellence

There are many global models of organizational excellence as follows: (BPIR,
2020).

EFQM Model (01d)

The EFQM excellence model is a non-prescriptive business excellence frame-
work for organizational management, promoted by the EFQM and designed to
help organizations to become more competitive. Regardless of sector, size,
structure or maturity, organizations need to establish appropriate management
systems to be successful. The EFQM excellence model is a tool to help organiza-
tions do this by measuring where they are on the path to excellence, helping
them understand the gaps, and promoting solutions. (Figure 2)

The EFQM Excellence Model (old) consists of nine criteria
e Leadership
e Strategy
e People
e DPartnerships & Resources
e Processes, Products & Services
¢ Customer Results
e People Results
e Society Results
¢ Business Results

Enablers

©EFQM 2012

-
-+

Learning, Creativity and Innovation

Results

—

Figure 2. EFQM model (old).
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The Fundamental Concepts of the old EFQM model are
¢ Adding Value for Customers
e Creating a Sustainable Future
¢ Developing Organisational Capability
e Harnessing Creativity & Innovation
¢ Leading with Vision, Inspiration & Integrity
e Managing with Agility
o Succeeding through the Talent of People
e Sustaining Outstanding Results
EFQM Model (New) 2020
Since its inception, the EFQM Model has provided a blueprint for organisa-
tions across and beyond Europe to develop a culture of improvement and inno-
vation. Now, through the application of up-to-date content, insightful data, a
new language and a fresh look at megatrends and various global shifts that are
reshaping the world we live in, the EFQM Model provides a modern reflection of
what good looks like right now. To co-create the new EFQM Model, nearly 2000
change experts were surveyed, facilitated 24 workshops internally, spoke face to
face with leaders in over 60 diverse organisations and created a core team of ex-
perts and contributors from across industries and academia. (Figure 3)
The EFQM Excellence Model consists of seven criteria
e Purpose, Vision & Strategy
e Organizational Culture & Leadership
e Engaging Stakeholders
e Creating Sustainable Value
e Driving Performance & Transformation
o Stakeholder Perceptions

e Strategic & Operational Performance

o
&
&
=
&
&
3
-]
e
&
&

‘ﬁﬂ.g AINVATIEY

Figure 3. EFQM model (new) 2020.
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Dubai Government Excellence Model (DGEM) 2020

The Dubai Government Excellence Program (DGEP) was initiated in 1997 in
order to promote excellence in the Government of Dubai, It aims to be the driv-
ing force behind the development of the public sector in Dubai and enable it to
provide distinctive services for all stakeholders. The DGEP institutional awards
are based on Dubai Government Excellence Model. (Figure 4)

Dubai Government Excellence model consists of 10 criteria
e Dubai Plan 2021
e Main Functions
e Government Services
¢ Digital Government
e Future Shaping
e Innovation Management
e Human Capital and Emiratization
e Assets Management
e Financial Resources Management
e Governance

African Excellence Model (AEM) 2020

The African Excellence Forum provides a Model for performance excellence
which can be used by any organisation for its own internal self-assessment, ir-
respective of whether it applies for the African Excellence Award. The African
Excellence Award is administered by the African Excellence Forum, a not-for-

profit NPO registered company. (Figure 5)

Figure 4. Dubai Government Excellence Model (DGEM) 2020.
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OUTCOMES DIRECTION
Stakeholders Development
Financial Deployment
People Review
Growth

INTELLIGENCE
Financial
LOgistics

IT & Knowledge

ECO SYSTEM
Stakeholders
Relationships
Environment

Figure 5. African Excellence Model (AEM) 2020.

The model consists of seven categories
Direction
Governance
Eco-System
Human Capital
Realisation
Intelligence
Outcomes
The core concepts of the African Excellence Model are
Systemic view
Organisational learning
Proactive approach
Innovation
Leadership and consistency of purpose
Vision of the future
Customer and market focus
Social responsibility
Management by fact
Valuing people
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e Management by process
e Results orientation
Australian Business Excellence Framework (ABEF) 2011
The Australian Business Excellence Framework (ABEF) is an integrated lea-
dership and management system that describes the elements essential to organi-
sations sustaining high levels of performance. The ABEF is administrated by SAI
Global. (Figure 6)
The model consists of seven categories
e Leadership
e Customers and Stakeholders
e Strategy and Planning
e People
¢ Information and Knowledge
e Process Management, Improvement and Innovation
e Results and Sustainable Performance
The principles of the Australian Business Excellence Framework (ABEF)
are
e (Clear direction and mutually agreed plans enable organizational alignment

and a focus on the achievement of goals.

Leadership

Results &
Strategy & Sustainable
Planning Perfomance

Customers &
other
Stakeholders

Process
Management,
Improvement
& Innovation

Information & KnoW‘edge

Figure 6. Australian Business Excellence Framework (ABEF) 2011.
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e Understanding what customers and other stakeholders value, now and in the
future, enables organizational direction, strategy and action.

e All people work in a system. Outcomes are improved when people work on
the system and its associated processes.

e Engaging people’s enthusiasm, resourcefulness and participation improves
organizational performance.

e Innovation and learning influence the agility and responsiveness of the or-
ganization.

o Effective use of facts, data and knowledge leads to improved decisions.

e Variation impacts predictability, profitability and performance.

e Sustainable performance is determined by an organisation’s ability to deliver
value for all stakeholders in an ethically, socially and environmentally res-
ponsive manner.

o Leaders determine the culture and value system of the organization through
their decisions and behavior.

Canada’s Excellence, Innovation and Wellness Standard (CEIWS) 2021

Canada’s Excellence, Innovation and Wellness Standard is the model behind
Canada Awards for Excellence. The framework administered by Excellence
Canada, a not-for-profit organization that specialises in the training, implemen-

tation, and certification of organizational excellence in Canada. (Figure 7)

ORGANIZATIONAL
EXCELLENCE
STANDARD

T
>
A
|
Z
m
A
(]

Figure 7. Canada’s Excellence, Innovation and Wellness Standard (CEIWS) 2021.
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The Organizational Excellence Standard (OES) encompasses six areas of focus
called Drivers
e Leadership
e Planning
e Customers
e Our People
e Processes

e Partners

2.7. The Saudi National Model for Quality and Organizational
Excellence

The Saudi National Model of Organizational Excellence is one of the corner-
stones of excellence in the Kingdom. In designing and building its main and
subsidiary standards, a number of key elements have been considered to make it
a unified national model of quality and organizational excellence for all sectors
in the Kingdom.

The importance of preparing the model is demonstrated by the increasing in-
terest of the world today in the programs and awards of quality and organiza-
tional excellence based on its importance and its effective role in improving per-
formance and upgrading local services and products, in addition to enabling
them to compete on regional and international levels.

The excellence model was built on the basis of enabling the principles of qual-
ity and organizational excellence and putting it in a scientific manner in accor-
dance with the best international practices in accordance with the local envi-
ronment. It defines the requirements of excellence and draws the frame of ref-
erence for the application in an orderly manner. This means that it is integrated
in its structure and interconnected with its various parts. Expressive in its for-
mulation and clear in its terms, which are appropriate to all, sectors in the
Kingdom and does not address one specific sector (kaqa.org.sa, n.d.).

Philosophy of Building KAQA Model

Today, the world is paying increasing attention to the programs and awards of
quality and organizational excellence, based on their importance and their tang-
ible role in improving performance, upgrading local services and products, and
enabling them to compete in the regional and global levels. Moreover, our dear
country Saudi Arabia is not isolated from this global mobility, our wise govern-
ment has paid great attention to the adoption of the concepts of quality and or-
ganizational excellence. The launch of KAQA was an important step in the
process of quality and organizational excellence in the Kingdom. (Figure 8)

About The KAQA Model Award

The King Abdul Aziz Quality Award was established in accordance with the
letter No. 7/B/18670 dated 27/11/1420H, in order to stimulate the productive
and service sectors to implement the principles and techniques of total quality in

order to raise the quality of performance. The award also aims at honoring the
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Figure 8. KAQA model award.

best performing establishments that achieve the highest standards of quality by
obtaining the appropriate recognition at the national level for their achievements
and ranking among the best local establishments.
The award is a way to achieve excellence in business by providing an inte-
grated structure to coordinate all performance improvement and management
activities by enabling enterprises to assess their current performance and com-
pare it to the performance level in world-class facilities and thus bridge gaps
between the two levels. The award provides specific benchmarks that enable en-
terprises to measure their performance in several key areas to help them conti-
nuously improve business to identify, prioritize, organize and review goals in
order to achieve these goals.
The King Abdulaziz Quality Award is the mother’s award for institutional ex-
cellence in the Kingdom of Saudi Arabia and for all sectors. Therefore, participa-
tion in the award is considered one of the most important indicators of the
adoption of quality and excellence by the leaders of the establishments and the
provision of products and services that meet and exceed the aspirations of the
beneficiaries.
Objectives
e Raising awareness and spreading the culture of quality and institutional ex-
cellence and its applications in society and between different sectors in the
Kingdom.

e Stimulating the sectors to adopt the principles of quality and institutional
excellence through the application of the national model of excellence of the

King Abdul Aziz Award for Quality and adoption of standards.
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e Enhance the concepts and applications of measuring performance and con-
tinuous improvement of business in order to satisfy the beneficiaries and all
concerned.

e Working to raise the quality of Saudi enterprises and strengthen their efforts
and enable them to compete at the global level.

e Upgrading the level of administrative leadership in enterprises to achieve the
objectives of the overall quality and to fulfill its responsibilities.

e Urging enterprises to comply with national and international standards and
standards.

e Provide an ideal platform for sharing best practices and reference compari-
sons between national enterprises and transferring successful experiences
among different business sectors.

¢ Increasing the effectiveness of the participation of enterprises in building so-
ciety and promoting sustainability in all fields.

¢ Honoring and encouraging the distinguished establishments and winning the
award and highlighting them as a good example in the society, which will po-
sitively reflect on the national enterprises and create a positive atmosphere
for competition towards excellence.

KAQA Model Vision & Mission Vision

The King Abdul Aziz Award for Quality is unique and pioneering at the na-
tional, regional and global levels, and to achieve its objectives to improve the
quality of production and service in the Kingdom.

Mission

King Abdul Aziz Quality Award promotes competitiveness by providing a
general framework for evaluating the performance of enterprises and developing
them according to international standards of excellence and highlighting their
role in spreading the concepts of quality, creativity and applications.

Core values

e Excellence in performance

e teamwork

e Justice and equal opportunities

e Interact and meet the needs of the community

e Privacy in dealing

Added Value of Entering the National Quality Award

o Identifying a scientific method to apply and assess the criteria of organiza-
tional performance in addition to the sustainability of results according to the
national model of excellence, which contributes to achieving Vision 2030 ef-
fectively and efficiently.

¢ Joining the smart system of organizational excellence “TAMAYUZ.NET”
which provides an interactive electronic system for enterprises to build ex-
cellence methodologies, manage performance indicators, manage quality,
document forms, and build up electronic archiving. In addition, the system

presents performance results and smart reports according to the criteria of
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the award, training on tools and techniques of organizational self-assessment
and identifying strengths and areas of improvement electronically to ensure
continuity and sustainability of results.

o Benefiting from the visits of the assessment experts of organizational perfor-
mance, and providing the enterprise with an integrated electronic report of all
the criteria of the award, which is directly reflected through “TAMAYUZ.NET”
system.

e Honoring and highlighting best excellence practices, and performing the in-
tegrated media coverage of the winners.

e The winning enterprise keeps the award logo for two years, and is entitled to
use it on its own publications and commercial advertisements.

e Having gone the through several models of organizational excellence, we
shall now explain Implementation success and failure factors of organiza-

tional excellence

2.8. Implementation Success Factors of Organizational Excellence

While many researchers have concluded that implementing BEMs brings about
better financial and nonfinancial results, BEMs come with many limitations that
indicate they are not the solutions for all problems. Although award-winning
organizations have achieved better financial results, they have not made the top
results in their industries (Talwar, 2010). In a study conducted by the National
Institute of Standards (NIST), 17 publicly traded MBNQA'’s recipients under-
performed the S&P 500 list of companies. They reported an 18.5% return as
compared to a 33.58% return for S&P 500.

The divide identified through reviewing the literature related to BEMs imple-
mentation has led many researchers to question what makes BEMs implementa-
tion succeed in one organization while failing in another. Generally, researches
around this particular area are complicated due to the involvement of many di-
mensions that could impact implementation such as leadership, organizational
size, industry, people engagement, organizational structure and culture, and the
availability of necessary resources and infrastructure (Dahlgaard et al., 2013).
Assuming the BEMs are the natural continuation of TQM, Sila and Ebrahim-
pour (2003) analyzed 76 different studies focused on TQM implementation suc-
cess factors. They reported 18 various factors that are most commonly found in
the literature; they are:

e Leadership and commitment of top management;
¢ The focus on the customer;

e Analysis of information;

¢ Providing necessary training;

o Supplier partnership and management;

e Strategic planning;

e Employee Engagement;

e People management;

DOI: 10.4236/0jbm.2022.106144

2933 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2022.106144

M. B. O. Barnawi

¢ Focus on process management;

e Working in teams;

o Efficient and effective design of product and service;
e Controlling the process;

e Performance benchmarking;

e Focus on continuous improvement;

e People empowerment;

e quality assurance;

e social responsibility; and

e Satisfaction of employees.

In general, scholars tend to agree that the success in implementing improve-
ment initiatives depends more on management practices rather than on tools
and techniques (Corbett & Angell, 2011). These practices may include a conti-
nuous commitment of top management, communication, and trust, motivation
of employees, investment in resources, management of change, performance
management, structured approach to solving problems, and standardization of
analysis.

A study carried out by Assarlind and Gremyr (2014) to identify the critical
factors for Quality Management initiatives based on a review of the literature.
From the 59 papers reviewed, the study came up with various critical factors
grouped into six categories. The factors were not necessarily unique to small and
medium enterprises, but collectively they were more focused on SMEs. They
were; gradual implementation using realistic goals, contextualization, involve-
ment, and training of employees, management involvement, involvement of ex-
ternal support, and fact-based follow-up.

Kharub and Sharma (2015) carried out a study to determine the important
precursors of quality management and develop a research framework to help
SME:s in the Indian manufacturing industry to successfully implement quality
management practices in their businesses. The study came up with a model that
categorized the critical success factors into four classifications namely; strategic
factors, operational factors, tactical factors, and quality tools and techniques.
The study identified 20 critical factors that influenced how firms implemented
quality practices or management initiatives. They included: Top management
commitment, Quality system, Quality culture, Supplier management, Quality
awards, Benchmarking, Continuous improvement, Training and Education, Em-
ployee involvement, Rewards and incentives, Information and analysis, Com-
munication system, Customer focus, Leadership quality, Process management,
Product and service design, Human resource management, Tools for reviewing
current condition, Long vision, and Tools for analysis current conditions.

The study by Black and Porter (2007) came up with ten critical factors of Total
Quality management and compared them to other existing approaches like the
Saraph’s 8-factor model and the Baldrige approach. The ten factors were:

e Corporate quality culture
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e Strategic quality management

¢ Quality improvement measurement systems
e People and customer management

e External interface management

e operational quality planning

e Supplier partnerships

e Teamwork structures

¢ Customer satisfaction orientation

e Communication of improvement information

2.9. Implementation Failure Factors of Organizational Excellence

Looking at the topic of BEMs implementation from the other side through stud-
ying failure cases has revealed almost the same conclusion, i.e., lack of success
factors mentioned above led to the failure of BEMs implementation initiatives.
Ahire et al. (1995) and Soltani et al. (2005) identified the followings as the main
factors associated with BEMs implementation failure:
e Lack of commitment and engagement of top management;
e Lack of clarity in vision;
e Lack of planning;
e Limited availability of necessary resources;
¢ Inadequate change management;
e Overloading employee with work;
o lack of required training and education;
e Jack of customer focus;
o lack systems for measuring performance; and
e lack of staff enpowerment and engagement

After explaining the failure and success factors, it is useful to refer to top bar-
riers hindering nonprofit organizations in Saudi Arabia from adapting BEMs as
well as Challenges faced in implementing quality standards and organizational

excellence in Saudi Arabia

2.10. Top barriers hindering nonprofit organizations in Saudi
Arabia from adapting BEMs

e The lack of a culture of continuous improvement
o The lack of organization strategy

e Lack of qualified employees

e Lack of customer orientation

e The lack of clear organizational roles and responsibilities

2.11. Challenges Faced in Implementing Quality Standards and
Organizational Excellence in Saudi Arabia

NPOs in Saudi Arabia are facing many challenges and issues that limit their abil-

ity to meet their primary objectives.
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3.

These issues include:
Lack of specialized employees working in the sector in general.
The limited amount of training programs provided to employees
The lack of financial resources and financial management capabilities in many
organizations within the sector.
The absence of governance structures and the lack of knowledge and imple-
mentation of necessary strategic planning in these organizations

The lack of awareness or adaptation of proper strategic planning practices.

Conclusion and Recommendations

A challenge remains. Even though research of 25 years has validated the positive

relationship between implementing an OE model and improving organizational

performance, the author has observed awareness continues to be quite low. It

is

suggested this lack of awareness contributes to a significant opportunity

cost where organizations are not able to improve their performance and grow

stronger and ultimately contribute to the economy, trade, and resident quality of
life.

However, this paper introduces some recommendations for administrative

leaderships in the medical care sectors as follows

At the organizations level:
Increasing awareness about OE models with the working population
Inviting organizations to start or continue their excellence journey using the
OE model of choice
Encouraging organizations to engage in self-assessment, identify their strengths
and opportunities for improvement, and prepare an action-oriented improve-
ment plan to address gaps
Providing dashboard results to show “current state” by organization size, in-
dustry sector, and geographical region
Encouraging organizations to benchmark their performance with others.
Implementation of a continuous improvement paradigm must not be rushed.
Changing culture takes time and patience to get it right, particularly in or-
ganizations that have seen other management initiatives come and go. Bar-
riers to overcome include change fatigue, mistaken ideas about what conti-
nuous improvement means, and inadequate resources.
It is essential to plan and deliver training at an appropriate pace. Working
steadily to facilitate change, review progress, and adjust as required may ne-
cessitate a multi-year journey.
It is essential to make a substantial effort to communicate with team mem-
bers before implementing changes. Ideally, the most enthusiastic staff will
become champions and influencers for change among their co-workers.
Be careful to avoid management-speak terms that create wrong ideas about
cost-cutting and individual autonomy. These can lead to resistance. Instead,

develop an understandable language for improvement that works for your
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origination. Staff are motivated by terms that highlight the benefits for pa-
tients.

e The team should come together often to discuss solutions to common prob-
lems so that learning can be shared. Broadcasting success stories and early
wins helps to create a sense that frontline staff are seeing positive change and
to drive home the notion that this is a new way of functioning, not just a
passing phase.

e Many healthcare organizations are overwhelmed by targets and outcomes.
Without prioritization, staff will attempt to meet all of them. Then firefight-
ing becomes the norm, and frustration and demoralization spread. Sustaina-
ble improvement requires focus. Successful organizations move towards a
smaller set of priorities to hone in order to deliver “breakthrough” change.

o The ideal number varies depending on an organization’s current state and
resources. Leaders typically find it best to focus on three to four priorities and
never more than 10. Each focus area should be aligned with strategic goals
such as patient satisfaction, quality of care, staff satisfaction, and financial
results.

e Leaders must communicate the goals to staff to achieve clarity and shared di-

rection.

Conflicts of Interest

The author declares no conflicts of interest regarding the publication of this pa-

per.

References

Ahire, S. L., Landeros, R., & Golhar, D. Y. (1995). Total Quality Management: A Litera-
ture Review and an Agenda for Future Research. Production and Operations Manage-
ment, 4, 277-306. https://doi.org/10.1111/§.1937-5956.1995.tb00057.x

Assarlind, M., & Gremyr, I. (2014). Critical Factors for Quality Management Initiatives in
Small- and Medium-Sized Enterprises. Total Quality Management & Business Excel-
lence, 25,397-411. https://doi.org/10.1080/14783363.2013.851330

Black, S., & Porter, L. (2007). Identification of the Critical Factors of TQM. Decision
Sciences, 27, 1-21. https://doi.org/10.1111/.1540-5915.1996.tb00841.x

Boerner, S. (2004). Artistic Quality in an Opera Company: Toward the Development of a
Concept. Nonprofit Management & Leadership, 14, 425-436.

BPIR (2020, November 26). BPIR Search. Best Practice Improvement Resource. BPIR.com.
https://www.bpir.com/bpir-search/?post types=undefined&paged=undefined

Corbett, L. M., & Angell, L. C. (2011). Business Excellence in New Zealand: Continuous
Improvement, Learning, and Change. Total Quality Management & Business Excellence,
22,755-772. https://doi.org/10.1080/14783363.2011.585782

Dahlgaard, J. J., Chen, C. K,, Jang, J. Y., Banegas, L. A., & Dahlgaard-Park, S. M. (2013).
Business Excellence Models: Limitations, Reflections and Further Development. Tota/
Quality Management, 24, 519-538. https://doi.org/10.1080/14783363.2012.756745

EFQM (2010). EFQM Model. http://www.efqgm.org/efgm-model/model-criteria

DOI: 10.4236/0jbm.2022.106144

2937 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2022.106144
https://doi.org/10.1111/j.1937-5956.1995.tb00057.x
https://doi.org/10.1080/14783363.2013.851330
https://doi.org/10.1111/j.1540-5915.1996.tb00841.x
https://www.bpir.com/bpir-search/?post_types=undefined&paged=undefined
https://doi.org/10.1080/14783363.2011.585782
https://doi.org/10.1080/14783363.2012.756745
http://www.efqm.org/efqm-model/model-criteria

M. B. O. Barnawi

Gadowski, E. (2009). Wellness Strategies Are Popular. Public Management, 91, 34.
Greenwood, D. (2009). Business Development Bank of Canada.

kaqa.org.sa (n.d.). National Model of Organizational Excellence. Excellence Model.
https://kaqa.org.sa/en/Pages/ExcellenceModel.aspx

Kharub, M., & Sharma, R. K. (2015). Investigating the Role of CSF’s for Successful Im-
plementation of Quality Management Practices in MSMEs. International Journal of
Systems Assurance and Engineering Management, 7, 247-273.
https://doi.org/10.1007/s13198-015-0394-y

Mann, R., & Abbas, A. (2015). National Business Excellence Awards and Initiatives.

Mann, R., Dotun, A., & Tickle, M. (2011). Deployment of Business Excellence in Asia:
An Exploratory Study. International Journal of Quality & Reliability Management, 28,
604-627. https://doi.org/10.1108/02656711111141184

MSG Management Study Guide. Performance Appraisal and Performance Management.
(n.d.).
https://www.managementstudyguide.com/performance-appraisal-and-performance-m
anagement.htm

NIST—National Institute of Science and Technology, U.S. Department of Commerce

(2010). Baldrige. https://www.nist.gov/baldrige/publications

NQI—National Quality Institute (1996). Cost of Quality. Survey of Canadian Small and
Medium Enterprises. http://www.excellence.ca

Ringrose, D. (2010, Revised 2014). Organizational Excellence Framework.

Ringrose, D. (1970, January 1). Organizational Excellence. In A. Farazmand (Ed.), Global
Encyclopedia of Public Administration, Public Policy, and Governance (pp. 1-9). Sprin-
ger. https://link.springer.com/referenceworkentry/10.1007/978-3-319-31816-5 16-1

SAI Global (2010). Australian Business Excellence Framework.
https://www.saiglobal.com/pdftemp/previews/osh/as/misc/gb/gb002.pdf

Schaefer, C. (2011). Baldrige 20/20, an Executive’s Guide to the Criteria for Performance

excellence. National Institute of Standards and Technology, U.S. Department of Com-
merce. http://www.nist.gov/baldrige/publications/upload/Baldrige 20 20.pdf

Sila, I., & Ebrahimpour, M. (2003). Examination and Comparison of the Critical Factors
of Total Quality Management across Countries. International Journal of Production
Research, 41, 235-268. https://doi.org/10.1080/0020754021000022212

Solomon, D., & Hogan, O. (2012). The Contribution of Quality Management to the UK
Economy. Center for Economics and Business Research.
https://link.springer.com/referenceworkentry/10.1007/978-3-319-31816-5 16-1

Soltani, E., Van der Meer, R., & Williams, T. M. (2005). A Contrast of HRM and TQM
Approaches to Performance Management: Some Evidence. British Journal of Manage-
ment, 16,211-230. https://doi.org/10.1111/§.1467-8551.2005.00452.x

Talwar, B. (2010). Business Excellence Models, and the Path Ahead. The Total Quality
Management Journal, 23, 21-35. https://doi.org/10.1108/17542731111097461

DOI: 10.4236/0jbm.2022.106144

2938 Open Journal of Business and Management


https://doi.org/10.4236/ojbm.2022.106144
https://kaqa.org.sa/en/Pages/ExcellenceModel.aspx
https://doi.org/10.1007/s13198-015-0394-y
https://doi.org/10.1108/02656711111141184
https://www.managementstudyguide.com/performance-appraisal-and-performance-management.htm
https://www.managementstudyguide.com/performance-appraisal-and-performance-management.htm
https://www.nist.gov/baldrige/publications
http://www.excellence.ca/
https://link.springer.com/referenceworkentry/10.1007/978-3-319-31816-5_16-1
https://www.saiglobal.com/pdftemp/previews/osh/as/misc/gb/gb002.pdf
http://www.nist.gov/baldrige/publications/upload/Baldrige_20_20.pdf
https://doi.org/10.1080/0020754021000022212
https://link.springer.com/referenceworkentry/10.1007/978-3-319-31816-5_16-1
https://doi.org/10.1111/j.1467-8551.2005.00452.x
https://doi.org/10.1108/17542731111097461

	Organizational Excellence Models Failure and Success Factors of Organizational Excellence and Challenges Mitigation
	Abstract
	Keywords
	1. Introduction
	1.1. The Research Problem
	1.2. Research Objectives
	1.3. Research Methodology
	1.4. Research Structure

	2. Literature Review
	2.1. What Is Organizational Excellence
	2.2. The Beginning of the Concept of Organizational Excellence
	2.3. The Benefits of Pursuing and Achieving Organizational Excellence
	2.4. Stages of Development and Institutional Excellence Can Be Summarized as Follows
	2.5. The Importance of Evaluating Organizational Performance in the Process of Excellence
	2.6. The Most Famous Global Models in Organizational Excellence
	2.7. The Saudi National Model for Quality and Organizational Excellence
	2.8. Implementation Success Factors of Organizational Excellence
	2.9. Implementation Failure Factors of Organizational Excellence
	2.10. Top barriers hindering nonprofit organizations in Saudi Arabia from adapting BEMs
	2.11. Challenges Faced in Implementing Quality Standards and Organizational Excellence in Saudi Arabia

	3. Conclusion and Recommendations
	Conflicts of Interest
	References

